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ABSTRACT 

This paper explores the nature of strategic goals underlying 
composite information systems (CIS) and ways to increase the 
likelihood of success. It studies a major regional hospital and its 
relationships with its physicians a s  part of an actual case study for 
providing physicians and staff convenient interface to disparate 
hospital departments. This situation is a particularly appropriate 
CIS example since the relationship is clearly loosely-coupled and 
inter-dependent (i.e., the physicians can affiliate with any 
hospital they want). Thfee approaches to motivate strategic 
alliances are  identified: bi-directional benefits, co-operative 
payoffs, and asymmetrical control. Furthermore, examples are 
given on how these approaches were used in conjunction with the 
hospital's CIS. 

1. INTRODUCTION 

The combination of a turbulent global economy with increased 
compet i t ion and  r e c e n t  a d v a n c e s  i n  c o m p u t e r  a n d  
communications technologies have generated significant interest 
in, and successful examples of, using such information technology 
(IT) for strategic applications [Madnick, 19871 . Many of these 
strategic applications require inter-organizational systems (e.g., 
to connect with suppliers and/or buyers) or more integrated intra- 
organizational systems (e.g , to connect together disparate parts of 
the business). In either case, we refer to such systems a s  
Composite Information Systems (CIS) Any effort to plan and 
implement a CIS must deal with the issue of motivating strategic 
alliances among the participants. 

This paper uses the experience of one organization, a major 
regional hospital, to illustrate th is  issue. We analyze the 
hospital's market position and key aspects of its organizational 
structure. The cooperative and incentive-based aspects of 
boundary-crossing CIS receive particular attention. We suggest 
three elements to emphasize when building a strategy for CtS 
design success: 1) bidirectional benefits, 2) cooperative payoffs, 
and 3) asymmetrical controls. We suggest that these concepts 
define internal incentives which are particularly appropriate to 
CIS development. 

I ne sections that foliow 
i) briefly discuss external and internal motivations, 
ii) introduce the three concepts to support internal 

motivation, 
iii) introduce the hospital and its CIS, 
iv) discuss the concepts as  illustrated by this CIS, 
V) suggest a means for identifying key incentives and 

linkages, and 
vi) present our conclusions. 

1.1. Ext . nal versus Internal Motivation 

1. centives fall into two categories: external and internal. 
External incentives include elements of force, coercion, and 
threat; they can be summarized as  pressure for system use 
imposed from "outside" or "above". A chief executive or system 
sponsor may attempt to categorically order subordinates to use the 
system. 

There are several disadvantages to such external motivation 
First, if the subordinates do not see benefits to them (or even 
worse, perceive t h r e a t s  to  them)  they can find var ious  
surreptitious ways to sabotage a system As one top executive 
commented about such approaches, "you have no idea how little 
power a president really has."l Second, in a CIS environment we 
a re  attempting to form alliances between loosely-coupled 
participants [Cyert and March, 1963; Cohen, March, and Olsen, 
19721, whether inter-organizational or in t r a~organ iza t iond  
Thus, there usually does not exist a strict power hierarchy 
through which such external incentive may be accomplished. This 
can be particularly important since a system "champion" who has 
been successful with implementing systems within his own 
organizat ion through e x t e r n a l  incen t ives  o r  a s h a r e d  
organizational goal may be ill-prepared to operate in a CIS type of 
environment. 

Internal incentives, on the other hand, a re  those which 
encourage participation on the basis of "what's in it for me" for 
each party.2 

It is important to note, and it is often the case, that the 
benefits may not be the same for all participants. For example, let 
us consider the introduction in the newspaper industry of direct 
entry of a reporter's story into a computer system through 
terminals. The publishers were motivated primarily by the desire 
for cost savings by eliminating most of the typesetting costs. The 
reporters were initially reluctant to cooperate since there was no 
stated benefit to them, it would require them to learn new skills 
and, furthermore this system would eliminate the jobs of many of 
their union supporters, the typesetters. This resistence was 
overcome largely by examining the reporters' goals. Two major 
concerns to reporters related to timing 1) the early deadline for 
story submission and 2) the delay between story submission and 
its appearance in print. By pointing out the ability of the new 
system to reduce the time from submission to printing and, 
correspondingly, increasing the time until submission deadline, 
considerable compelling benefit was perceived by the reporters. 
Thus, we see that the same system provided very different benefits 
to the participants: cost savings to the publisher and time 
adiustments to the reporter. 
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