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ABSTRACT

The purpose of this paper is to suggest a set of guidelines for the outsourcing of information systems
services in hedth organizations. The paper shows that the outsourcing of the development of
information systems is an option for hospitals in developing countries. It is emphasized that managers
and information systems professionas working for these public organizations should bear in mind that
what is important is to define the content, extent and length of the outsourced services. This paper
offers a new angle, since it is often the case that hospital information systems in developing countries
are either bought overseas or developed in house.

The guidelines presented in this paper are derived from a case study conducted in the Ministry
of Hedth of Guatemaa. The guidelines originated from discussions among nationa authorities and
national experts on how to manage the introduction of information technology and information systems
to support the management of the hospitals. The paper concerns how the authorities and managers of
the two maor hospitas in the country decided to outsource key components of the information
infrastructure and information systems of their hospitals. The paper adso highlights the role of
international agencies in funding the initiatives.

The guiddlines suggest that in outsourcing information services in a context similar to that of
the case study, it is crucia to keep a balance between what type of expertise and knowledge the
hospitals are willing to outsource and which areas of expertise should be kept in house. The chalenge
here is to match the ideal with what is feasible; this is the case particularly when the information
technology comes from loans provided by international agencies. This means that when the period of
the loan finishes, hospitals will need to take financiad responsibility over the information systems.
Hence the relevance for the hospitals to incorporate, along with outsourcing initiatives, sound financia
and human resources strategies. The paper discusses how the hospitals under study tackled thisissue.
Other findings point out the need of including users and authorities of the hospitals in the design and
identification of information requirements. The design of the new systems should not entail a radica
change in the way people perform their jobs. Our analysis of the case study hints that the closer the
design of the information system is to the current work practices the higher the likelihood that the users
will accept the system. Changes in work practices may be gradually introduced after the system has
been implemented.

1. INTRODUCTION

This research concentrates on the difficulties experienced by the Minigtry of Heeth of Guatemdain
solving adminigrative problems in the two main hospitas of the cuntry. Among the Srategies to
solve those adminidrative deficiencies was the implementation of computerized information systems.
Given the context of the country, the Ministry of Hedth wanted to establish an appropriate
management information systems drategy. For the implementation of the information systems, the
authorities of the Minidry had to decide among different options: developing on-sSite solutions,
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buying off the shelf packages or outsourcing the systems. Each one of these options implied other
types of decisons, moddities and lines of action. For example, if the decison were to buy off the
shdf solutions, then questions about the requirements and adaptations to the packages have to be
answered as wdl as particular ways of implementing the system. This research shows how the
decison to outsource the services was the result of improvisng an agppropriate answer to an
uncertain context; the decision to outsource was, we argue, an act of improvisation.

2. RESEARCH APPROACH

The research reported in this paper began in 1998 and, as it was suggested above, it was conducted
in the Minigry of Hedth of Guatemaa The research gpproach was a quditative case sudy as it
provides a close examination of the relations among discourse, actors' intentions and actions (Denzin
and Lincoln 1994; Denzin 1994). The examination of the relaions among those factors was a
necessary condition for achieving the main purpose of this paper: the analysis of the process and the
context that lead the organization under study to opt for the outsourcing of its information systems.
To understand both process and context it was necessary to register and to interpret the
explanations that the different stakeholders gave to their actions. Hence our decision to adopt a
quditative research method such asthe case study (Yin 1993, 1994).

Naturaly, the research techniques adopted for conducting this research were quditative
namely interviews, observations and document examinaions. The author registered more than
eghty-two interviews throughout the timeline of the research project. The interviews were
ungtructured and had an average duration of one hour and thirty minutes. The interviews were not
taped as the themes and contents were sendtive for the subjects. Instead, notes were taken and
immediately after the interview these were registered in transcripts. This procedure has the
disadvantage of not being completely faithful to the exact words used by the interviewees. However,
it gave us the dhance to make them fed more comfortable when giving accounts and interpretations
of ther actions. Among the interviewees were the Vice Miniger in charge of the hospitds, the
directors of the hospitds, aswel as personnd in charge of operations.

The researcher was alowed to participate in atotal of twenty-saven meetings. The mgority
of the meetings were about defining the information systems requirements and presentations of
preliminary results of the andyss teams to the authorities of the Ministry. During these mestings, he
took notes about the conduct and language of the participants as well as the characteritics of the
location. These notes were fundamental not only for the task of recongtructing the context in the
interpretive stage of the research, but dso provided the researcher with an opportunity to
undergand the “form of life’ (Wittgenstein 1968) of the organization under study, in this case the
Minigtry of Hedth of Guatemda Immediately after the meeting the researcher typed the transcripts
of the mestings.

The researcher was authorized to access documents and internd communications. The
examindion of documents was criticd to identify and darify the officid postions of the different
parties involved with the information systems. The content of the documents was then contrasted
with our interpretations of what people said during the interviews and during the meetings. The
contrast provided by three different sources of data was indispensable in the interpretation process
of the research. The researcher had the chance to examine fifty-three documents. Those were mainly
internd communications such as memos and letters. In addition he was dlowed to sudy the
communications exchanged between authorities of the Ministry and the company hired to develop
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the information systems. Besides, the researcher had the opportunity to examine plans and proposals
regarding the early stages of the systems. Those were vauable in recongtructing the history and
antecedents of the information systems.

3. THE NATIONAL AND ORGANISATIONAL CONTEXT

With a population of ten million inhabitants, Guatemala is the most populated country of Centrd
America. Guatemala has been a democratic republic since its independence from Spain in 1821,
however in the 20" century there have been only five free dections, two in the mid century and the
latest three since 1986. During the cold war Guatemda was ruled by a military dictatorship
gponsored mainly by the USA (Glejeses, 1991). Resistance to this regime was organized by a
group of rebds supported by the Soviet block that fought a guerrilla war againg the government.
The conflict lasted for thirty-sx years from 1962 to 1996. Throughout the civil war the Minigtry of
Defence took the largest amount of noney of the nationa budget, relegating the minigtries of hedth
education to a secondary role (Aguileraand Sojo, 1991).

The end of the cold war facilitated the end of the civil war. The Guatemaan peace accords
were signed the 28" of December 1996. As the result of these peace accords, the Guatemalan
government, elected democraticdly in 1996, agreed to reduce the Military budget and to alocate
the funds to hedlth and education. Likewise, internationa agencies of cooperation, mainly European
and North American, dso agreed to provide financia support not only for the recongtruction of the
country’s infrastructure but aso to strengthen the democratic inditutions in Guatemala that were
severdly weakened and damaged during the civil war. One of these initiatives is known asthe reform
of the hedlth sector that is being promoted and financed mainly by the Inter American Development
Bank with the agreement and authorization of the Guatemaan Hedlth authorities.

3.1 TheReform of the Health Sector and the Ministry of Health

The objectives of the reform of the health sector in Guatemaa were broad and include the extenson
of the coverage of the sarvices and to establish mechanisms to make the services universa for
Guatemdans but a the same time to find ways to make the provison of hedth services more
efficient in financid terms. The Minidry of Hedth of Guatemda played a vitd role in the reform of
the hedlth sector. In the new legidature the role of the Ministry of Hedth is to be the leader of the
reform in the health sector. By the time of the research, the Inter- American Development Bank was
funding a project caled ‘ Programa para la modernizacién de los servicios de salud’ (Program
for the modernization of hedth services, henceforth 'PMSS). The PMSS was funded by the bank
and executed by the Minigtry of Hedth. It had three mgor components. the modernization of the
Minigtry of Hedlth, the extenson of hedth services coverage and the modernization of the nationd
hospitas. It was within the PMSS initiaive that the Ministry of Hedth of Guatemaa undertook the
outsourcing of the information systems of its hospitas. In the following section we present the
organizationd background of the Minigry of Hedth with emphass on the information sysems
function.

3.1.1 Organization of the Ministry

According to the recent legidation on hedth the Ministry should be organized in a hierarchica
manner (Congreso de Guatemala, 1997). There are two vice ministers; one takes care of hospitas
while the other looks after primary hedth care. There are four functions a staff leve, public
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relations, human resources, legd office, and information systems. There are three main departments
finance, epidemiology, and hedth care services. The latter department comprises two sections that
are fundamentd in the provison of hedth care, hospitads and primary hedth care. For the purposes
of this paper we will focus on the organization of the hospitas department and on the function of
information systems.

By 1998 there was o formd dtructure or statement to regulate the information systems
function. Instead there were ad-hoc groups formed around the different components of the Ministry.
There was a group that looked after the information provided by the primary hedth care centresin
the country. It was this group’s responsbility to give an account of the planning and coverage of
primary hedlth care. The head of this group was an economist. He provided vitd information to the
vice Minigter responsble for primary hedth care and eventudly the economist was the source of
information of the Minigtry. This unit orientation was not to support those hedth posts that provide
savices as its orientation was to gather information, centrdize it and then candize it to the
authorities. One of the heads in the hedlth pogts said:

The primary hedth information system is too centraized and has a total top down
approach. For example, we have to fill in more than forty forms each month. In some
cases our personnel has to close the clinics to be able to fill in the forms. Moreover,
the IS unit never come back to us with information.

This unit did not support other areas of the Minidry ether. Consequently, the authorities in
charge of the hospitas hired their own personne and devised their own Strategy to support the
development of information systems in the Guatemdan hospitds. This was a source of conflict with
the 1S unit of primary hedth care that perceived the hiring of new personnd as a threet to its
hegemonic control over the Minigry’ sinformetion.

By 1997, the primary hedth IS unit was atempting to implement a sysem in the hospitds.
This sysem was cdled SIG: Sstema de Informacion Gerencial para Hospitales (Management
Information System for Hospitals). This sysem was developed by an internationd agency and
goparently had the necessary components for supporting the information needs of the Guatemdan
hospitals. However, the former head of the hospital information systems unit thought differently:

SIG was a poor system. It was developed with technology of the 80s, specificaly Fox
Pro for DOS. We did not have the source code. Without the source code it would
have been suicida to implement it in the hospitals. Besides, the system main function
was to calculate and register manageria information. However, the hospitals did not
have transaction information systems that would feed the system. Thus, without
transaction systems, users had to gather information by hand to feed the system. The
IS primary hedlth unit did not like it but | decided to dismiss SIG.

Disappointed by the lack of support, the head of the hospital 1S unit resigned. It was this
event that motivated the integration of the hospita team in 1998. This team was lead by the Vice
Miniger in charge of the hospitals and integrated by two senior managers and an information
gystems andyst. As its first step the hospita team decided to proceed with a strategy that would
firdly create IT infrastructure, then they would ingtal basic office automation systems accompanied
by basic training for the users in the hospitals. That was what they accomplished in 1998. The
second stage of the project was to develop the transaction information systems. The following sub
section describes the Situations faced by the hospitd team in deciding about the information systems.



EJSDC (2001) 5, 5, 1-11 5

3.2 TheHospital Team and itsIntervention

Guatemaawould undergo eectionsin late 1999. This constrained the hospital team scope of actions
ance they knew that the continuity of the project could not be guaranteed beyond 1999, since the
officid party may lose the dections and in that case it was very likely that new authorities would
come and with them different ideas could be implemented. Thus, the team had to come with a
solution that could be implemented quickly before 1999 ended.

Likewise, the team had to decide whether to opt for insourcing or outsourcing the systems
development. The idea of insourcing was exactly what the primary hedth care IS unit did. However,
this was not a successful story, in terms of providing information to the hedth posts. Furthermore,
hiring personnd for developing the system resulted to be a very difficult task. The bureaucracy of the
Ministry would process personnel contracts in no less than three months. In addition the contracts
were made for a short period of time that was unattractive for many candidates who declined the
job offers while others stayed only in the mean time until they could get a safer job. Prior to this
stuation, the hospital team decided to outsource he development of the transaction information
systems of the hospitals.

The hospital team faced resistance from the primary hedlth care IS unit that argued that there
was no need to outsource the hospita systems as SIG was available. However, senior authoritiesin
the Ministry supported the hospital team proposal and decided to go ahead with the outsourcing
project. This was facilitated by the fact that the hospital’s department had its own budget and adso
had the authorization of the bank to proceed with the project.

Since there were no information systems running in the hospitals, the other rlevant decision
regarding the outsourcing was whether to outsource the administrative procedures of the hospita or
those operations regarding the management of the patients. The administration procedures were
those rated to the purchasing, inventory and dispatch of medicines and other supplies. It adso
involved the function of human resources management, accounting and finance. The adminigration of
the hospitals was criticd for the authorities of the Minidtry, as it was known that corruption in the
adminigration was undermining the budget of the hospitals and could eventudly undermine dso the
reputation of the government. A former director of the biggest hospital in Guatemala City expressed
his views of what he found in his organization.

Y ou should have seen this hospital before. It was practically run by the suppliers of
medicines. They decided the amount of orders and the type of medicines. The way
they operated was by bribing people insde the hospital. Since | arrived we have
reduced that and the budget of medicines has been reduced by 50% and still we have
not asked for more money.

There was gill more to be done in the adminigirative area. In the area of human resources,
for example, the director of the hospitas could not know at a given moment who were on vacation,
the number of specidist in one area, and whether the physicians were complying with their
responsihilities and assgned schedules. Thus, senior managers in the Minigry dong with the
authorities of the mgor hospitals agreed that a computerized information system would help to
reduce corruption and it would make the adminigration of the hospitals more efficient, and
eventudly have an impact on the patient’ s perception of the services provided.

The personnd of the hospitals perceived the creation of the hospital team as positive.
Paticularly, after the team proposed to the hospitas the creation of foca groups so these
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organisations could participate in the decisons regarding their information systems, specificaly in the
andyss and design of their systems. Representatives of the different departments involved in the
adminigration of the hospitds, including the deputy director were the main members of the focd

groups. The foca groups were directed by an information systems professona appointed by the
hospital team. The groups used to meet weekly to analyse and discuss their working areas and how
the group thought a computerized information system would help them in their work.

The strategy for the outsourcing then was formulated. What it would be outsourced was the
development of the adminidrative information systems, involving purchasing, dispatch, accounting,
finance and human resources. However, the requirements and system andysis would be done by the
hospitals themsdlves. According to a senior manager in the Ministry of Hedlth this was a conscious
decison.

We know that in an outsourcing dedl there is aways the risk of losing expertise. We

are not an IT organization; therefore we did not care about programming skills in the

Ministry. We are a health organization and what we need is not programmers but 1T

professionals, experts in analysing health information systems. That is why we decided
to do the analysis and requirements elicitation ourselves.

This way the Ministry of Hedlth of Guatemaa carried out the andlysis of their adminigtrative
procedures and the dicitation of their information requirements. These analysis and dicitations were
done by the foca groups. These documents condituted the basis for the tendering process
generated by the Ministry of Health and funded by the Bank. These processes aso were not free
from congraints, especiadly in terms of funding and time.

One of the difficulties the hospitdl team found was the drict timeline. As mentioned above
there would be dections a the end of December 1999 and after alengthy bureaucratic procedure to
approve the funds and to launch the tendering process, the hospital teem found itsdf in agtuationin
which the information systems had to be delivered in less than two months. This made some of the
possible bidders to step out of the tendering process as they regarded the timeline of the project to
increese dgnificantly the risk of the project. Only on the day that the offers were read did the
tendering committee redlise that only one firm had presented a bid. The bid offered to accomplish
the project within the established budget and time frame. This was a relief for the hospitd team that
practically gambled with the time and budget condrains.

The issue of dependency and sustainability of the project were factors taken into account in
the outsourcing strategy. The hospital team were concerned with what would happen in case their
political party logt the elections of 1999 and what would happen if the Bank were to withdraw its
financiad support as a result of the change in government. The proposal made by the hospital team
had to do with strengthening the human resources of the hospitals and also had to do with the way
the development of the systems would be undertaken. They hired a systems professond for each
hospitd. The responghilities of these professionas would be to give support to the infrastructure and
to be the leaders of the focal groups during the andyss stage. Later during the development and
implementation stage they were part of the programmers team lead by the company that was hired
to develop the systems.

Currently the systems, procurement and human resources, are being implemented in the two
mgor hospitds in Guatemda City. Although, is Hill early to assess the organizationa impact,
authorities of the Minigtry, personne in the hospitals and internationa agencies regard the efforts as
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successful and remarkable, because of the cost of the systems and the relative short period of timein
which the systems were finished.

4. THE OUTSOURCING PROCESS

4.1 Outsourcing

The outsourcing was not an idea that emerged as the result either of cam reflection or as a
consequence of following textbooks recipes. For the hospitd team the outsourcing was the most
feasble of the idess. It was very clear tha the other two options faced by the authorities of the
Ministry would not work, those options were adopting a system donated by a health agency or
developing the systems in dte. The former sysem was technicdly inappropriate both in its
technology and in its design while the latter was regarded as lengthy in its implementation.

4.1.1 Obtaining Allies

In this outsourcing process the following agents were crucid: the hospital authorities in the Minidry,
the Minigter, the Bank and the authorities of the Hospitd. The hospitd team managed to persuade
the hospitd authorities of the viability of the outsourcing before the contextud Situation mentioned
above. This was crucid since the hospital authorities ensured the Minidry tha the decison to
outsource was a sound one. Beddes, the hospitd team enrol the authorities of the hospitals,

directors and middle managers into the outsourcing project. They were enrolled by making them to
paticipate in the decisons about information technology and information sysems. One of the
directors told us that before the hospital team was integrated, authorities of the Ministry would buy
I'T or acquire systems without consulting them. That caused the hospital personnd to lose confidence
on the centrd authorities. However, with the new hospitd team things were different, members of
the focal groups expressed that this time they were talking about their own system, their technology
and how to solve their own problems. The bank enrolment occurred smoothly. When they learnt
about the hospital team and the new strategy for developing the hospitd information systems, they
agreed to release the funds and to support the initiative.

4.1.2 The Decison to Outsource

The idea of outsourcing was then consdered to be legitimate for the different agents involved,
namey the Bank, the Minister of Hedth, the hospita authorities in the Ministry and senior and
middle managers of the hospitals. The key was the invitation the hospital team made to the directors
of the hogpitals to participate in the discussons and more importantly the participation they had in
the decisons. It adso helped that the hospita team leader was charismatic and regarded as honest
among the hospita personnd.

4.1.3 The System and Working Practices

One key decisons of the outsourcing team in defining the content of the outsourcing was to go firg
for the adminidration of the hospita. The idea was to design a transaction process system that
would speed up the administration procedures. For example, some purchase orders would take
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many weeks to reach the dlinics in the hospitd. It was thought that a computerized information
system would have an impact in reducing those types of delays. In deciding how to gpproach the
andyss of the systems, the hospital team faced two options. One was to undertake an andysis of
the systems and then to formulate a proposd to transform the systems to make them more efficient.
According to the head of the financid and accounting sections in the Minidry this should have been
the approach “How can we desgn a system that is mapping inefficient procedures’, was the
common expression among people in the financid section of the Minigtry. For the other option, the
hospital team had was to design a system tha would map the hospita current adminigtrative
procedures. For the deputy director of the largest hospital in Guatemaa, the current procedures
were not inefficient but it was necessary to check for corruption.

Those people in the Minidry criticize us by saying that our procedures are inefficient
because we have so many controls. However, they forget that I, as director of the
hospitd, am responsble of the purchase, if there is something illegad with the
purchases | would be accountable for that. So, if for them our practices are irrationa,
for me they make alot of sense.

Thus the decison of the hospita team to leave the work practices of the hospitd asthey
were, resulted in obtaining the support from the hospita directors. The hospita team considered that
there were no point in discussng over the current work practices as they were the result of the
hospitas problems and their way to solve them.

4.2 Discussion: The Outsourcing Process as | mprovisations

Think about a jazz performer, think about an orator in speaker's corner answering unexpected
questions, think of an office worker that when her computer bresks down begins using telephones,
faxes and caculators. Those are acts of improvisation. According to Ciborra (1999) in an act of
improvisation, action and thinking will emerge together. The reasons why someone acts in an
improvised manner are tacit and concedled in peopl€e s backgrounds, that is, the causa relaionship
inimprovisation is blurred a the moment thet is occurring.

Although unexpected, an act of improvisation is dso purposeful. Ciborra gives as an
example a jazz music player who in a way improvises her musc, playing without musical score,
going beyond the script. However, improvisation does not mean randomness, since the result of the
playing would make sense for the ligeners. It is the same for improvisations in the workplace,
employees running out of paper would write down figures or names on their back of their hands, or
would re-arrange production procedures to deal with contingencies. Improvisation then would be
emergent, intuitive but purposeful and in many respects effective.

4.2.1 The Outsourcing Responses were Acts of I mprovisation

We argue that the hospital team responses of our case study were improvisations as they were
unexpected, intuitive, purposeful and effective (see Table 1). The decison to outsource the software
of the systlems was an improvisation; Snce it was unexpected given the tradition in the Ministry of
Hedlth of ether to adopt software developed by an agency or to develop in-dte. The decison to
take the current hospital adminidirative systems instead of applying Business Process Re-engineering
was an act of improvisation since the discourse in the Ministry of Hedth was that of making process
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efficdent. In this sense mapping the current adminidtrative sysems was unexpected, though
purposeful and effective. What is interesting is that those improvisations roticed in Table 1 can be

adopted as a set of guidelines for dedling with outsourcing in Smilar contexts.

Table 1. Outsourcing as I mprovisation

Context/situation

Congtraining/enabling

Hospital team Responses

Hospitals and Lack of trust towardsthe  Hospitals active in decison
Minigry of Hedth Minigtry making about their IT
Knowledge of their own
problems and commitment
to solve them
IT Stuetion Lack of human resources  Outsourcing
Lack of infrastructure
Support from senior
managers
Systems design ‘Inefficient processes Mapping the adminidrative
procedures according to the
hospitd’ slogic
| nternational International agencies The hospita team presented a
agencies sceptical about local project with clear gods, digned
capabilitiesand with the Reform of the hedth
commitment sector and with expert
personnel
Finance Reduced budget Hospitd team assumesrisk by
reducing scope of the project
Time Elections Hospitd team assumesrisk by
Possihility of not havinga  reducing the time frame of the
second term in power project to two months
Politics Resigtance to the Congtant diaogue with resistant
personnel and ideasboth  personne
intheMinigry andinthe  Awareness an monitoring of the
hospitds palitics surrounding the project
Support from Senior
Managers near the

Minister
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The decision to reduce the scope of the project to only two hospitals and to reduce the
timeline of the two projects surprised the funding agencies who would have expected a large scae
project, both in terms of time and funding. We could even argue that the whole definition of the
outsourcing ded was improvised since it contradicted what the theory of outsourcing prescribes.
Thisis particularly true in the sense that the decision of what functions of the I T services to outsource
obeys arationd evauation, mainly in caculaing the cost benefit impact of outsourcing (Lacity and
Hirschhelm, 1993; Lacity and Willcocks, 1998; De Loof, 1997; Earl, 1996). In this case the
outsourcing process was a reaction to limited resources, a hogtile organizationd climate, personne
turnover, and a paliticly laden organizationa context.

5. CONCLUSION

This case brings about reflections on the nature and consequences of improvisations, specificdly,
how individud improvisations are rdated to inditutions. Ciborra recognizes that improvisations
require knowledge of particular techniques and acquaintance with the context. Jazz musicians require
knowledge of music and particularly about their instrument. That knowledge is internaized through
the contact individuas have with inditutions. Moreover, the playing of jazz requires indtitutiond
settings. For example, a concert hdl, audience, microphones, lighting, etc. In away, to exercise their
improvisations, jazz mudcians require of the institutions of music, audiences and places for playing,
such as concert halls or bars. Audiences in those places would be expecting jazz and nothing else,
even though jazz's nature may be improvisation; in this case improvisation (jazz) is congtrained by
the indtitutiona settings. If the musicians were to play baroque music, they would be undertaking a
risk and they could be exposed to being booed or to other less pleasant audience reactions. Thus,
managers in promoting improvisations need to take into account ingdtitutiona settings.

The point we are making is that improvisations are carried out within a particular inditutiona
setting and contradicting this indtitutiona context brings about risk. Theinditutional setting conssts of
rules, norms, beliefs and knowledge (Meyer and Rowan 1991). The inditutiond setting provides
agents with what is expected from their actions. In acts of improvisation, agents expose themsalves
to the risk of contradicting the indtitutiond setting, particularly when they contradict the established
norms and vaues. In the case, we presented acts of improvisation that had a risk dimension since
what they were doing contradicted in away the status quo. In this sense, the hospital team required
to counteract resistance intended to stop their actions, by dialogue and consensus, on the one hand,
and wielding authority, on the other.

All in dl, the main contribution of this paper has been to provide a suggested set of
guidelines for outsourcing information systems services in developing countries (see Table 1). More
importantly, the paper provides the context of those guidelines, so the reader can judge the
adequacy of those lines of action. Furthermore, the paper attempts to add to the ideas of Ciborraon
improvisaions in information systems. We have shown that effective improvisations are digned with
a specific inditutiond setting. In this case, the inditutiona background was provided by the
Guatemdan politica gtuation, the funding of the Bank and the availability of the knowledge, about
outsourcing brought about by the hospita team. Likewise, the paper illudtrates, that, because of its
unexpected nature, improvisations bring about risk and even resistance. We practitioners of
information systems can learn a great deal about how to be more effective by focusng on
improvisations, their risks and their indtitutiona settings.
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