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ABSTRACT 

In organisations today, issues hampering the free flow of information are causing 

duplication of work and a lot of frustration for employees. At the same time, enterprise 

architecture is positioned as a discipline that facilitates and guides information sharing 

within and across enterprises. This dissertation examines the phenomenon of 

information flow and the role of enterprise architecture, in a case study organisation 

from the perspectives and beliefs of a group of individuals participating in focus groups. 

Although it was found that information flow is problematic in the case study 

organisation, and that some enterprise architecture artefacts could facilitate information 

flow, it was very specific to the audience and the information that needed to be 

communicated.  
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Chapter 1.  

INTRODUCTION 

The project manager walks out of the office with shoulders sagging. She has just 

received a piece of information that changes the way in which she has been driving her 

project for the past few weeks. A number of her team members had access to this 

information and assumed she had the same. This disconnect has lead to numerous 

wasted meetings and resources.  

On the other side of the building, the enterprise architecture effort is producing a 

baseline of artefacts, which they believe will add value to the organisation. This belief is 

supported by industry analysts (Shlier)1 and the industry itself (Strickland)2, who 

position the discipline of enterprise architecture and the outputs as a key competitive 

component in an organisation. Yet the organisation does not seem ready to consume 

these artefacts and a lot of paper is wasted covered by drawings, models and principles 

just lying around never to be used.  

If information flow is positioned as a fundamental of organisational survival and 

success (Gates3, Neilson et al4) and enterprise architecture efforts are at the top of the 

agenda for enterprises today (Hewett)5, then surely mutual influences must exist. 

This dissertation investigates the phenomenon of information flow and the influence of 

enterprise architecture artefacts on that phenomenon within an organisation.   
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1.1 Problem statement 

In corporations around the globe today, management and workers alike are complaining 

about information. The complaints are either about the lack or about the abundance 

thereof.  

Information flow is described as being a foundation component of success in an 

organisation4, but it is rarely the focus of any analysis of the system of which the 

organisation forms a part.  

In the case study organisation, occurrences of information not flowing are 

commonplace. At the same time, the organisation develops a number of different 

artefacts during its Enterprise Architecture development process, yet during the 

execution phase of the Architecture, these do not seem to deliver the value from an 

information flow perspective. If value was to be found for the Enterprise Architecture 

effort, then surely the effort should address information flow. 

This research poses the question: Is the flow of information influenced by enterprise 

architecture artefacts?  

1.2 Research Questions 

In order to explore our problem statement the following research questions must be 

expanded on:  

•  What factors are perceived to impact information flow in the organisation? 

•  Are Enterprise Architecture artefacts perceived to influence information flow in any 

way? 
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1.3 Thesis Statement 

The following thesis statement thus developed from the problem statement: Artefacts 

produced by the Enterprise Architecture process influence the flow of information in 

the organisation.  

1.4 Delineations  

The case study organisation is InfoCo a large Telecommunications operator in South 

Africa. The study is specifically delineated to focus on the organisation unit of the Chief 

Information Officer (CIO). This delineation is made in order to confine the duration of 

the research. Since the role emphasis of the Chief Information Officer is for the most 

focused on enabling the management of information in an organisation, it is deemed 

appropriate to use this division as a case study.  The argument is that the results of this 

study could be applied to the rest of the organisation because of the CIO’s role and 

influence on the topic of information management.   

1.5 Limitations 

The research was limited to four focus groups totalling twenty-eight participants. The 

research participants were all associated with one division (Information Systems 

Development) of the CIO organisation, bar two participants from the Technology area, 

who are part of a design authority group operating from within the CIO organisation. 

The other division (Information Systems Support) reporting to the CIO was not 

represented.  

The selection of these individuals for participation in the focus groups was based on the 

fact that all of the individual were easily accessible to the researcher. They were also all 

operating in roles where they had to integrate and align across teams and divisions to 

achieve success in their roles.  
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No research was done on the general applicability of the conclusions to the rest of the 

organisation.  

1.6 Definition of terms 

(a) Enterprise Architecture 

The term enterprise architecture (EA) still has multiple meanings in the industry today. 

The first restricts EA to the field of Information Systems and is sometimes referred to 

as Enterprise Information Systems Architecture, Software Architecture or just IT 

architecture for short. In other cases, it is still referred to as Enterprise Architecture.  

The second use of the term expands EA to encompass the entire enterprise. The author 

subscribes to the second definition. The Open Group simplistically defines the 

discipline of Enterprise Architecture: 

A 'Enterprise Architecture is about understanding all of the 
different elements that go to make up the enterprise and how 

those elements interrelate'.  

It is however interesting to note, that although the Open Group uses this definition for 

describing the concept, even they still struggle with the boundaries of enterprise 

architecture. For although they have adopted this definition of the discipline, the detail 

of what is being addressed in their architecture framework (TOGAF = The Open 

Group architecture Framework)6  still focuses mostly on Information Systems.  

                                                 

AThe Open Group; http:/ www.opengroup.org/ 
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(b) Information and Knowledge 

A lot has been written about the terms data, information and knowledge since the onset 

of the information age. It is not the aim of this paper to analyze all these terms in depth 

but rather to highlight the fact that the terms ‘Information’ and ‘Knowledge’ are often 

used interchangeably in text and in communications. In most cases when they are used 

in this way, the terms refer to the concept of cognitive processes interacting with data. 

It is however clear from a number of arguments (Sveiby7, Myburgh8) that it is necessary 

to make the distinction between information and knowledge.   

Myburgh8   provides a rather useful way in which to differentiate information and 

knowledge. She differentiates knowledge with the relationship it has to an individual:  

“It is information absorbed and comprehended by an individual”. 

This paper does not attempt to clarify the relationship of a particular piece of 

information to an individual, nor does it attempt to qualify how the information would 

be different when it becomes knowledge for one individual versus another.  Therefore, 

this dissertation focuses on information and not on knowledge. 

Information: 

in·for·ma·tion17  

1 : the communication or reception of knowledge or intelligence 

2 a (1) : knowledge obtained from investigation, study, or instruction  

      (2) : INTELLIGENCE, NEWS (3) : FACTS, DATA  
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This definition of the term Information is provided by the Merriam-Webster17 online 

dictionary. For the purposes of the study, the definition (3) is most appropriate:  

(Information is)… facts or data in context.  

Unfortunately, the definition of the term ‘information’ has in some instances been 

hijacked by the information technology (IT) fraternity. More often than not, people 

refer to IT when they use the term information – the fact that information is a crucial 

component of human communication, is somehow lost in the Information Age. 

Myburgh8 describes this confusion when she refers to Liebenau and Backhouse (1990):  

 “It is crucial to understand information when analyzing, designing, establishing 

and managing information systems… Unfortunately, where people have 

concentrated on computer based systems or allowed the requirements of data 

processing to become central to organisational structure, they have usually lost 

sight of what information actually does to and for an organisation”.  

Another concept and definition provided by the US Department of Defence is 

applicable when considering the definition of Information. This concept is known as 

Essential Elements of Information (EEI)9  and it is defined in the following way: 

“The most critical information requirements regarding the adversary and the 

environment needed by the commander by a particular time to relate with other 

available information and intelligence in order to assist in reaching a logical decision.” 

The definition of information for this research is influenced by the definitions discussed 

above. In this study Information are those critical facts (or data in context) that are 

needed in an organisation in order to facilitate decisions. 
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Knowledge: 

knowl·edge17  

2 a (1) : the fact or condition of knowing something with familiarity gained through 

experience or association (2) : acquaintance with or understanding of a science, art, or 

technique b (1) : the fact or condition of being aware of something (2) : the range of 

one's information or understanding <answered to the best of my knowledge> c : the 

circumstance or condition of apprehending truth or fact through reasoning : 

COGNITION d : the fact or condition of having information or of being learned <a 

person of unusual knowledge> 

4 a : the sum of what is known : the body of truth, information, and principles 

acquired by humankind b archaic : a branch of learning 

 

The author believes it critical to consider the definition of the concept knowledge. The 

definition above taken from the Merriam-Webster17 online dictionary is applicable in 

that it again highlights the relationship of knowledge to an individual when it highlights 

understanding and cognition.   

Sveiby is quoted by Page-Shipp10 as defining knowledge as “the capacity for action”. 

Page-Shipp extends the definition to “the capacity for informed action”. 

Although the above definitions dangerously whet the appetite for considering how 

knowledge comes into being and how it flows, this study is more focused than that. It 

considers how information (critical facts that are needed in the organisation in order to 

facilitate decisions) flows in the case study organisation and what influences it.  

Table 1 shows a table used by Miller11 who references Sveiby to define the differences 

between information and knowledge:  
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Table 1:  Miller11 defining the difference between Information and Knowledge 

Information Knowledge 
Static Dynamic 

Independent of the individual Dependent on individuals 
Explicit Tacit 
Digital Analogue 

Easy to Duplicate Must be re-created  
Easy to broadcast Face-to-face mainly 

No intrinsic meaning Meaning has to be personally assigned 
 

From this table the dependency of knowledge on the particular individual is again 

highlighted. As Miller points out, knowledge is what we know and according to him, it 

cannot be ‘commodified’. He continues to distinguish knowledge from information, 

which he describes as a primary value and a trigger to alert an individual to the need to 

interpret an event.  

Producers Consumers

Data Information Knowledge Wisdom

Research
Creation
Gathering
Discovery

Presentation
Organisation

Conversation
Storytelling
Integration

Contemplation
Evaluation
Interpretation
Retrospection

Experience

Stimulus Understanding

Global Local Personal

Context
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Stimulus Understanding

Global Local Personal

Context  

Figure 1: Nathan Shedroff's depiction of the evolution of data12 (redrawn by the author) 
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In the book Information Anxiety12, Nathan Shedroff depicts the evolution from data to 

information to knowledge, and ultimately to wisdom. His diagram (Figure 1) highlights 

the difference between the producer and the consumer of data and of information. 

Data and information is produced, so that information and knowledge can be 

consumed.  Also important is the distinction between information that exists in the 

global context, knowledge in the local and wisdom in the personal context. This 

distinction aligns with the differentiation between information and knowledge made by 

Miller11 in Table 1. 

(c) Knowledge Management 

The concept of Knowledge management (KM) is applicable to this study in terms of 

the implementation considerations found in this concept and it is therefore useful to 

consider it. Although there are still numerous definitions of the concept of knowledge 

management, Wikipedia28 provides a generic definition of the space:  

“Knowledge Management comprises a range of practices used by organisations to 

identify, create, represent, and distribute knowledge for reuse, awareness and learning. 

Most large companies have resources dedicated to Knowledge Management, often as a 

part of 'Information Technology' or 'Human Resource Management' departments, and 

sometimes reporting directly to the head of the organisation. As effectively managing 

information is a must in any business, Knowledge Management is a multi-billion dollar 

world wide market.” 

1.7 Assumptions 

The author assumes that the reader has some familiarity with the discipline called 

Enterprise Architecture, for although it is defined; it is somehow still an elusive field. 
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This is most probably a result of the relatively short time that EA has been recognised 

as a field of significance within organisations. 

The author assumes that the focus group selection of the twenty-eight individuals, who 

were all operating in roles where they had to integrate and align across teams and 

divisions to achieve success in their roles, meets the approval of the reader. 

The author further assumes that it is acceptable to generalise the recommendations and 

conclusions from this research within the case study organisation. Balarin15 refers to 

Strelitz on the topic of generalisability which he defines as “how far one can extend the 

account of a particular situation or population to other people, times, or settings than 

those directly studied”.  

In this study, the researcher provides a view of the flow of information in a small 

component of the organisation at a particular point in time. There is however value in 

extending the view to a wider constituent of the same organisation. Strelitz quoted in 

Balarin15 points out that one can distinguish between external and internal 

generalisability. Internal generalisability is concerned with generalizing the research 

findings to “different populations within a (the same) group”. This kind of 

generalisability is appropriate.  The author therefore proposes that generalising the 

findings will be valuable in that it will produce theories from which to build application 

to the wider organisation.  

1.8 Significance 

The significance of this work is focused on establishing an understanding of the issues 

that exist within the organisation in relation to information flow. Information as a 

“primary value” and trigger that “alerts individuals to the need to interpret events”11 is a 

fundamental component of the complex system found within an organisation. Without 
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the appropriate focus, this foundation of organisational success will hamper efforts to 

achieve success in the management of innovation and technology.  

In establishing the importance of information flow on the agenda of the CEO of the 

case study organisation, the study will highlight the significance of ensuring mindful16 

actionsB are taken from a technology and innovation perspective. The 

recommendations contained herein will be a useful beginning as an implementation 

plan for the organisation.  

Although difficult to generalise the finding of this study to other organisations, they 

may find benefit from using the pointers in this study to map their own information 

flow path.   

 

1.9 Overview of Chapters 

The chapters that follow elaborate on the research topic in the following way. Chapter 2 

provides an overview of the literature related to the research topic.  

Chapter 3 discusses the method used for conducting the research and Chapter 4, 5 and 

6 elaborate on the research findings and data analysis. Chapter 7 relates the sub-

conclusions to the literature and chapter 8 discusses the conclusions that are drawn 

from the research and suggests topics for future research.  

                                                 

B Mindfulness as an organisational quality developed from the psychological notion describing the cognitive qualities 
of an individual. 16  



Page 21 of 112  

Chapter 2.  

LITERATURE REVIEW 

2.1 Introduction 

In reviewing the literature related to the dissertation topic, the review focuses firstly on 

the theory base used for the study. Literature related to systems thinking and complexity 

theory is reviewed in order to establish the applicability. Next, references specifically 

related to information flow as a key enabler, are considered. The applicability of 

positioning information flow as a foundation component of organisational success is 

specifically analysed. 

Enterprise Architecture is the next topic considered. The specific reason why this 

discipline is used as part of the study, the frameworks that define this discipline and a 

specific link between enterprise architecture and information sharing is referenced.  

As part of the implementation considerations for the study, the next component of the 

literature review looks at information flow strategies. Specific strategies proposed are 

highlighted.  

The review focuses more specifically on information, its meaning and value next. The 

reality that information really has no meaning is a foundational component of 

understanding for the study. It ties in with the topic of organisational culture, which 

concludes the literature review.   
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2.2 Theory base 

It was the exposure to the theory of systems thinking that sparked the idea for the 

research on information flow and enterprise architecture in this particular organisation. 

Exposure to this theory convinced the author that only by considering information flow 

holistically within the organisational system of the case study organisation, would the 

research make sense of it.   

Systems’ thinking uses a different thinking pattern to analytical thinking. Where 

analytical thinking is reductionist i.e. it would ‘take apart’ that which needs to be 

understood, systems thinking considers the situation holistically; puts the system around 

the problem in focus and interprets the various roles played within the larger 

environment. 18  

The author is convinced that enterprise architecture is really rooted within systems 

theory. Specific direct references to support this statement could not be found, but in 

the work reviewed, common themes emerge that lead the author to make this 

deduction. Gharajedaghi18 refers to the systems design approach that deals iteratively 

with structure, function and process as the core methodology of systems thinking. 

Similarly, enterprise architecture frameworks, defining the foundation methods of the 

discipline, focus on location (structure), function (function) and process (process). 

Again the frameworks guide the practitioner to deal with the focus areas iteratively and 

in varying levels of detail.  

But systems thinking alone will not provide us with enough theoretical background to 

understand complex human interactions.19 Systems thinking is still based on the 

foundation of a knowable future described by an individual who is standing outside 

considering the particular system. It implies that the author and researcher in this case, 

is a participant in the system at the same time as considering it and defining its causality. 
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Systems’ thinking allows us to understand “unintended and unexpected consequences 

of human action  ...but not the emergence of true novelty” (Stacey et al., 2000, p187) 19 

Complexity theory claims to address this shortcoming. However, Stacey19 notes that 

there is no single science of complexity yet and describes the three strands that exists. 

He calls these different strands Chaos theory, Dissipative structure theory and Complex 

adaptive systems theory.  

Complexity theory’s relevance to the study relates to how it affects management 

practices within an organisation.  According to Rosenhead20, Stacey is probably the 

most widely read and influential of writers on this topic. According to him, Stacey is 

quite critical of conventional management practices, which subscribes to a state that he 

terms “stable equilibrium”.  This state results in managers and organisation managing a 

complex and chaotic world as if it could achieve constant equilibrium, which Stacey 

argues, is not possible. 

Rosenhead20 notes that Stacey proposes a mindset shift. Organisations should aim to 

seek “bounded instability” – this implies welcoming disorder and using instability in 

such a way that it influences the organisation positively. This will create an environment 

supportive of creativity and change and it will put the organisation on a path of 

constant renewal.  

Nevertheless, Rosenhead20 is critical of Stacey’s tendency to throw out what existed in 

earlier management theory in favour of the steps towards bounded instability. He argues 

that Stacey’s proposed actions are “motherhood” statements and reek of “non-

specificity” and generality.  

Snowden et al21 use the complexity thinking theory base in their study of European 

businesses. The study was a result of research into knowledge management as an 
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enabler for growth and it resulted in a model that claims to make sense of complexity in 

the wider context of management theories. Possibly the most enlightening contribution 

made in Snowden’s paper is the description of a scenario in the form of an everyday life 

story. The story is about an executive leader returning home to manage a teenage party. 

It aims to illustrate that “unorder is in fact a familiar space”21 – the leader understood 

how to manage the party without a programme plan, learning objectives, incentive 

schemes and scenario planning. It was instinctive to rather define boundaries and 

negotiate mechanisms in order to arrange a successful party.  

The lesson contained in this story was that managers mostly understand how to manage 

social complexity. Moreover, that possibly it was not practical to see management 

practices as ‘either the one or the other’. It was in fact possible and probably preferable 

for management theories to coexist, and to be practiced taking boundaries from the one 

end and complex interactions from the other to manage a specific situation.  

2.3 Information Flow; a key enabler in organisations 

"I have a simple but strong belief. The most meaningful way to differentiate your 

company from the opposition... is to do an outstanding job with information. How you 

gather, manage and use information will determine whether you win or lose... You need 

a fast flow of good information to streamline processes, raise quality and improve 

business execution." Bill Gates39  

Information as a key enabler in enterprises is a theme presenting itself in the literature. 

Booz, Allen Hamilton22 sponsored a project in 2004 to identify the world’s ten most 

enduring institutions over the last century. They used seven criteria according to which 

they measured institutions – one of the criteria was Information flow. The Rockefeller 

Foundation was one of the institutions chosen for its characteristic of effective 
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information flow. This institution has taken specific steps to ensure fresh and insightful 

information flows to the leaders of the organisation. 

The International Telecommunications Union (ITU) was also chosen on the grounds of 

its effective information flow. Its internal structure enabling free information flows has 

enabled the enterprise to adapt to changes in economic and political conditions.22  

Neilson et al4 describes seven types of organisations in a paper focusing on the 

resilience of organisations. One of the items distinguishing “healthy” organisations from 

“unhealthy” ones is the ability of information to flow freely in the organisation, 

across organisational boundaries.4  

In Figure 2 the complete opposite responses on the information flow question occurs. 

In the resilient organisation eighty percent of the respondents, feel that information 

flows freely across organisational boundaries. In the passive-aggressive organisation, 

only twenty percent feel that it does.  
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Figure 2: The Passive-Aggressive organisation (redrawn by the author), HBR, Oct 20054  
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In a paper on engineering companies and the information flow problems they were 

experiencing, observations recorded indicate that the “failure to achieve appropriate 

information flow in (the) design processes contributes to a variety of problems for 

designers and decision-makers”23. The paper highlights the fact that information flow 

should not be expected to be smooth or infallible but it is most likely chaotic and 

unpredictable. This sentiment confirms the applicability of using complexity theory as 

part of our theory base.  

2.4 Enterprise Architecture (EA) 

Enterprise architecture (EA) is applicable to this study because of its close ties to how 

an organisation manages information about itself. Zachman40 defines EA:  “Enterprise 

Architecture is the principle structural mechanism for…managing the knowledge-

base of the Enterprise”. On the same topic, Slier1 stated the following: “The need to 
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deliver business value from information assets will force enterprise information 

architecture to mature as a discipline in 70 percent of Global 2000 organisations by 

2008 “.  

Evans et al41 pronounces every business an Information business and that information 

is “fundamentally… the glue that holds together the structure of all business”. 

Following this emphasis and considering the definition of EA that this dissertation uses, 

it refers to the understanding of the different elements of the enterprise and how they 

interrelate. This positions enterprise architecture as the discipline to assist enterprises 

with understanding the “glue” that holds it together.  

The discipline of Enterprise architecture is best known for the frameworks that are 

deployed to define the elements of information that an enterprise should keep about 

itself and for itself. The Zachman's Framework for Enterprise Architecture is one such 

framework and the IFEAD (Institute for Enterprise Architecture Development) is 

another. These frameworks contain the dimension of granularity or iterations. These 

dimensions support the idea that at various stages within the life of an organisation, 

different elements of information are required to support decision-making.  

Stickland2 reports on the findings of the commission investigating 9/11. Although six 

of the seven key recommendations made by the commission focus on organisational 

change within the US Government, the seventh recommendation is to ‘Enhance 

Information sharing’.  This specific recommendation was implemented through an 

executive order directed towards improving information sharing. This order establishes 

the National Counter-terrorism Centre who will be responsible for establishing 

“architectures for the effective access to and integration, dissemination and use of 

terrorism information”.  
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At the same time, the Government Accountability Office (GAO) has stated that 

enterprise architecture is needed to guide the specific architectures from the various 

agencies. This body is responsible for overseeing the development of enterprise 

architectures within and across US Government agencies. In addition to this, the 

Clinger-Cohen Act of 2002 requires the establishment of IT Architectures by 

government agencies.   

2.5 Information flow strategies and implementation considerations 

Hansen et al14 addresses the different strategies that an organisation may embark on for 

managing information. (They fall into the trap of confusing the notions of knowledge 

and information, for although the title of the paper talks about knowledge, they are 

fundamentally addressing the issues related to information flow).  

Notwithstanding this confusion, their contribution towards positioning strategies 

around managing information is relevant. Its relevance lies in the distinctive strategies 

that are proposed for organisations. These strategies align to the ‘tracks’ Sveiby13 

identified that exist in the Knowledge Management (KM) world. In the IT-track, KM is 

focused on the management of information objects. In the people-track, KM is more 

focused on the process and the human interactions involved. This distinction is aligned 

to what Hansen et al14 is positioning for strategies on knowledge management 

implementation. The proposed strategies are codification (IT-track) and personalisation 

(the people-track). Codification focuses on large-scale reuse of information within an 

organisation by codifying and storing all of the information that the organisation deems 

reusable. Personalisation on the other hand focuses on human relationships and people 

networks to enable information (knowledge) to be shared.  

Hansen et al.14 continues to emphasise the importance to an organisation of choosing 

one particular strategy. Since this KM strategy is a reflection of the organisation’s 
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competitive strategy, it would not be advantageous to try to execute the strategies 

simultaneously.  

Another consideration related to implementation comes from General William Odom 

quoted in the 9/11 report2. His proposed focus on the root causes of the information 

shortcomings identified by the report resulted in the identification of the following five 

broad categories of shortcomings: 

•  Revitalising the intelligence warning process 

•  Investing in human information operations 

•  Establishing professional information analysis throughout government 

•  Resolving the dysfunctional information space within agencies 

•  Empower and reengineer sharing among agencies 

 

Although it may seem specific to the intelligence industry, all five these categories are 

applicable to the successful implementation of information management in every 

organisation.  

 

2.6 Information, knowledge, its meaning and value 

At the same time, Karl-Erik Sveiby’s C position on the value of information has to be 

considered:  

“... we should turn our concept of information on its head and acknowledge 

the following radical notion: information is meaningless and of low value.  

                                                 

C Sveiby in The new Organisational Wealth as quoted by F. Miller (2002), in I=0 (Information has no intrinsic meaning) 
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Currently, however, governments and many businesses alike act as if 

information is meaningful and has a high value.  ... Yet the value does not 

lie in the information stored but in the knowledge created [from it].” 11  

Sveiby is clear about the value of information in this quote - that it is fundamentally 

meaningless. However, what we can glean from it in relation to this dissertation is that 

information must exist before knowledge is created from it. That is at the heart of the 

problem this dissertation is addressing.  

Miller11 and Sveiby7 are both critical of writers who misuse the term knowledge.  The 

review of the article by Hansen et al14 discussed in the previous paragraph is one such 

example. Miller discusses this same article when he comments on the use of ‘knowledge 

management’ as a concept because of the fact that knowledge cannot be catalogued, 

stored or made explicit. The argument returns fundamentally to the difference between 

information and knowledge discussed in the definition of terms (paragraph 1.6). 

“We can send information and provoke almost anyone we wish anywhere on the planet, 

but we can never be sure … how they are likely to interpret (i.e. what meaning they are 

likely to make of) the information they receive from us.” - Miller11   

Miller highlights the fact that although the definition of the term ‘information’ may 

stand for meaning, is does not imply meaning itself. Meaning is relative to the individual 

who is interpreting the information. Information is the trigger that sets off 

interpretation of an event and without it, our senses will be deprived of stimulation. 

Information is therefore of critical importance as sensory input in our everyday lives.  

2.7 Organisational culture, management and information 

Organisational culture is applicable to this study as it was one of the highest mentioned 

items during the focus group research. This was during conversations regarding what 
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was influencing information flow in the organisation.  With culture being such an 

important perception highlighted in our qualitative study, this topic needs to be 

explored further.  

Miller11 reflects on the value of information and points to an important realisation for 

management - the realisation that information intrinsically has no meaning. Given this 

realisation, the nature of the response to a given message or information is the only 

thing that can be managed.  In addition, this puts a completely different science around 

the nature of human relationships on the table for information flow. Human 

relationships will not be discussed here in detail, but the dissertation needs to highlight 

that this science will affect the response to a given message contained in information 

that flows.   

Unwin24 reflects on the concept of organisational culture. Although different schools of 

thought exist on this concept, the current definition of organisational culture focuses on 

a shared set of values and beliefs. Unwin24 ascribes this definition to ScheinD. This 

shared set of values and beliefs develops over time as a group learns how to solve 

problems and adapt to the internal and external environment. This same set of beliefs 

and values is taught to new members and thus the culture is continuously cultivated.    

The understanding of the organisations’ beliefs and values are at the heart of 

organisational change according to Unwin24. It implies that the organisation can not 

embarked on any change initiative without understanding the overriding and mostly 

implicit beliefs within the organisation.  Nevertheless, an organisational change does not 

happen overnight and can be a painful exercise, states Unwin24 unless organisational 

                                                 

D Schein E.H., Organisational Culture and Leadership, Jossey-Bass, 1992 
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survival is at stake. Senge’s ‘learning organisation’ is one concept that organisations use 

to focus a change initiative.  
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Chapter 3.  

RESEARCH METHOD 

3.1 Introduction 

The research was undertaken to determine whether enterprise architecture artefacts 

influences information flow in an organisation. It focused on a division within an 

organisation as a case study. The research aimed to determine the opinions and 

reflections of individuals within the organisation regarding the topic of information 

flow and tested their feedback on a particular set of architecture artefacts.  

3.2 Research Design   

In order to test the thesis statement, the author designed the research around a case 

study to obtain insight and depth related to the particular case. In combination with the 

case study method, focus group research was used in order to obtain opinions and 

shared insights related to the research questions.  

The case study method is a well-known design used in qualitative research. Myers25 uses 

the definition provided by Yin (2002) when he describes it: “(The case study method)... 

investigates a contemporary phenomenon within its real-life context, especially when the boundaries 

between phenomenon and context are not clearly evident. “ 

The case study method is criticized for its lack of rigour when it comes to the research 

design and data collection procedures. This is because it has a rather ‘loose’ design 

without specific design requirements.  This loose design however, made the case study 

method attractive for this research. It allowed the researcher to introduce focus group 

research as a secondary method and consider one case study in depth whilst using the 

tools that systems and complexity theory bring to the table.   
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The sentiment around the applicability of the case study method where complexity 

theory is involved is proposed by Anderson et al26. In this paper the case study is 

described as a perfect method to study integrated systems, as it allows the research to 

consider phenomena as an integrated whole rather than a number of loose standing 

parts.  

The strength of focus groups is based in its capability to draw out insights related to the 

interaction of a particular group of participants. The views, attitudes, beliefs and feelings 

displayed during a focus group, are normally not likely to be revealed during any other 

kind of interaction27 - thus the focus group provides a broader perspective on the 

system that is under consideration. It allowed the researcher to create an understanding 

of the views that are shared versus the ones that are not.  

3.3 Methodology  

(a) Research Instrument 1: The discussion guide 

The first research instrument used in this study was the focus group discussion guide. 

The discussion guide was put together using the thesis statement and the research 

questions. The purpose of the discussion guide was to focus and guide discussion 

during the group sessions. The guide would assist the facilitator to stay on course with 

the intention of the session and control the direction of the discussion. The research 

questions used to guide the discussion guide were: 

•  What factors are perceived to impact information flow in the organisation? 

•  Are Enterprise Architecture artefacts perceived to influence information flow in any 

way? 

The discussion guide was divided into four main ‘topics’ as depicted below: 
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1. Introduction and warm-up exercise

2. Factors that impact on information flow in the 
organisation

3. Suggestions for improvement

4. Correlation to representations delivered by 
enterprise architecture outputs 

Discussion guideDiscussion guide

1. Introduction and warm-up exercise

2. Factors that impact on information flow in the 
organisation

3. Suggestions for improvement

4. Correlation to representations delivered by 
enterprise architecture outputs 

Discussion guideDiscussion guide

Specific questions were posed during the sessions as part of the main topics: 

•  Do you find it easy to gain access to information needed for decision-making? 

•  What are the main causes of the items mentioned in your answer?  

•  What will influence the situation you described? 

•  Who is responsible for information flow in the organisation and how is it executed?  

•  How valuable are the enterprise architecture outputs in terms of information flow 

in InfoCo and can they be used to address some of the difficulties experienced? 

 

(b) Research Instrument 2: The focus group session 

The focus group sessions were the next research instrument used. Four sessions were 

held with groups consisting of between four and eight individuals.  
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The focus groups were selected on the bases of the role of the various individuals 

within the case study organisation. All of the individuals were executing roles where at 

some level they were required to ‘integrate’ within and across multiple organisational 

groupings. As such, the availability of information and the integrated nature of the 

information were important to the success of the roles these individuals were executing. 

The participants also shared some other characteristics relevant to the evaluation. These 

characteristics were: 

•  association to the case study organisation 

•  insight into the topic of architecture 

•  level of skill in the organisation (operating in an integrative role) 

 

All focus groups constituted participants with tertiary qualifications. Group 2 was 

specifically selected to contain younger members of the organisation (not yet managerial 

level) in order to gain access to specific insights that this constituent may have.  

Group 3 was selected based on the members of a governance forum. The role of this 

governance forum was to oversee technical information technology implementations 

within the case study organisation. The author chose this group because of its 

experiences and insight from a governance and architectural perspective on the topic of 

information flow.  

Group 4 was selected to contain participants who would be users of strategic 

information for creating sound architectures. These participants are therefore also 

creators and users of architectural artefacts.  
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Group 1 was the biggest group and constituted a group consisting of ten individuals 

mostly executing the role of ‘system integrator’. Most post-graduates were from this 

group.  

During the group sessions, the participants were asked to consider the questions asked 

by the facilitator, and provide their views on it. It was never necessary during any of the 

four focus groups to encourage discussion. Interactions happened naturally, both where 

participants were in agreement with a particular view and where they had an opposing 

view. The groups were never asked to reach any kind of consensus, nor was it necessary 

for people to disagree.   

The sessions lasted between one and a half to two hours. A research assistant made 

notes during the sessions whilst also recording video and audio.  

(c) The interview guide 

An interview guide was derived from the focus group discussion guide and followed the 

same pattern of questions. Outcomes from the focus groups were included as questions 

to assist with cross-correlation.  

(d) Data 

Focus Groups: 

The data collected consists of notes, transcripts and video recordings of four focus 

group sessions. The transcripts follow the flow of the discussion guide more or less, but 

the discussions sometimes veered into other directions and other times flowed naturally 

into the next topic. A reader of the transcripts would however be able to find discussion 

related to all of the questions designed in the discussion guide.  
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Interviews: 

The data collected consists of notes and sound recordings of two interviews. The first 

interview was with an executive management official of a vendor supplying software to 

the case study organisation. The author was researching the perspectives that may exist 

outside of the organisation on the topic of information flow. The interview was focused 

on establishing whether external perceptions of the organisation were different to 

internal perspectives.  

The second interview was held with an individual in an executive management position 

within the case study organisation. This interview was focused on establishing an 

understanding of what this level of management was experiencing and if there were 

correlations to the issues highlighted by the focus groups.  

(e) Analysis 

Content analysis 

A first round of analysis on the focus group transcripts was done using content or 

textual analysis techniques. Ole Holsti28 describes content analysis as “... any technique for 

making inferences by objectively and systematically identifying specified characteristics of messages”. 

The data analysis was executed by an external research organisation. In consultation 

with the author, the data analyst used the specific text used by the participants during 

the group interactions and captured in the transcripts, to make inferences from. Because 

of the fact that the focus group participants were all individuals with tertiary 

qualifications and were technical specialists within the organisation, they shared a 

common working environment and thus vocabulary. The participants were also 

accustomed to using text in explaining concepts and ideas. This fact supported the 
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approach of utilising the specific words used in an interaction, to latch on to a specific 

belief or view.  

Other mechanisms to fit the content to the communicator would have included the 

situation in which the text was used, the socio-cultural background or the effect of the 

message, but the intent of the research was not to analyse the reasons why a particular 

individual would use certain text, but rather to find common ground around the 

research questions.  

The first iteration of analysis focused on developing categories of themes found within 

the text inductively29. Inductive categorisation would result in categories that are very 

close to the actual text gathered from the focus groups. In reality, it resulted in 

categories that are described by the actual words used in the focus group discussions. 

Secondly, in instances where the actual words were not exactly the same as the 

categories already defined, the meaning had to be interpreted. By way of deducing the 

actual message contained within the text, the analyst was able to link it to one of the 

existing categories or create a new category if an appropriate category did not exist.  

Frequency Analysis 

The data analyst also performed frequency analysis to determine the number of times a 

particular category text was used. This provided the analyst with a means of determining 

which category received the highest number of mentions versus the lowest.  

3.4 Limitations 

The author was unable to get together a focus group consisting mostly of executive 

management. This focus group would have allowed a more complete data set and 

would have aimed to confirm whether consistency existed between the ‘workers’ and 

‘management’ on the topic of information flow.  
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To offset the lack of data related to such a focus group, one interview was however 

conducted with a member of executive management in the case study organisation and 

this interview is used as a basis of the views that are held by this constituent.   

The author was also unable to obtain an interview with the Chief Information Officer, 

which would have allowed verification of whether practical recommendations were 

achieved in the study.  

One interview was conducted with a party external to the organisation. This interview is 

used as a basis of views that are held by parties external to the organisation. It would 

however be irresponsible to claim that this view could be generalised as being held by 

all parties external to the organisation.  

3.5 Ethical Considerations 

The author has formal approval from the academic institution overseeing the study to 

execute it. The author also has formal approval from the case study organisation to 

execute the study. The academic institution in return has a non-disclosure agreement 

with the case study organisation regarding the information contained in the work.  

In all of the focus groups conducted, the author acted as the facilitator of the session. 

The author is also a well-known member of the case study organisation. This fact could 

potentially have affected the interactions that took place during the focus groups. There 

were however, few cases during the four focus groups where it seemed that the 

participants were focused on the facilitator. It was more a case of a lot of pent-up 

passions that led to good interactions and disagreements. The data analyst was also 

present in all of the focus groups and was responsible for the sound and video 

recordings. The data analyst also took notes during the sessions. The author, supported 
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by the data analyst believes that her facilitator role did not unduly influence any 

interactions during the focus groups.  

A limitation of using the focus groups is the fact that it is a natural tendency for 

employees selected to participate in a group event, to be drawn into negativity about the 

organisation and how it operates. In this particular case, the negativity was strong. 

Where groups usually tend to have both positive and negative views present in 

interactions, the positive views were missing in all four focus groups. The author 

believes that the focus group did not unduly influence the participants to be negative 

about the organisation.  

An ethical consideration to be noted is that the case study organisation is a public 

company with listings in South Africa and abroad. The potential exists that the issues 

mentioned in this research could affect the organisation negatively if someone would 

choose to use it with malicious intent. The name of the company would therefore be 

removed and replaced with the fictitious name “InfoCo” in all formal publications of 

the dissertation to ensure it is not used maliciously.  

Whilst there may be potential problematic issues highlighted in this work, all reasonable 

attempts have been made to ensure that the public company used as the case study will 

not be harmed by it.   

3.6 Conclusion 

The qualitative research method embarked on in this study involved using the case 

study method in combination with focus groups. The case study method involved the 

selection of a specific division within a large public company. The focus group method 

expanded on the case study by selecting four focus groups totally twenty-eight 

individuals from the case study organisation. After the completion of the focus groups, 
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two interviews were conducted to enable cross-correlation of the focus group findings.  

In the next chapter the data from the focus group sessions related to the interview 

question on factors influencing information flow, will be discussed.  



Page 43 of 112  

Chapter 4.  

FACTORS INFLUENCING INFORMATION FLOW   

"Information is Physical"30 

Robert Auger, The Electronic Meme: A 
New Theory of How We Think, pp 139 - 
140, The Free Press, 2002. 

 

It is a fundamental fact that "information is physical." This phrase has 
become the mantra of a group of scientists called information physicists. It 
was first adopted by one of their most august members, the late Rolf 
Landauer, of IBM's Thomas J. Watson Research Center. The mantra doesn't 
mean that information is a separate kind of entity whose bits get tabooed up 
alongside the number of molecules and joules when accounting for all the 
material in the universe. Nevertheless the presence of information can 
change the course of events, and it is in this sense that information is 
physical. Any complete description of the universe must include 
information. Physical reality must be considered to include not just matter 
and energy, but information too. As Norbert Weiner, one of the founders of 
cybernetics in the 1940's, put it: "Information is information, not matter or 
energy. No materialism which does not admit this can survive the present 
day." Why does information matter? Because the structure of the universe—
that is, of matter and energy—is a function of the distribution and quantity 
of information. If matter and energy are randomly distributed through 
space, there is no structure to the universe; if there is useful information 
about the universe, then there are pockets of organized matter and energy 
within it, capable of doing work, such as being converted from one to the 
other. Information is the quality or property of bundles of matter or energy.  

________________________________E 

 

4.1 Introduction 

In the quote30 above, information is described as being “physical” in that “the presence 

of information can change the course of events”. From the thesis statement, this 

                                                 

E The quotes in this dissertation were taken from the website of the MG Taylor Corporation available online at: 
http://www.mgtaylor.com. They appear as part of the ‘quotes of the week’ selection. 
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dissertation aims to determine whether the presence of specific architecture artefacts (as 

physical instantiation of the generic term ‘information’), influences the flow of 

information. Auger30 is clear on his sentiments when he describes information flow by 

the phrase ‘distribution of information’ - to him the distribution of information is so 

fundamental that the structure of the universe is a function of both the distribution plus 

the quantity of information.  

The following three chapters consider the research data. In chapter four following, the 

data resulting from the first topic on the discussion guide is analysed. Chapter 5 

considers the data resulting from the research question on the architecture artefacts and 

how these artefacts are experienced related to the topic of information flow. Chapter six 

looks at what can be derived from considering the entire set of research data from the 

perspective of the system and the complexity therein.  

In this chapter, the data under consideration is related to the questions posed on factors 

that influence information flow in the organisation. Specific questions posed to the 

focus groups resulting in the data set were: 

•  Do you find it easy to gain access to information needed for decision-making? 

•  What are the main causes of the items mentioned in your answer?  

•  What will impact the situation you described? 

•  Who is responsible for information flow in the organisation and how is it 

executed?  

4.2 First iteration data analysis 

In analyzing the data, it was apparent that an iterative approach was needed. Nowhere 

in the process of collecting and analysing the data, was there a definite START and 

STOP of one component and then a sequential start of the next. The process was 

therefore repeated a number of times to ensure that the categories defined were clear 
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and could be correlated to the text. Seidel31 describes this iterative nature of the process 

when he states:  “Qualitative Data Analysis is a process of noticing, collecting 

and thinking about interesting things”.  

The transcripts from all four focus group sessions were considered at the same time. 

During the first round of analysis, content and frequency analysis was done on the data.  

In most cases, the specific text used by the participants was appropriate to use as 

categories for sorting the data. In a few instances where the actual words were not 

exactly the same, the meaning was deduced and the researcher was able to link it to one 

of the existing mentioned issues or create a new category if an appropriate one did not 

exist. This also produced a result set highlighting frequency of similar text used during 

interactions – from the highest to the lowest.  

During the first iteration of analysis on the text, ten different issues were highlighted 

across the four focus groups. They are depicted in Figure 3 below in descending order 

from highest mentions to fewest mentions.  
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Figure 3: Issues mentioned impacting information flow in the organisation 

Highest Mentions
The general culture with 
regards to information sharing 
(including a fear of sharing and 
power playing)

“There is a strong culture in InfoCo of 
hiding information ” (Group 1)

Lack of knowledge 
management tools and 
processes

"InfoCo is really bad at information 
management ” (Group 3)

Top management’s attitude 
towards information sharing

“The focus is always on fire-fighting…top 
management needs to see the financial 
benefit of information management… ” 
(Group 4)

Accessibility of existing 
information

“E-docs is terrible…it has no search 
function ” (Group 4)

Confidentiality issues “…you don’t even know it is there, it is so 
secret…”  (Group 1)

Have to depend on informal 
networks

“Once people start to get to know you they 
are more willing to help …”  (Group 2)

Quality of existing documents “Some documents are just created for the 
sake of getting it done”  (Group 4)

Lack of ownership / 
responsibility

“People don’t want to take responsibility for 
information”  (Group 2)

Red tape “InfoCo has SO  much red tape”  (Group 3)

Lack of a proper induction 
process for new staff members

“New people are left to weed out 
information for themselves”  (Group 1)

Fewest Mentions  

 

A very important component of this first iteration of the analysis is the fact that no 

positive feedback was received during the interactions on factors that influence 

information flow in the case study organisation. Even though the questions posed to 

the group did not imply that either a negative or a positive response was required, the 

interactions resulted in a flood of negative beliefs, feelings and shared frustrations on 

the topic. Three of the four group sessions resulted in lively interaction with a sense of 

intensity and emotion around the topic.  
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It is interesting to note that the highest mentioned issue, namely that of organisational 

culture was an issue that received a lot of attention in all four focus groups. The 

interactions on this topic were also accompanied by pent-up frustration and emotions. 

Also noteworthy is the higher level of emotions that were displayed in the larger groups 

and specifically by the more mature participants (over 30).  

4.3 Second iteration data analysis 

The next iteration involved considering all of the items mentioned (not taking into 

account their frequency of mention) and deducing the common themes that emerge as 

possible underlying causes. Two common themes emerged:  

•  Organisational culture and 

•  Lack of Information Management discipline  

(a) Organisational culture 

Organisational culture was identified at the onset because it was highlighted by name. It 

was even the most frequently mentioned of all issues. Other items were grouped as part 

of this theme because of the text inferring attitudes and beliefs of management and 

peers. This aligns with the definition highlighted in 2.7 where Unwin24 describes 

organisational culture as a shared set of values and beliefs.  

“Company culture is determined by top management and they still have a culture 

of not sharing information.” (Group 2) 

 

Considering the words FEAR, ATTITUDE and POWER PLAY used in the text from 

the focus groups, immediately pointed to a set of beliefs.  DEPENDANCE on 

informal networks also pointed the author to the deduction that the shared belief was 
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that the culture was not conducive to easily enable networks. Figure 4 shows the 

mentioned issues grouped with the organisational culture theme.  

CONFIDENTIALITY was a cause of disagreement in a number of interactions and in 

all cases it was mentioned as part of a bigger gripe related to why the organisation 

operated in a certain way. For this reason, it was grouped with the culture theme.  

Figure 4: Grouping issues into the culture theme 

Fear of sharing information 
Power play

Have to depend on informal networks 
Organisation 

Culture
Top management’s attitude towards information 

sharing 
Confidentiality issues  

(b) Lack of  Information Management discipline 

The second theme was more difficult to deduce and name, since there was no specific 

text that allowed for an immediate identification of the phrase by which to call this 

theme. The author chose to name the theme “lack of information management 

discipline”. A quote from the focus groups that most appropriately highlights this 

theme is: 

“Knowledge sharing (within the organisation) is chaotic!” (Group 1) 

The term Information management in the industry defines the mechanisms and 

management associated to organisational information. The common definition of 

information management in the industry is aptly described by the following Wikipedia28 

definition:  

“Information management is the collection and management of information from one 

or more sources and distribution to one or more audiences who have a stake in that 
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information or a right to that information. Management here means the organisation of 

and control over the structure, processing and delivery of information.” 

Participants mentioned that there are no proper tools or set policies and procedures for 

the management of information in the case study organisation. The databases / libraries 

that do exist are not kept up to date and even more importantly, they are not searchable. 

There is also no system (or tool) that allows staff members to find other people in the 

organisation that may be able to assist them in their quest for information. All of these 

points to issues related to the structuring, delivery and processing of information, which 

brings it back to the definition of Information Management above.  

Confidentiality issues are also grouped with this theme, because the information 

management aspect of it was also highlighted as an impact.   

Figure 5: Grouping issues into the Information Management theme 

Confidentiality issues 
Lack of ownership / responsibility 

Accessibility of existing information 

Lack of tools and processes 
Information 

Management
Red tape 

Quality of existing documents 
Lack of a proper induction process for new staff 

members  

The situation echoed throughout all the groups are described as follows: 

•  staff do not know what information is available; 

•  if they do know that the information exists, they are not able to find it; 

•  and, they do not know who the people in the organisation are that would be able 

to assist them on a particular subject matter  



Page 50 of 112  

•  Furthermore, there is a belief that no person / department within the 

organisation is tasked with the responsibility of managing information. 

 

Interplay between the culture theme and the information management theme can also 

be seen by the interaction in the group that highlighted the belief that limited time and 

funds are made available to put the necessary information management tools and 

systems in place. The same interplay is found on the topic of confidentiality: 

•  There is no reliable classification scheme that defines the level of confidentiality 

that need to be assigned to information. Participants therefore felt that the 

organisation is erring on the side of being overprotective of information that 

really does not require a classification of TOP SECRET.  

•  The process for obtaining access to information regarded as being confidential is 

considered to be slow and bureaucratic and wastes a lot of time. The participants 

mostly eventually continued their work without this information.  

•  Because of the lack of an information classification scheme identifying level of 

security required, people are also unsure of whether or not they are permitted to 

share certain information with. 

•  Many of the policies and procedures that currently exist in the organisation 

actually do not make things easier, but rather contribute to inhibiting the flow of 

information through the organisation (too much red tape). 

 

The lack of tools and processes to make existing information accessible also drew a lot 

of interaction. The participants felt that a database searching capability was a foundation 

requirement in the organisation. This topic resulted in passionate discussions. 
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The handling of information in the possession of individuals was also criticized since it 

lacked a formal process and resulted in valuable information having to be redone or lost 

forever.  

4.4 Suggestions on improving information flow  

The focus groups were also asked to suggest improvements related to the issues that 

they have identified in the interactions. The suggestions listed below are not exhaustive, 

and it does not depict consensus amongst all the groups on which suggestions to go 

forward with. It depicts those suggestions proposed and supported with the most 

enthusiasm in the groups where they were mentioned. A number of the listed 

suggestions repeated themselves in more than one focus group.  

(a) Employ information managers / custodians 

Participants felt that there should be people in the organisation who are tasked with the 

role of information custodians. In an interaction during group 4, the suggestion was 

verbalised best by the following quote:  

“They need to bring in a bunch of librarians who specialise in the classification and 

retrieval of information” (Group 4)  

The responsibilities discussed as part of this role are the following: 

•  The appropriate classification of information 

•  Acting as integrators between service organisations, teams, vendors, contractors, 

etc. 

•  Assessing the quality of information and addressing problem areas  

•  Managing document “key words” to assist in searching for documents 

•  Promoting an awareness for the importance of information management 
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•  Investigating new information management tools / software and advocating the 

implementation of new systems 

•  Formalising an information handling policy 

•  Providing general assistance to staff members in their search for information. 

 

(b) Create a “searchable” contact list 

Respondents agreed that there is a burning need for an up-to-date organisational 

contact list, which allows staff members to find other people based on their role and job 

function, and the teams, and service organisation in which they work. They also 

suggested that a list be drawn up with the names and contact details of various subject 

matter experts. 

Furthermore, respondents felt that it was important that all documents contain the 

name and contact details of the author to allow for document searching by. 

(c) Mentors and Social events 

In one of the focus groups, the suggestion for the introduction of mentors was tabled. 

The idea is that mentors would assist in improving the flow of information through the 

organisation because they are enthusiastic about sharing information, are good at 

teaching others and have the necessary knowledge and / or experience to give sound 

advice.  

Mentors should be measured on their 

sharing of information and it should 

become part of their performance evaluations. 

It was also mentioned that staff members have very limited opportunity to socialise 

with each other. A number of participants felt that more events that are social would 

“We need a social type of way 
to get people to get to know 

each other – they will then feel 
more comfortable with sharing 

information” (Group 2)
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assist staff members to get to know their colleagues better, which in turn will contribute 

to the successful flow of information through the organisation based on trust 

relationships between individuals.  

(d) Improved induction process for new staff  members 

The topic of staff induction was mentioned specifically in the groups that contained 

younger generation employees who had recently (within the last 12-24 months) joined 

the organisation. The specific suggestion was focused on improving the staff induction 

program to include:  

•  There should be more focus on information sharing and the availability of 

information resources in the induction programme. 

•  The induction programme should be more comprehensive. 

•  New people should be allowed to spend some time in each of the different 

service organisations at the beginning of their tenure at the company. 

•  New staff members should attend an induction programme in groups so that 

they get to spend some time together and get to know each other – this will help 

them to already have a small informal network in the company when they each 

move into their respective service organisations / teams. 

 

 

(e) Instant messaging 

Instant messaging is an issue that came up frequently throughout the various focus 

groups. Many participants agreed that an instant messaging type of system could 

address a number of the problems experienced concerning information flow through 

the organisation. 
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“We need a system 
that allows you to 

put a message ‘out 
there’” (Group 3)

 

•  Participants are of the opinion that an instant messaging system will save them a 

lot of time and effort in their search for information 

•  It is often the case that people spend a considerable amount of time looking for 

information while someone else in the company has the answer readily available; 

but the person looking for the information does not know who to ask – 

respondents believe that instant messaging will solve this problem 

•  Participants want to be able to put a question out to others in the company, e.g. 

“I need to know how many XYZ the company has.” And then the person(s) 

with the necessary information will reply 

•  Instant messaging can also be used to send reminders and to prompt staff 

members to participate in information sharing  

 

 

(f) Make staff  responsible for information sharing and reward them for it 

Some participants felt that information sharing should be part of the performance 

evaluation process. They felt that this would be part of the cultural transformation that 

is needed. The organisation should fight the mindset that people have of protecting 

information to benefit them by rewarding those who share their knowledge with others. 

(g) Organise / classify information properly 

The topic of organising and classifying information was discussed in conjunction with 

the interactions on making information more accessible and searchable. The 

participants positioned that certain rules would enable better management of structured 

information. Some of the rules mentioned are:  
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“Efficient information management 
constitutes: 

!knowing what is a available, and
!being able to access it.” (Group 3)

 

•  Implement stricter rules / control with regards to the key words identified for 

each document 

•  Ensure that the name of the author is linked to the document(s) that they 

created 

•  Make better use of the systems that are already in place by making them more 

user-friendly 

•  Keep all structured information together in one central system 

 

(h) Create a “Google” type search function for information 

The “Google” type search function was possibly the item that created the most 

excitement as part of the interactions on suggestions. The excitement was both because 

of frustration and because of impatiens to have it implemented. The participants felt 

that it was of utmost importance that the organisation invests in an information 

management tool that allows the same search functionalities as Google, i.e. word / 

phrase searching. It should also allow documents to be searched for by entering the 

name of the author. 

(i) Culture shift suggestions 

A lot of mention was made that a shift in the organisational culture is actually required 

to see a significant improvement in the flow of information through the organisation. 

The participants felt that such a shift would only be possible if: 
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•  Staff members need to have a mindset of openness and a willingness to share 

•  The company needs to actively promote a culture of information sharing by 

rewarding those who do it 

•  People need to understand that if they don’t share their information, they are not 

going to gain any information either; as people see the value in sharing 

information, they will also start to contribute to it 

 

The facilitator questioned the participants on how such an organisational change could 

be accommodated since it was extremely difficult to change culture in an organisation. 

Most participants responded that a change could only be initiated from top 

management.  

Management should be more transparent in their approach. Some participants felt that 

top management should start by being clearer about their plans for the future of 

InfoCo. They should communicate a clear vision for the future to staff members and 

divisional / departmental goals should be based on this vision. The participants believed 

that as staff members start to look at InfoCo as a whole and stop focusing on their 

individual departments only, their mindset concerning the sharing of information would 

also change. 

However, it was also mentioned that the members of top management currently do not 

seem to see the value of focusing on information sharing and that mindsets are unlikely 

to change. Furthermore, top management was perceived as being very stable 

(unchanging) and participants did not anticipate any changes in the near future that 

would allow new people to move into top management who might have a more 

positive attitude towards information sharing. Fortunately, there were also many 

suggestions made that can be implemented by middle management. These include: 

•  Start small, informal forums to investigate and discuss various work-related 

subject matters 
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•  Encourage business dialogue by implementing monthly meetings where staff 

members can talk about any work-related matters as they need 

•  Make student dissertations available on a central information repository and 

promote the fact that they are there (bearing in mind that the topics of the 

dissertations must be of value to the organisation) – respondents feel that the 

dissertations might awaken the interest of others in the company and encourage 

them to get involved in the gaining and sharing of information 

 

It was stated that another important aspect of management buy-in would also entail 

conveying the benefits of information sharing to top management, as they become 

apparent. For example, middle management might find that they require less input from 

external specialists / consultants because their own staff have all the necessary 

information available at their fingertips – top management then need to be made aware 

of this cost-saving benefit of information sharing and, over time, this will hopefully also 

change their attitude towards information sharing. 

On a question of whether this then means that the organisational culture can be 

changed from the bottom, some participants believed that it could; and that younger 

people who look at information sharing more positively could act as a catalyst for 

change. This was however dependant on a very strong middle management willing to 

support this culture and to defend it amidst resistance from top management. Others 

however did not agree that it was possible and a few responded with puzzled looks in a 

non-verbal way.  

4.5 Responsibility for Information flow in the organisation 

The last question posed to the focus groups, was related to who needed to take 

responsibility for information flow in the organisation. It was interesting to note that 

most participants felt that everyone in the organisation needs to take responsibility for 
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information flow, but that many felt that the organisation shift that is required to enable 

it would have to come from the top.  

Highest mentions

Fewer mentions

Everyone – all staff members should accept ownership of the 
information that they have available and be responsible for 
sharing it with the relevant people. However, many respondents 
agree that this requires a culture shift and that the shift should 
come from the top.

Senior management
CIO
Create a new position / department (e.g. custodians)

One person must take responsibility for it

Architecture

  

Figure 6: View of focus groups on who needs to take responsibility for information flow 

 

4.6 Combining improvement suggestions to issues mentioned  

The table below, provides a graphical representation of how the proposals made by the 

focus groups, could influence the issues that are hampering information flow in the case 

study organisation.  
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Have to depend on 
informal networks

Quality of existing 
documents

Lack of ownership / 
responsibility

Red tape

Lack of a proper 
induction process for 
new staff members  

Figure 7: Correlating improvement suggestions to issues mentioned 

4.7 Conclusion 

There is no need for detailed investigation into the topic to declare that there is indeed a 

problem with information flow in this case study organisation. The fact that no positive 

feedback was given when the groups were questioned on factors that influence 

information flow, points to a problem in this area. A lot of positive interaction however 

took place during the discussions on suggestions to address the issues highlighted.   

With what reportedly seems to be a very rudimentary information management 

approach, the case study organisation seems to be at a loss in terms of the information 
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it has. Research participants report on their frustration with the little mechanisms that 

exist. The system is failing them dramatically where information is concerned. 

Myburgh35 refers to strategic information management as “the management of strategic 

information to achieve organisational objectives”. Her focus is on a strategy that turns 

all intellectual assets that reside in an organisation into assets that directly positively 

affect the bottom line. The research suggestsF that the case study organisation is not 

mature in terms of information management practices. To suggest that Myburgh’s 

concept of Strategic Information Management (SIM) is applicable in this organisation is 

maybe taking a few steps too many. It could however be an appropriate step when the 

organisation has implemented some of the more practical ideas mentioned in this 

chapter and has matured in terms of information management discipline.   

The suggestions from the focus groups related to information management discipline 

are practical and have the approval from the participants – this already carries a lot of 

weight. Implementing some of the practical suggestions seems to be one of the first 

steps towards establishing an information management discipline in the case study 

organisation.   

Cultural changes are more difficult to affect than creating “searchable” contact lists. 

This study also does not delve deep enough to explore all the intricacies of the 

organisational culture prevalent in this case study organisation. It would therefore be 

irresponsible to pronounce that the problem has been solved – all this dissertation has 

done is highlighted the beliefs of a group of individuals that a problem exists in this 

area. This could form the bases of more in-depth study into the issue of organisational 

culture.  

                                                 

F No study was done on the maturity of the organisation. The suggestion of immaturity is deduced from the feedback 
received in focus groups.  
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What should grab the attention of the case study organisation however is the fact that 

there is interplay between the themes of organisational culture and information 

management. The following scenario explains it: Top management’s negative attitude 

towards information sharing (culture) can result in a lack of funds being made available 

for information management tools (information management discipline).  

Discipline around information management per say will not be instilled in an 

organisation if the culture aspect does not receive attention. There is thus a need to 

focus on both themes if the organisation hopes to introduce a positive impact on 

information flow.  
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Chapter 5.  

EA ARTEFACTS AS INFORMATION FLOW ENABLERS 

5.1  Introduction 

In Chapter 4, the data related to the research questions on factors that influence 

information flow in the case study organisation, was discussed. Chapter 5 continues to 

present the research data – this time the focus is on the research question related to 

Enterprise Architecture artefacts and their influence on information flow. 

Artefacts produced as products from the Enterprise Architecture discipline, were 

presented to the participant groups to test their perceptions. This part of the study was 

focused on determining whether these artefacts are in fact believed to influence 

information flow in the organisation.  

5.2 The Enterprise Architecture Artefacts used 

In order to choose the artefacts for the study, the author used a best practice 

architecture framework and selected artefacts from the case study organisations’ own 

deliverables that would fit into the categorisation provided by the framework. This 

method ensured that the artefacts aligned with what the industry positioned as outputs 

of the EA process. It also ensured that the outputs from the EA efforts in the case 

study organisation are considered.  

It is important to note that the author was focusing on the most important function of 

an EA artefact – that is the information that it provides – not the specific presentation 

format of the information (read the artefact).   
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Specific artefacts present themselves differently in different organisations, as it would be 

a function of the maturity of the EA function within a given organisation. The aim of 

this study is not to test the maturity (or lack thereof) of the EA function in the case 

study organisation, but rather to test the perceptions related to a simple set of artefacts 

and their influence (or not) on information flow in the organisation.  

The E2AF™ framework32 was used as the best practice framework and an extract from 

it is depicted in Figure 8 below.  The reason this framework is used is a result of the 

richness of the definition of the quadrants on the framework itself. EA frameworks are 

notoriously difficult to understand and most people shy away from them. 
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Figure 8: An extract of the Extended Enterprise Architecture Framework (E2AF) ™ used to guide the study 
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5.3 Considering the various artefacts 

The specific artefacts chosen for the study are artefacts already produced by the case 

study organisation. Two of the artefacts, namely the goal model and the organisational 

diagram are artefacts that depict information that most people in the structure of an 

organisation will find useful. The Architectural roadmap and the operations map 

artefacts are two that contain information applicable to a more specific audience. The 

chosen artefacts are as follows: 

•  Goal Model 

•  Organisational diagram 

•  Architectural roadmap 

•  Functional and process model  

 

(a) Artefact 1: Goal Model 

The first artefact is the goal model. The goal model fits into the WHY and With Who 

columns of E2AF   as depicted in Figure 9 . The information focus of this artefact is 

the business goals and objectives, both from a scope and collaboration perspective. The 

goal model was presented to the focus groups in two different formats.  

The goal model (Figure 10) presented to the research participants was focused on 

positioning strategic business drivers and breaking these down into technology drivers. 

This artefact was delivered as part of a technology strategy and directive in the case 

study organisation and positioned where the organisation needed to focus from an IT 

technology perspective.  The goal model in the form of a spreadsheet (Figure 11) was 

produced during a generic goal modelling activity, executed to provide a guide to goal 

modelling in support of benefits tracking in the organisation. 
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Figure 9: Why32 and With Who columns of the E2AF™  

The feedback from the focus groups on the goal model included positive as well as 

negative influences on information flow. 

Positive influences: 

Participants agreed that the goal model artefact is of great value in enabling alignment 

across the organisation. Specific positive influences were expressed in the following way: 

•  The goal model creates alignment between business and operations 

•  It assists greatly in identifying where the organisation is trying to go to 

•  It allows alignment with an overall objective throughout the organisation 

•   It helps people to understand where they fit into the bigger picture and 

thereby creates buy-in 

•  It allows people to see where they are currently at and where they need to get 

to 
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•  It helps people to understand what other parts of the organisation are doing 

and why 

 

Figure 10: Goal model depicting business drivers and technology objectives in the case study 

organisation 

•  The goal model defines a clear set of objectives which could drive towards 

measurable 

•  It can be used to explain or evaluate the implementation of projects 

•  Having strategic information in a format like this will indicate to staff 

members what they need to take into consideration when deriving their own 

departmental strategies 

•  It ensures that individual projects are aligned to the overall organisational 

goals before people start working on them 



Page 68 of 112  

•  It avoids conflict with projects – if there are any concerns with regards to the 

project, people can raise them before the project is completed 

 

On the two formats presented the following: 

•  “A picture speaks a thousand spreadsheets!” (Group 1) 

•  The picture catches the eye 

 

Negative influences: 

•  Communication / distribution: 

•  The type of information contained in the goal model is not distributed to 

enough people 

•  There is no formal communication of documents and information such as 

these 
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Goals Subgoals Subgoals Subgoals

G8 Perfect Product 
Mix

To ensure agile product delivery as 
part of product development 

To accommodate product growth 
path into product lifecycle

Adequately address skills issues 
and capabilities within the Product 
Lifecycle value chain Dec 2005 
enabling proper establishment of 
product lifecycle management

To continually align product 
offerings with verified customer 
needs 

To align marketing campaigns / info 
with product benefits for customers 

p
investigations by January 2005 
conducting interviews and 
approaching market development 
specialists 

To manage product lifecycle ito 
business agility 

To realise new products in time to 
achieve competitive edge 

To realise initiatives to illicit regular 
& accurate feedback from customers 
/ consumers 

Implement customer "wishlist" 
investigations by January 2005 
conducting interviews and 
approaching market development 
specialists 

Implement research capability  on 
failed and successful offerings 
within the past year globally by 
January 2005 within the Product 
Development domain

To realise product development 
agility to cater for new markets / 
trends / fads 

To offer products aiding 
technology rejuvenation 

Special projects to invest in 
employee "bright idea" schemes to 
explore technology rejuvenation 
opportunities by Feb 2005 

To develop radical new product 
offerings commensurate with 
environmental changes 

To perform innovation as integral 
part of product development & 
management 

Special projects to invest in 
employee "bright idea" schemes to 
explore technology rejuvenation 
opportunities by Feb 2005 

G10 Achieve 
Employee 
Satisfaction

To achieve true individual 
empowerment 

To agree individual responsibility & 
accountability upfront with every 
resource 

To provide authority required to 
achieve success to every resource  

Figure 11: Goal Model spreadsheet breaking down strategic goals into tangible objectives 
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•  The spreadsheet: 

•  Although the spreadsheet implies the relationships between various parts, it 

does not show it (the picture does show this relationship) 

•  The spreadsheet is more difficult to read 

•  The spreadsheet provides too much information – people will never 

remember all of it 

•  The picture: 

•  The picture format does not provide enough detailed information 

•  There is a lot of information behind the picture – it does not drill down far 

enough 

•  General: 

•  Documents such as these could possibly constrain the entrepreneur 

•  The document could create bureaucracy or give the insecure manager 

something to hide behind 

 

(b) Artefact 2: Organisational model 

The second artefact used in the study was a rudimentary version of an organigram, used 

to show reporting structures, responsibility and ownership within the context of the 

organisation as well as inter-relationships between people within the organisation. This 

artefact is described in the How column of E2AF   as depicted in Figure 12. 

Positive influences: 

•  All participants agree that an organisational diagram is a crucial piece of 

information to indicate role and function within the organisation. Participants see 

great value in knowing the roles and functions of others in the organisation 

•  The picture format is well accepted 



Page 71 of 112  

 

 

Figure 12: How32 column of the E2AF™ 

 
Information  

Systems 
Support

ME (managing 
exec)

Infrastructure
Corp 

Information 
Security

Service 
Delivery

Integrated
Programme

Office

Responsibility:
-Infrastructure procurement

-Contract negotiations
-Infrastructure layout design
-Production operations and 

support

Information  
Systems 
Support

ME (managing 
exec)

Infrastructure
Corp 

Information 
Security

Service 
Delivery

Integrated
Programme

Office

Responsibility:
-Infrastructure procurement

-Contract negotiations
-Infrastructure layout design
-Production operations and 

support

 

Figure 13: Simple organisational diagram depicting a sub-set of the case study organisation 

 

Negative influences: 

Generally, participants feel that organisational diagrams do not contain enough 

information. 
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(c) Artefact 3: Architectural roadmap 

 

Figure 14: When32 column of the E2AF™ 

The third artefact presented to the research participants was the roadmap artefact. This 

artefact is described in the When column of E2AF   as depicted in Figure 14. 

The particular artefact used for this part of the study, was produced in 2001 by the 

Enterprise Architecture function of the case study organisation at the time.  It can be 

argued that this specific depiction of the transformational roadmap combines 

information from the With What? Column (Figure 16) with information from the When 

(Figure 14) column to define an output that describes what solution components will be 

delivered, in what sequence and by when. The reason this roadmap was produced was to 

provide a large team a view of where a multi-million rand programme was heading and 

where the puzzle pieces of the various projects fitted.  

The fact that this artefact in its particular form combines ideas from several of the E2AF 

columns support the position that architecture outputs delivered for a particular 



Page 73 of 112  

audience with a particular message in mind, should never be constrained by the 

boundaries that a framework may artificially create. The framework merely guides the 

EA practitioner to consider the completeness of the information that is provided by any 

artefact.  

Participants had the following feedback on this artefact: 

Positive influences: 

•  Participants feel that the information contained in the roadmap is very valuable 

- some participants even feel that this type of information should be available on 

everyone’s desks, on walls, etc. 

•  The roadmap allows people to see the bigger picture, and for everyone to see the 

same picture – it plays a valuable role in ensuring that everyone is aligned in their 

efforts 

•  It is very good at indicating relationships in context – it communicates the inter-

relationship of different projects 

•  The roadmap has validity at various levels within the organisation 

•  It is much better than a written document 

 

Negative influences: 

•  Most participants agree that the roadmap appears too complicated – they find it 

too cluttered, too complex, with too many interlinking aspects on one page; it is 

almost as if they do not know where to look first. 

•  Many participants also feel that the complexity of the artefact and the large 

volume of information that it contains will cause people to not want to take the 

time and / or effort to look at it. 
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•  There is also a sentiment that the roadmap should indicate whom or what 

department is responsible for each function. 
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Figure 15: Enterprise Roadmap produced by the EA function in the case study organisation 
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(d) Artefact 4: Functional and process models 

 

Figure 16: With What32 column of the E2AF™ 

The fourth artefact used in the study is a well-known model in the telecommunications 

industry. It is known as the eTOM® (The Enhanced Telecoms Operations Map) 36, 

defined and supported by the TeleManagement Forum – a telecommunications industry 

body focusing on standardisation. This model provides a definition of the fundamental 

functions and business processes that need to exist in a telecommunications industry 

service provider organisation.  
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Figure 17: Process framework extract used by the case study organisation -  eTOM® (Enhanced Telecommunications Operations Map) by the TeleManagement Forum 
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Positive influences: 

•  Participants generally feel that the functional / process reference model is a 

valuable piece of information to have access to. 

•  The data model is seen as having value for a different subset of people – 

participants see it as a different starting picture depending on what information 

you are looking for. 

 

Negative influences: 

•  There is a feeling that the functional / process reference model is somewhat 

stripped from its proper meaning in that it does not show the relationship 

between the eTOM and the data structures. 

 

(e) General feedback on all artefacts 

There is a general sentiment that most of the artefacts would be even more valuable if 

they could somehow all be linked to one another. Participants would like to have an 

integrated information system that provides all of the information represented by the 

various artefacts, and be able to move from one section of information to the other as 

the need arises. 

5.4 Conclusion 

The artefacts used to test the perceptions and beliefs of the focus groups, were all 

artefacts produced by the case study organisation. The fact that the groups seemed 

unfamiliar with the artefacts was indicative of a problem that existed within the 

organisation. Why would a group consisting of individuals operating in “integrator” 

roles not be familiar with outputs that would provide them with valuable information to 

perform their role?  
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In considering, the feedback related to the four artefacts, the author attempted to refine 

all feedback to a distinct information flow influence for each artefact. Let us consider 

these: 

Goal model influence 

The goal model is perceived to have a positive influence on organisational alignment 

and creating a “big picture” understanding for individuals. . It is preferred in a pictorial, 

way, but also containing some of the detail currently displayed in the spreadsheet. On 

the downside, participants felt that it may lead to rigidity and “crush the spirit of 

entrepreneurship” if it is allowed to constrain individuals from acting entrepreneurial 

through administrative inflexibility.    

Organisational model influence 

The organisational model is believed to be crucial in communicating role and function 

of individuals within the case study organisation; participants wanted to see a lot more 

information related to role and function than what was presented.   

The organisational model’s influence on the communication of role and function is 

aligned with the feedback received in Chapter 4(4.2). In that chapter, a specific issue was 

highlighted affecting information flow related to the identification of subject matter 

experts. The author called the issue: ‘Have to depend on informal networks’ – and it 

was related to problems related to identifying and getting access to subject matter 

experts. On page 52 the discussion turned to suggestions for improvement and here a 

searchable contact list was mentioned as a practical way in which to solve the problem 

of access to the right people. The organisational model slots into this suggestion as it 

provides the information and the relationship between individuals that is required. 
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Obviously, the specific presentation of the model must be investigated to ensure ease of 

access and information-richness.   

Architectural roadmap influence 

The origin of this roadmap provides an important reminder of the fact that a specific 

artefact is produced for a reason to fill a need that exists at a particular time. On the 

roadmap artefact, the participants were divided on the influence of it on information 

flow. On the one hand, participants responded that they could not relate to the 

complexity and the detail presented in the artefact. It seemed too cluttered and 

participants felt that they did not know where to look for information.  

On the other hand, participants felt that the complexity of the diagram was indicative of 

the fact that the programme the organisation was executing was truly complex and that 

one should not try to hide the complexity from those who needed to understand it.  

‘..keep it as simple as possible; but no simpler’ - Group 4 

Others mentioned the value of the relationships seen between the initiatives on the 

diagram and the value of this for positioning a particular project within the larger 

scheme of things. One thing stood out during the interactions on this artefact – it is 

only useful to those that know what it is intended to show and how to interpret it. For 

other people this complex diagram is useless.  

Process Framework influence 

The process framework artefact was deemed to provide a valuable contribution in the 

lives of the participants themselves. They use the framework to depict the specific 

process they are busy dealing with in their analyses. It also provides a link to industry 

best practices, ensuring that the organisation stays abreast of new developments.  
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Summary 

From the research, it is clear that there are different beliefs around the architecture 

artefacts. The organisational model and the process framework artefacts were reported 

to influence information flow in a positive way. The organisational model can also be 

tied back to a specific improvement suggestion mentioned as part of the interactions on 

the first research question.  

The goal model and architecture roadmap artefacts were reported to influence 

information flow both positively and negatively. Positive influence was perceived 

because of the fact that the artefacts allowed individuals to positioning themselves and 

their value-add in the organisation within the big picture and provided them with a 

sense of the complexity of the programme. Negative influence was perceived because 

the roadmap artefact confused the readers, possibly resulting in them dismissing it 

immediately.  Also on the goal model, the negative influence was related to the 

perception that detail goal and objective setting could become a weapon in the hands of 

an insecure manager, constraining entrepreneurship.   
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Chapter 6.  

COMPLEXITY, SIMPLICITY AND ALL THAT EMERGED FROM IT 

Learning from Ground Level43 

Steven Johnson, Emergence: The 

Connected Lives of Ants, Brains, Cities 

and Software, p. 77, Scribner, 2001.  

If you are building a system designed to learn from the ground level, a 
system where macrointelligence and adaptability derive from local 
knowledge, there are five fundamental principals you need to follow. 
Gordon’s harvester ants showcase all of them at work:  
• More is different – It’s only by observing the entire system at work that 
the global behaviour becomes apparent. 
• Ignorance is useful 
• Encourage random encounters 
• Look for patterns in the signs 
• Pay attention to your neighbors.  

 

6.1 Introduction 

In chapter 6, the data is considered in a different way. The straightforward analysis of 

the text, characterising the previous two research chapters, is now replaced with an 

analysis of the data that focuses on identifying subtle nuances in the interactions. One 

could say this chapter is delving into the local knowledge to “learn from the ground 

level”43.  

This analysis was executed by closely inspecting the recordings and transcripts made of 

the four focus groups. Then, following the topic and flow of a given conversation and 

how an idea was picked up or discarded by another, emerging themes were defined. 
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These themes were mostly seemingly opposing viewpoints, expressed during the thread 

of the conversations.  

6.2 Data Analysis 

A next round of analysis was done on the data. Again, the data was categorised 

according to categories as they were found, but this time the analysis focused on finding 

hidden nuances in the text rather than the specific words used. It focused on the ideas 

or opinions a participant wanted to convey and looked for correlation to the theory 

base.  

At first, the specific theme within a conversation was identified, and then the thread 

that developed was followed – most of the time a seemingly opposing theme emerged 

within the same conversation or within one that took place during another focus group 

sessions.  

The following threads of seemingly opposing ideas came to the fore: 

•  Simplicity and complexity 

•  Structure and un-order 

•  Information overload and information scarcity   

•  Centralised and facilitated information management  

(a) Simplicity and Complexity 

Simplicity and complexity are interesting themes - they were referred to specifically only 

in two interactions during the four focus groups. In a number of other discussions, 

complexity was implied. The author deduced that the individuals who made specific 

references to complexity were familiar with complexity theory – they were conversing 

with confidence and with an assumption that the rest of the group understood their 
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train of thought. The author deduced that the reaction of the ‘opposing’ party in the 

discussion was because they were not familiar with the theory - they always brought the 

interaction back to “the one versus the other”.  

Complexity theory however teaches us that in organisations (operating as complex 

adaptive systems), simplicity and complexity will exist at the same time19. Moreover, that 

it is not the one versus the other in any given situation.  

Simplicity was specifically highlighted during the interactions on the architecture 

artefacts. One participant felt strongly that a particular artefact needed to be simpler but 

another participant countered this by arguing that something complex could not 

necessarily be made simpler.  

Gell-Man33 possibly has a solution to the predicament we find ourselves in with the two 

terms in the scenario above. He defines a term he calls “effective complexity” which 

inherently could be used instead of, ’simplicity’ for something that is in fact, truly 

complex.   

  “What do we mean by complexity and its opposite, simplicity? It would take a great 

many concepts, a great many quantities to capture all the various meanings implicit in 

our use of the word complexity. But there is one concept what I call effective 

complexity that represents most closely what we usually mean in everyday 

conversation and also in scientific discourse when we use the word. A non-technical 

definition of effective complexity would be the length of a highly compressed 

description of the regularities of the entity under consideration. Compression, ‘the 

elimination of redundancy’ is very important; otherwise the length of the message 

would be of very little concern to us.” – Gell-Man33 
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(b) Structure and Un-order 

There was a clear distinction between individuals who implied ‘structure’ in most of 

their interactions in the groups and others whose interactions implied un-order (as 

opposing to structure).  

One interaction, for example, was focused on the topic of security classification of 

information. This interaction was part of Focus Group1 conducted on the 15th of 

December 2006. One participant referred to the fact that within a given organisational 

structure, an individual’s role determines what information he/ she has access to. The 

organisational hierarchy defines a role, and as the hierarchy unfolds, the immediate 

superior details the role of an individual. The superior has the responsibility to provide 

the information required by the individual in the role, to execute on deliverables.  

Another participant felt strongly that an individual should not rely on the structure or 

be bound by it, but should operate as his/her own “explorer” where information is 

concerned, opposed the conversation thread. The initial conversation thread and the 

opposing viewpoint lead the author to deduce the themes of structure and un-order.  

There was also a debate as to whether it was feasible to “lay down structured paths” 

(group1) for information to flow. The structure referred to here was organisational 

structure. One side of the interaction indicated that “structured paths” was a 

mechanism through which information flow could be enabled whereas the other side 

felt that information should be accessible and ‘discoverable’ regardless of organisational 

structure. Again, the interaction centred around one approach versus another - either 

the structural approach or the un-orderly ‘discoverable’ approach.  
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(c) Information overload and information scarcity 

Research participants identified information overload as well as information scarcity as 

factors influencing information flow. Information scarcity was by far the theme 

discussed the most and on this theme, all participants agreed. One of the primary 

factors highlighted was associated with the ‘security classification’ of information 

(although it was clear from the interactions that no formal means of classification and 

access was implemented in the organisation). The current ‘informal’ way in which 

information was classified and accessible was reported to be unnecessarily secure for 

certain types of information. 

On the theme of information overload there was not a lot of discussion. Nevertheless, 

it was interesting that all participants seemed to agree during the discussions related to 

information overload as well as information scarcity. The author deduced that access to 

information was such a prominent thought in the minds of the participants that 

thoughts of overload were completely overshadowed. Sveiby’s7 thoughts on 

information overload are applicable here. He postulates that information fundamentally 

has no meaning and no value on its own – it only had meaning in relation to a human 

action.  He continues to equate information to entropy (randomness) and for that 

reason states that information overload “can not be overcome in the real world”.  

“If information is equal to entropy and devoid of meaning the problems of information 

overload, complexity and relevance, etc. are natural features and can not be overcome in 

the real world”. Sveiby7  
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(d) Centralised information management and facilitated information management 

From the improvement suggestions for information flow, the concept of establishing 

information custodians in the organisation provides a thread, which the author calls 

‘facilitated information management’.  From the interactions in the focus groups, a fair 

amount of discussion was devoted to responsibility of the information management 

function. There seemed to be a belief that 

this responsibility had to be centralised. 

The thread called ‘centralised information 

management’ was created because of this.  

In the interaction thread where centralisation was the main theme, the quality of 

documents was also discussed. It seemed to be a symptom of the problem described in 

the following scenario: the quality of documents appear to decrease in the general 

absence of people being made responsible for the information that they make available; 

as people are not measured on the quality of their information, they do not feel 

compelled to ensure that it is of a high standard. In addition, with no person / 

department responsible for information management, there is no one who actually 

checks the quality of the information that is out there. 

It is worth noticing that the participants who belonged to external consulting firms and 

have all worked in a number of organisations, leaned more towards the idea of 

facilitated rather than centralised information management. In the group consisting of 

younger generation participants, newly out of university, the topic of centralised 

information management was not mentioned once. They were interested in finding the 

information – which they also reported they were not always able to understand.  

“Nobody in Telkom is 
responsible to make sure that 

the information is properly 
managed” (Group 3)

“Nobody in Telkom is 
responsible to make sure that 

the information is properly 
managed” (Group 3)
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6.3 Conclusion 

In Chapter 6, a number of themes related to the complexity theory base emerged from 

the focus group data.  

In the analysis of the themes simplicity and complexity, Gell-Man’s33 “effective 

complexity” provides a term that defines these two seemingly opposing themes 

inclusively. Complexity and simplicity are therefore not mutually exclusive – rather 

simplicity can be defined as “effective complexity”. Complex outputs targeted 

specifically to an intended audience and situation, results in the effective flow of 

information.  

In terms of the participants, the following was found: Research participants who are not 

familiar with complexity theory leaned more towards wanting solutions to be simple 

(read non-complex).  In all of the interactions, it was clear that the participants leaning 

towards simplicity did not verbalise it as a complement to complexity but always as an 

opposing thought. On this Stacey34 from his complexity, theory paradigm has a key 

message. He says that in complex adaptive systems, managers must loose their 

preoccupation with order and stability.  

In terms of the threads found in the interactions, it is again prudent to remind the 

reader that complexity theory teaches us that order and un-order/ structure and chaos 

will exist at the same time (Stacey et al., 2000). However, in the interactions, ideas 

around structure were better articulated than those on un-order/ chaos, and participants 

tended to discuss the one concept as an opposing thought to the other. This issue needs 

to receive the most attention.  

It was interesting that little discussion ensued on the topic of information overload, 

because information scarcity seemed to preoccupy the focus groups. Information 
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scarcity is expressed in various ways. It appears as issues related to access to 

information, unnecessarily harsh security classification of information, unavailability of 

information around who the people are that know a subject, etc.  

The participants’ frustrations with information scarcity display the same symptoms 

described in the Booz Allen Hamilton22 study. In this study, passive-aggressive 

organisations displayed the following:  

- 77% of respondents disagreed with the statement that employees have the 

information they need to understand the bottom-line impact of their day-to-day 

choices 

- 80% of respondents disagreed with the statement that information flows freely 

across organisational boundaries.  

The fact that our participants’ are preoccupied with information scarcity versus 

information overload seems to point to a possible tendency of the case study 

organisation towards passive-aggressiveness22. This tendency is however only noted 

here, but it was not tested. It may be worth investigating this further in our case study 

organisation.  

On the themes of centralised and facilitated information management, the topics of 

structure and un-order seem to repeat themselves. Some participants lean heavily 

towards the centralised structured paradigm of managing information. Others lean 

towards information custodians who enable information flow and become a champion 

for the cause. Again, in this case, it is not the one approach versus the other. In the 

complex adaptive system around our case study organisation both of these approaches 

will need to exist.  
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Chapter 7.  

INFORMATION FLOW IN THE CASE STUDY ORGANISATION 

The Hidden Fermentation of 
Structures and Processes 42  

Howard Bloom,  Global Brain: The 
Evolution of Mass Mind from the Big 
Bang to the 21st Century ,  
pp. 28, John Wiley & Sons, 2000. 
  

Ilya Prigogine, the Nobel Prize-winning pioneer of the study of self-

organizing systems, has observed that a breakdown of progress is 

frequently an illusion. Under the shattered fragments new structures 

and processes ferment. And from these innovations come fresh orders 

whose wonders appear numberless. The new organisms had vastly 

increased their capacities as individual information processors. If these 

advanced modules could be linked worldwide, the result would change 

the nature of the very game of life. 

 

7.1 Introduction 

In this chapter, the author combines all of the different aspects discussed in the 

research chapters (Chapters 4, 5 and 6) and relates it to the literature to position 

combined conclusions.  

7.2 Cause and effect of themes impacting information flow 

Two specific themes emerged from the focus groups as the factors that influence 

information flow negatively in the case study organisation; organisational culture and 
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lack of information management discipline. Techniques proposed by systems thinking, 

like the causal loop diagram, provide us with a way in which to model the causes and 

effects linked to these themes in order to determine how they will influence the overall 

behaviour of the system.   

The causal loop diagram in Figure 18 follows a method described by Da Vinci37 who 

references Sherwood. In the diagram the CAUSE (described in a bubble), is at the start 

of the line, which ends in an arrow depicting the EFFECT (again in a bubble). The + 

(plus) and – (minus), indicates whether an increase or decrease will be driven from the 

CAUSE to the EFFECT. Two parallel lines over the link between cause and effect 

indicate that the effect is achieved over time and not instantaneously.  

Causes and effects are related to a given focus question. The focus question under 

consideration for the system inherent in the case study organisation is the following: 

Why is information flow perceived to be a problem in the organisation?  

Consider the causal loop diagram for this focus question, which provides us with the 

following insight into the system. Central to the system is a ‘non-conducive information 

sharing culture’ that has the effect of decreasing the ‘free flow of information across 

organisational boundaries’. At the same time this non-conducive culture, increases the 

‘perceptions of information being withheld’. ‘Clarity of purpose regarding information’ 

on this side of the diagram has a stabilising effect - over time, it will reduce the ‘non-

conducive information sharing culture’. It will also place a premium on information and 

therefore increase the ‘value of information sharing’. In time as the value of information 

sharing increases, the ‘perceptions of information being withheld’ can be expected to 

diminish.  
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‘Perceptions of information being withheld’ will increase ‘frustration of not having 

access to needed information’, whilst ‘free flow of information across organisational 

boundaries’ will on the other hand diminish the frustration effect. The cause that will 

affect this part of our diagram the most is ‘lack of mechanisms to enable information 

flow’. This cause increases the frustration effect and decreases the ‘free flow of 

information’ effect. If this cause is therefore changed around and it is not a ‘lack of 

mechanisms’ but an ‘abundance of mechanisms to enable information flow’, the cause 

will change the behaviour of the system and decrease the frustration effect but increase 

the free flow effect.  

Suggestions from the focus groups need to be considered in the lights of these specific 

causes being highlighted.  
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Figure 18: Causal Loop Diagram depicting the causes and effects applicable to why 

information flow is problematic in the case study organisation.  
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7.3 Interplay with suggestions from the focus groups 

(a) On factors impacting information flow 

Constructive contributions were made as part of the focus group interactions on 

improvement suggestions. Culture shift suggestions in paragraph 4.4(i) seem to be 

aligned to the cause called ‘clarity of purpose regarding information’. These suggestions 

include ones aimed at individuals and middle management. It was therefore not a case 

of the focus groups delivering the problem to top management completely. However, 

considering the set of all interactions during the focus groups, the participants were not 

blind to the difficulty in changing an organisations culture. A few participants echoed 

the widely recognised belief that organisational cultures are resistant to change24, so 

there is a definite role to play for all levels of the organisation to change into an 

organisation where ‘clarity of purpose regarding information’ is a shared culture. The 

author believes that this is a good topic for follow-on research.  

Suggestions on the topic of information management were mostly very practical and 

seemingly not too difficult to implement. These suggestions align well with the cause 

called ‘lack of mechanisms to enable information flow’. In the causal loop diagram, this 

cause affects the behaviour of the system in a completely different way if it is changed 

to ‘abundance of mechanisms to enable information flow’. The suggestions contained 

in paragraphs 4.4(a) through 4.4(h) speak to this cause. Implemented one at a time or all 

at the same time, it will increase the mechanisms to allow information to flow. Most 

importantly, these are suggestions from the people who experience information flow 

problems every day and their stake in the matter should ensure easy adoption.   



Page 94 of 112  

(b) On Enterprise Architecture artefacts and their role in influencing information 

flow 

In Chapter 5.4, a connection is made between the information provided by some of the 

artefacts presented to the focus groups and some of the issues and suggestions that 

were highlighted during the first research question.  These artefacts play into the cause 

called ‘abundance of mechanisms to enable information flow’. It implies that our 

enterprise architecture artefacts play in the space of ‘enablers’.  

This is aligned with what EA artefacts are positioned to deliver to an organisation. 

Artefacts should not have a life of there own or exist outside of the value that they 

deliver to the business – they are part of the enablement needed to sustain a business. 

Enterprise Architecture is an established discipline playing a specific enablement role. 

The challenge is how to utilise the richness of the discipline and what it can offer to 

enable information to truly flow.  

(c) General 

The improvement suggestions proposed by the focus groups may achieve some level of 

success within the system that it operates in today, but the absence of focus on the 

relationships between individuals within the organisation will soon make these successes 

dissipate according to Stacey et al19. They describe the relationships between members 

of an organisation (as part of the complex adaptive system), as the primary factor 

driving the emergence of that organisation. This speaks to organisational culture and 

completes the loop back to the first theme identified as an impact on information flow 

in our case study organisation.  
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The issues influencing the flow of information in the case study organisation cannot be 

seen in isolation and must be addressed as part of ‘understanding’ the complex adaptive 

system that constitutes this organisation.  But possibly here the quote at the start of this 

chapter is most appropriate: “...a breakdown of progress is frequently an illusion.”42   

Possibly progress is currently occurring within the case study organisation and by just 

enabling a deeper understanding of the various implementation considerations, this 

progress may become a breakthrough.  

7.4 Correlation with interviews 

Both of the interviews conducted confirmed the perception of a problem with 

information flow in the organisation. The interview with the executive management 

member of InfoCo also confirmed that organisational culture was indeed an important 

aspect of why it was not working. The interviewee went so far as to say that the 

organisation had no culture. The point made was that in reality the organisation was 

operating in a vacuum, without specific guided leadership. A specific culture could 

therefore not be claimed since the organisation was trying to be “everything to 

everyone”44 .   

No other new insights were gained from the interviews but the two main themes 

influencing information flow, highlighted by the focus groups, were supported by the 

interviews.   

7.5 Implementation Considerations 

The insight into Knowledge Management focuses provided by Sveiby13 and supported 

by Hansen et al14 is applicable as implementation considerations. The codification 

strategy (read knowledge is an object ala Sveiby and can therefore be coded), and the 

personalisation strategy (read knowledge is process and people ala Sveiby) need to be 
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considered. An important aspect to understand on these strategies is that companies 

deploying them hire different kinds of people and reward and train them differently.  

Strickland2 contribution concerning implementation comes in the form of his report on 

the executive order issued as a result of the findings of the 9/11 commission. The order 

to establish the National Counterterrorism Centre reads as follows2: “(agencies)… shall 

establish architectures for the effective access to and integration, dissemination and use of 

terrorism information” and further more that the centre shall “serve as the central and 

shared knowledge bank of known and suspected terrorists and international terror 

groups”. 

Furthermore, according to Strickland2 the Government Accountability Office (GAO) 

has consistently observed: “without an enterprise architecture to guide information 

management and technology an organisation cannot improve its data and systems to 

facilitate meaningful sharing and interoperability”. 

7.6 Positioning possible organisational strategies 

In applying the guidance from the literature above to our case study organisation, an 

understanding of the codification or the personalisation strategies14 is firstly applicable. 

Hansen et al14 describes that a strategy for managing information is not arbitrary. It 

depends on the people the company hire, the way in which the company serves their 

clients and the economics of the business. From the focus group feedback, it is the 

conclusion of the author that the people in the case study organisation play the most 

important role in this consideration. The following beliefs from the focus groups shape 

an input to suggesting a Knowledge management strategy:  
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•  the company culture is not conducive to information flow 

•  it is difficult to get access to the correct subject matter experts 

•  there are issues related to the confidentiality of information  

•  the quality of documents and accessibility of existing information is problematic   

•  there is a lack of proper tools and processes to enable information to flow 

 

Hansen et al14 describes the personalisation strategy in terms of its heavy investments in 

people networks. It is said to be open to a lot of ambiguity and focused on dialogue 

between individuals. From a human resource perspective, companies following this 

strategy usually hire MBA’sG, as they are more open to tolerate the ambiguity and they 

like problem solving. The companies named in this article who follow the 

personalisation strategy are McKinsey and Boston Consulting Group. They customise 

their products exactly to the client’s requirement and charge hefty fees for it.  

Our case study organisation does not customise its products in such a way. It also does 

not hire mostly MBA’s. In addition, considering again the beliefs of the focus groups, 

the people themselves are focused on tools to manage the information. From the 

feedback, it can also be deduced that they do not naturally lean towards a people-

network oriented approach. The codification strategy seems to be the most appropriate 

strategy for the case study organisation. Hansen et al14 indicate that it is appropriate to 

follow both strategies, but one primary strategy must be chosen in order to achieve 

success.  

                                                 

G An individual having achieved a Masters in Business Administration is usually called an MBA. These days most 
students with a masters degree are described by this generic ‘term’.  
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A word of caution however comes from Gilmour38, who discusses the failure of 

knowledge management in organisations. He states that the paradigm, on which 

information sharing is based, is usually the problem. The paradigm he describes is the 

publishing paradigm – where retrospectively lots of information is collected and coded 

in order for employees to receive only a fraction of what they are looking for and then it 

is mostly obsolete by the time it reaches them. He suggests that collaboration 

management based on a brokering model may be the answer to the vows of publishing. 

His brokering model is dependant on people being connected and sharing information 

because they want to, when they want. Gilmour’s comments lean towards the 

personalisation strategy rather than the codification strategy. However, he does not 

expand on the applicability of the study to any specific organisation like Hansen et al 

do.  

7.7 Conclusion 

In concluding this chapter, let us consider the various aspects that were discussed. The 

cause and effect diagram highlighted the two causes to be focused on in terms of 

balancing the systems around our case study organisation towards a more positive 

approach. These causes are: 

•  Clarify of purposes regarding information 

•  Abundance of mechanisms to enable information to flow 

Items discussed in the focus groups could be related back to these causes. These include 

a number of improvement suggestions that could provide mechanisms to enable 

information to flow as well as the positioning of the artefacts as part of the enablers in 

this space. The culture shift suggestions are related to the cause around the clarity of 

purpose regarding information.  
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Implementation considerations were also discussed. It is here where the message 

around Enterprise Architecture (EA) and information sharing comes through strong. It 

is also the only place where these two items were linked in the literature. The executive 

order issued by President Bush of the United States of America2, is very specific about 

its recommendations for using EA. The way, in which it is described, indicates a 

codification strategy based on Enterprise architecture principles and guidelines.  
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Chapter 8.  

CONCLUSION 

Nothing is Learned

Robert Grudin, Time and the Art of 

Living, p.110, Houghton Mifflin, 

1982.  

“Few fallacies are more dangerous or easier to fall into than 

that by which, having read a given book, we assume that we 

will continue to know its contents permanently or, having 

mastered a discipline in the past, we assume that we control 

it in the present. Philosophically speaking, "to learn" is a 

verb with no legitimate past tense.” 

 

8.1 Summary of Findings 

The thesis this study set out to validate reads as follows: Artefacts produced as outputs 

of the Enterprise Architecture process influence the flow of information in the 

organisation.  

In order to test the thesis the following research questions were analysed: 

•  What factors are perceived to impact information flow in the organisation? 

•  Are Enterprise Architecture (EA) artefacts perceived to influence information flow 

in any way? 
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The research set out to answer the research questions through a qualitative research 

methodology using focus groups within a case study as the research method. The focus 

groups were firstly given the opportunity to interact on the factors that they perceived 

as influential in information flow in the case study organisation. Subsequently, 

enterprise architecture artefacts produced from within the case study organisation were 

presented to the participant focus groups to test their perceptions and feedback 

regarding the information that these artefacts allowed to flow. The feedback was 

specifically aimed at determining if the artefacts would influence information flow in the 

organisation.  

(a) Factors impacting information flow 

The focus group interactions produced two main themes as the factors that influence 

information flow in the case study organisation. These themes were organisational 

culture and the lack of information management discipline.  

The groups were also asked for their improvement suggestions in order to address the 

factors that they highlighted. A list of nine improvement suggestions is listed in 

paragraph 4.4. These suggestions range from simplistic technical solutions to changing 

the organisational culture.  

(b) EA Artefacts and their influence on information flow 

The beliefs on EA artefacts and their influence on information flow, varies. Four 

artefacts were used as part of the focus group sessions and the organisational model and 

process framework artefacts were reported to have positive influence on information 

flow – highlighting their attribute of alignment within the organisation. The goal model 

and roadmap artefacts had both positive and negative influence on information flow. 
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Specific negative influence for the roadmap artefact was related to the complexity of the 

diagram but for participants who understood the complexity, the diagram provided 

useful information regarding relationships between items on the diagram.    

8.2 Conclusions 

As seen from the disastrous consequences of 9/112, information sharing is fundamental 

in organisations today. It is somehow unthinkable that so many organisations still 

struggle with this basic component. However, the cumulative belief of the twenty-eight 

participants in the focus groups conducted as part of this research is that information 

flow is problematic in our case study organisation.  

From the two main themes identified impacting information flow, the theme of 

information management is the one that fits best with the Enterprise Architecture 

artefacts. Enterprise Architecture artefacts holds information in a container fit for a 

particular purpose and audience. The study has indicated that these artefacts are useful 

as information flow vehicles and as such as information flow influencers – especially if 

they address the specific information that an individual requires for decision-making.   

There is also another side to the concept of ‘influence’. This was illustrated by the 

feedback on the architecture roadmap artefact that was found too complex for most 

participants in the focus groups. This feedback supports the notion that an artefact 

must be aimed at a specific audience with a particular focus on the information it wants 

to rely; otherwise the information will be lost.  

The research therefore concluded that information flow is problematic in the case study 

organisation. It further concluded that enterprise architecture artefacts do influence 

information flow within the organisation. In some instances, the influence is 



Page 103 of 112  

contributing to creating specific knowledge and in other instances; it places complexity 

on the agenda. Nevertheless, influence it does.  

It is also true that Information flow in an organisation is influenced by hordes of other 

factors that were not included in this research. The organisation culture theme identified 

in the study is but one of these. EA artefacts do not play in the “soft” sciences but 

rather categorises physical information30.  As such, the theme of organisational culture, 

highlighted by the research, neither supports nor disputes our thesis statement. It does 

however form part of the complex web that defines the system that exists within and 

around the organisation.  

8.3 Summary of Contributions 

The recommendations that follow focuses firstly on recommendations directly related 

to the research questions and the problem the dissertation is addressing. Secondly, the 

recommendations are focused on other aspects of the organisation that was not 

specifically included in the research questions but was highlighted by the research.  

Recommendation 1: Establish clarity of purpose concerning information in the 

organisation.  

This recommendation focuses on establishing the value of information, and what 

information sharing can contribute to the organisation. It centres on the definition of 

principles and guidelines, incentives and measures associated to the value of 

information sharing. The organisation will have to invest in the understanding of the 

behaviour of the complex adaptive system, which it is, and the larger system of which it 

is a part in order to reap the full benefits of this recommendation.  
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Recommendation 2: Implement information sharing suggestions 

The focus group suggestions are practical, executable information flow improvements. 

They align well with some of the architecture artefacts used in the research and others 

that were not studied. Implementing fit for purpose Enterprise Architecture 

deliverables focused on addressing the pain points highlighted, will achieve value add 

for the EA effort as well as impact on information flow in the case study organisation.  

Recommendation 3: Establish the appropriate Information Management strategy 

Consider the personalisation and codification strategies discussed in chapter 7. Consider 

the pros and cons associated to any particular strategy (not choosing or emphasising a 

strategy is also a strategy) and align expectations across the organisation on the 

approach.  

Recommendation 4: Skill people in complexity and systems thinking and management 

principles that may differ as a result thereof.   

There is a general unawareness of complexity and how it affects organisations. People 

need to be comfortable with un-order and they need to realise that it is a familiar space21 

to them. Like systems’ thinking, the Enterprise Architecture discipline also considers 

the whole rather than the constituent parts, but in the architecture team there is a lack 

of understanding for systems thinking and the tools and techniques that it provides. 

Skills in these two areas are of extreme importance in a highly complex technologically 

advanced industry.  

Recommendation 5: Investigate and establish the common beliefs and values that the 

organisation holds  
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Organisational culture is reported to be constraining. However, the research does not 

delve deep enough into the shared values and beliefs inherent in this organisation to 

determine whether a change is required and what form it will take. With the perceptions 

and beliefs of a group of participants pointing to a possible problem in the culture of 

the case study organisation, the only sensible recommendation that can be made is that 

the current culture needs to be established in order to determine where the organisation 

should go from here.   

8.4 Suggestions for further research 

The suggestions for further research are mostly specific to the case study organisation. 

It may however be applicable to organisations where similarities exist with what was 

found in this organisation.  

- Organisational culture: there will be merit in determining the overarching shared 

values and beliefs that exist in the case study organisation. Specifically because 

culture has such a big impact on any other change program that the 

organisation may want to embark on.  

- Maturity assessment: the maturity of the organisation in terms of the Enterprise 

Architecture practice and Information management practices were not tested 

and this information will be valuable to establish the right level of change 

program for information flow in the organisation.  

8.5 Conclusion 

This dissertation embarked on a journey with InfoCo. As a case study it is an interesting 

organisation, and fascinating impacts could be seen if some of the ideas discussed in this 

study is investigate and/ or implemented. Some may argue that the opinions of a few 

people in an organisation do not reflect the reality. That point can be argued, but the 
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opinions, beliefs and frustrations of twenty-eight focus group participants that this 

dissertation has put to paper cannot be disputed.  

Information is the blood flowing through the arteries of an organisation - blocking the 

flow of it, will lead to specific consequences. These consequences are not as easy to 

predict as the heart attack prediction for a human patient, because the complex adaptive 

system that the organisation is, will behave and develop in interesting and unpredictable 

ways. However, with resources allocated to delivering enterprise architectures and with 

people given the responsibility to make decisions, enabling information flow could 

assist with making sense of the money being spent. Enabling information flow could 

alleviate some frustrations that individuals in organisation roles have. Enabling 

information flow could reduce duplication of work and unnecessary wasting of paper 

and time.  

Enabling information flow will definitely influence positively on the creation of 

knowledge. Without information, humans are unable to “create knowledge”.  
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