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Abstract

Abstract

This research contributes to current academic thinking by highmhiew
perspective to studying the IS Project Escalation phenomenon through the
application of Agency Theory. This theory views the customer as the
(principal) who needs an IS product, and the IS developer as taetago
creates this IS product. According to this viewpoint, examiningeatirtS
project escalation literature suggests the majority of predtudies implicitly
adopted the assumption that the customer (principal) is entieggble of
identifying the requirements of the proposed IS product, and a projeatnie

to escalate because of the attitude of the IS develagen{). This presents a
gap in the literature in that the impact of the customer (principat been
explicitly explored.

As such, one critical aim of this research is to investitfatproject escalation
by employing an extension of Agency Theory. This extended theory assume
that the customer (principal) suffers challenges of incoemaet when it comes
to the transfer of knowledge (i.e. requirements) to the IS deve(agent).
This leads to a situation of information asymmetry on the principal’s side
because of incomplete knowledge transfer. In turn, this situatieglajes and
leads to IS project escalation. Another aim of this researchiivestigate the
process of requirement elicitation (RE) in IS development peactihis is to
identify the role of the incorporated knowledge artefacts withinabiwity, in
terms of how the project manager and developers effectivelyecaaat utilise
these objects. Thus, this is in order to provide a possible @olwith respect
to the challenge of incomplete knowledge transfer.

To achieve that, this research employed a qualitative methodology and
collected data in two stages in Saudi Arabia by using semi-stedctur
interviews. In this respect, in the first stage, a number ires/with 30 IS
project manager form five different IS development organisat®oosnducted.

In the second stage, a number of interviews with 10 customers forenediff
organisations is conducted.

The findings in general acknowledged and complemented a number of
previous studies’ results through the employed perspective of the extended
Agency Theory in this research. Considering the identified gapertiprical
evidence supported the assumption of this research, and provided a new
explanation for IS project escalation which highlighted the role ofub®mer
(principal) this time. In addition, anfimence diagram (i.e. Project Escalation
Framework), which clarifies the relationship between the reasons behind
incomplete knowledge transfer and IS project escalation, is dedeldyso,

the empirical evidence identifies a number of incorporated anevast
knowledge artefacts throughout the process of requirement elicitgRig)
namely Initial Request, Features, Process Diagrams, Prosotypad
Requirements. In this respect, the discussion categorised tleeediffroles
these artefacts can act out, in terms of being boundary objeisteric
objects, and activity objects. Additionally, a process diagramKnewledge
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Transfer Framework), which clarifies the knowledge process imiizi steps
during RE phase, is developed.

Analysing a number of IS development cases in a various contexts
demonstrated multiple practical applications of the Project Eswalat
Framework with respect to managing issues building up to and leadling t
several project outcomes (i.e. success, failure, and escglafidditionally,

this analysis presented the artefacts in the Knowledge Transferelwork as
critical linchpins of an otherwise fragmented process when it sdmeliciting
customer requirements. These artefacts have much broader ingpisctitat go
beyond acting as just a procedure to elicit customer requiremehts. T
‘inclusion’” or ‘omission’ of these artefacts contributes to project success or
failure respectively. Consequently, this understanding willultesn
improvement of IS development investigations, rather thanusixely
enhance RE processes between principals and agents.

Furthermore, the findings provided a number of highlighted things to beeawa
of and useful hints which reflect professional experience from Izl
applications. Thus, considering learning from such rich experiencens t&f
employing the advantages and avoiding the drawbacks would positivielgt ref
on IS development practice. This includes managing and dealing with
challenges of IS development projects, particularly projecalason, in
addition to improving RE process and enhancing the process of regeivi
customer requirements and ideas.
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Chapter 1: Introduction

1.1 Introduction

This introductory chapter provides an overview of the researchsthat
presented through the body of this thesis. This chapter starts byipgoa
background of the research taken. Then it presents research prabtem
highlight the gap in the literature. Next, it states the ant objectives of the
research. After that, the research process is descrimdr, the chapter

provides an overview of thesis structure.

1.2 Research Background

Governments and companies are investing more and more money in
employing information system (IS) solutions. As more money is spghat
level of risk of these projects, in terms of potential failusegrowing. The
monetary cost associated with the failure of IS projects has dstEnated at
“billions of dollars annually. In addition, due to poor functionality, up to 15%
of IS projects are discarded at the time of delivery (Char@@05). According
to the Standish Group report (2011), only around 37% of IS projects were
considered successful, with 11% being declared failures and trenmegn
42% facing issues related to time, cost, and quality (SchwaleBatherland,
2012). What magnifies problems is that some of these progriinue
consuming resources without achieving their targets. This meahsuba
projects are permitted to continue with neither putting appropmategement
in place nor rejecting the project, and this can lead to an adiscalof
associated problems. In other words, the real issue is thabjeEPEscalation,

which is:

“...a term often used to describe troubled projects that go wildly over budget
and/or drag on long past their originally scheduled due date, but cotdinue
absorb valuable resouré&eghang et al (2003, p. 115).
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Moreover, Keil (1995) argued that this phenomenon is well
documented within the management literature and is refernedthe field of

software project management as IS Project Escalation.

Noteworthy, this research will consider the general signs of projec
escalation. These signs relate to unexpected and eventual @émtseproject
budgets, and unpredicted rises in delivery time. Thus, projeala¢isn is seen
as a usual faced challenge in the practice, instead of eiagtreme situation
of “Run a way” or totally “Out of Control” (Keil, 1995) over project

management.

Furthermore, although numerous research studies have investigated
phenomenon of IS project escalation and how to minimize its negatpaet,
recent reports suggest that almost half of the IS projects cartieduffer
various issues. This is in addition to the rate of projectifajlwhich is quite
alarming. This highlights how serious this problem is and the neddrtber

investigation.

Therefore, this PhD research proposes to contribute to current academic
thinking by highlighting new perspective on studying this phenomenon through
the application of Agency Theory. This Theory is concerned with the
relationship between a principal and an agent who works on behalf of the
principal (Mahaney and Lederer, 2003). In this research, the custsntee i
principal who needs an IS solution (i.e. Computer Software) and the IS
Developer is the agent who creates this IS solution (i.e. Computer

Programmer). This can be visualised in Figure 1.1

Figure 1.1: Applying Agency Theory to the Parties Involved in aRn@ect

Principal Agent

Works on behalf

: » | IS Developer
Hires

Source: Developed by the author based on the study of Kiel et al (2000).
2
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1.3 Research Problem

This being the case, it seems the literature on IS projeciatisn
implicitly assumes that the principal is entirely capatflé@dentifying goals,
and that the agent perfectly understands what the principal reqéirdhe
same time, the majority of previous research has primédysed on one
issue: the attitude of the agent or IS developer. For exarapiae studies
employed a number of theories, like Approach Avoidance Theory, Self-
Justification Theory, Agency Theory and Prospect Theory, to explain lew t
agent’s actions may lead to project escalation (Keil et al, 2000; Zhang et al,
2003).

This research investigated the reasons for and the conditions behind the
issue of project escalation in IS development projects by emplogn
extension of Agency Theory (Hendry, 2002). Thus, this research assuahes t
the principle suffers challenges in terms of incompetencynitheomes to the
transfer of knowledge (i.e. requirements) to the agent. This teaasituation
of information asymmetry on the principakide. In this respect, one of the
crucial challenges facing IS projects is the incomplete krageetransfer
regarding the customsr requirements during the Requirements Elicitation
(RE) phase (Pawlowski and Robey, 2004; Chakraborty et al, 2010). So, this
research focuses more on the impact of the custsnbehaviour on project

outcomes and operation.

Furthermore, according to the research’s assumption, it seems crucial to
deal with the issue of incomplete knowledge transfer in order to fudvissue
of IS project escalation in the first place. In this reganadysng and learning
from the successful applications of IS development itself sowrsdsul
(Ewenstein and Whyte, 2009). One of the possible ways to achieve this is
explore the process of requirement elicitation (RE) and invéstiba role of
the incorporated artefacts within this activity. In this partclyl there are a
number of employed artefacts and objects within the practice Sof |
development which assists bridging knowledge boundaries between the

developers and the customer (Barrett and Oborn, 2010).

3
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1.4 Research Aim and Objective

Considering the identified gap and research problem, accordingly this

research mainly intends to do the following:

Firstly, this research aims to investigate the reasons @ondsabehind
the challenges of (project escalation) and (incomplete knowledgeerpimsfS
development practice, in addition to explores the relationship betwesa the
two challenges. That is to identify the impact of customer’s behaviour in terms

of project outcomes and operation.

Secondly, this research aims to investigate the process ofeamgut
elicitation (RE) in IS development practice. This is to idertify role of the
incorporated artefacts within this activity, in terms of how thegmtjnanager
and developers effectively create and utilise these artefabtss, this is in
order to provide a possible solution with respect to the challenge of (incomplete

knowledge transfer).
Accordingly, the following are research questions:

Question 1: What evidence is there of conflict and contradiction by the
customer, in terms of knowledge transferring to the IS developers? And what

are itsimpactsin terms of project outcome and project operation?

Question 2: What form of knowledge transfer is evident between
customers and developers, in terms of the practical techniques and tools

provided by the project manager and devel opers?

It is worth mentioning, identifying research gaps and suggesting
possible solutions to deal with incomplete knowledge transfer are adhiev
through conducting an initial, broad critical literature review ofpi®ject
escalation, Agency Theory, and knowledge transfer in IS development practice
Moreover, this research is looking to achieve the following objestikFirst, to
propose a conceptual framework, which drawn by the extensive review of the
related literature. In which, this conceptual framework considersetiengs
that present the research problem, and clarify the direction ofaithed

investigations in this research. Second, to undertake the empisealrch part
4
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in the context of IS development in Saudi Arabia. Third, to conduct a number
of analytic techniques, in which these techniques fit with reseagioach.
Fourth, to develop revised and enhanced frameworks according to the
empirical findings, in which these frameworks address the aims ef thi

research.

1.5 Research Methodology

This research will rely on qualitative methods, and will collec¢a dia
Saudi Arabia in two stages. A number of semi-structured interviews avith
number of IS project managers will be conducted in the first sfagthe
second stage, a number of semi-structured interviews with a number of
customers will be conducted. This setting will offer an opportunity toesddr
the comments and feedback of both the principal and the agent, which in turn

will strengthen the findings through applying data triangulation ingkearch.

Ethical considerations were taken into account in line with Nottingham
University Business School Research Ethics Committee (NUBS 'REC)
procedures and ethics bodies that regulate social field work. The aitypayim
participants was maintained throughout all the stages of thigchselata was
kept confidential at all times, and in no way can participants bifigel in

this study.

1.6 Research Process

In order to meet the aims of this research, fill the idiedtigaps and
answer the research questions, a critical research procedseéa created.

Figure 1.2 shows the research process according to (Saunde 2067
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Figure 1.2: PhD Research Process

Formulate and clarify the research topic (Chapter 2)
IS Project Escalation

Critically review the literature (Chapter 2)
Apply the viewpoint of Agency Theory

v <

Critically review the literature (Chapter 2)

> Knowledge Transfer in IS development <
Additional literature review (Chapter 3)
B €

Critical Success and Failure Factors in IS Projects

v

Further Narrowing with critically literature revie(@hapter 4)

The impact of the customer on IS project escalation
in terms of the incompetency to transfer the knowldge

The roles of artefact in IS development practice to dal with
incomplete knowledge transfer challenge during RE pocess

v <

Understand your philosophy and approach (Chapter 4)
Interpretive Paradigm, Qualitative Approach

v <
Formulate your research design (Chapter 4)
Collect data on two stages using semi-structured iatview

Negotiate access and address ethical issues (CHapte
Employ Convenience and Snowball sampling techniques <

v <

Plan data collection and collect data (Chapters& 63
Undertake first stage, then second stage of data cedition

v <

Analyse your data (Chapters 5, 6, 7 & 8)
Use number of qualitative analysis methods

Write your project report (Chapters 9 & 10)
Write Discussion and Conclusion

v

Submit your project report and prepare for pregenta
Complete the thesis

Reflection and revision < Forward planning €«——

Source: Developed and modified by the author based on (Saunderd0€i7al
p. 10)
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1.7 Research Structure

Chapter 1 provides an introduction to the research. It startstiath
brief background of IS project escalation and Agency Theory relateatuite.
After that, it is followed by a short discussion with respecthi research
problem, aims, questions, objectives, and methodology. Then itesrea

research process. Finally, the research structure is provided.

Chapter 2 provides a review of the literature of IS projectl@soa
literature. Then it introduces the concept of Agency Theory, anddomise
it in this research to present its viewpoint. This will be folloviegda critical
discussion in order to identify the gap among previous studies, and to
determine the research assumptions in terms of targetederajeallof
incomplete knowledge transfer between the IS project's involve@padrtter,
the chapter focuses on knowledge transfer in IS developmenirétatature,
and aims to outline a strategy to deal with the challenge afnmiptete

knowledge transfer.

Chapter 3 focuses on critical success and failure factors pnoi8cts.
That is to provide a background with respect to these factors in order to support

and assists the analysis process.

Chapter 4 describes the research design and methodology. It starts by
developing the conceptual framework of the research. Then, it disctlss
appropriate philosophy and paradigm of this research. Next, it clarifiesrchse
design in terms of the proposed data collection plan and tootsr, Lik

identifies the suggested analysis strategy.

Chapter 5 sets the focus of the empirical research dtage=sents the
data analysis and resulting outcomes with respect to the viewpdBipobdject
managers in the first stage of data collection. The analgsibis chapter

addresses the first aim of this research.
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Chapter 6 considers the viewpoints of the customers in the seemed st
of data collect. Additionally, the analysis in this chapter ade®¢he first aim

of this research.

Chapter 7 analyses the related data to knowledge transfer from both
stages of data collection. That is in order to identify theriparated artefacts
within the process of requirement elicitation. Thus, analysis s ¢hapter

addresses the second aim of this research.

Chapter 8 uses some of the analysis outcomes in the previousrshapte
to investigate a number of IS development cases and situationss Trhatder
to identify the main reasons and actors behind each outcome of a pmject

RE process.

Chapter 9 presents an overview of the core findings of the andlysis
discusses the findings and then relates them to the revidesdure on the

light of the employed theories and stated aims.

Chapter 10 provides a number of recommendations to support the field
of IS development in response to the recent reported rate of trqubledts,
particularly the escalated ones which often result due toinancurate
understanding of customers’ requirements. So, it highlights the practical and
theoretical implications of the research, and how this reseaiit add to
current knowledge. The chapter then concludes with a discussion orchesea

limitations and makes recommendations for future research.
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2.1 Introduction

The last chapter provided an introduction to the research, and an outline
of its aims and research structure. This chapter reviewsda venge of

literature which draws upon numerous related bodies of knowledge.

This chapter begins by reading through IS project escalation delate
literature. The concept of Agency Theory introduction comes nextiadhise
the viewpoint of this theory to examine and identify the gap withinlghe
project escalation previous studies. Then, the chapter focuses on thespobce
requirement elicitation (RE) between customers and developersS

development projects. Thus, it reviews number of knowledge transfegptsnc

2.2 1S Project Escalation
2.2.1 Defining IS Project Escalation

Zhang et al (2003) defirfgoroject escalatichor “runaway projectsas
“terms often used to describe troubled projects that go wildly overebudg
and/or drag on long past their originally scheduled due date, but continue t
absorb valuable resourtgp. 115).

Project escalation also leads to on-going commitment to the projec
with fear of negative comments and uncertainty over outcomes. Mareov
Brockner (1992) refers to an as. the tendency for decision makers to persist

with failing courses of action(p. 39).
2.2.2 History of IS Project Escalation

Keil (1995) argues that IS project escalation, as a phenomenon, has
been well documented within management literature and field of software
project management. Since troubled IS projects were permittedntnwe,

with neither a halt being called nor appropriate management adtiem, {goor
9
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project management was blamed for the negative results. Fuditegrm
escalation is considered a common phenomenon within IS development
practices (Abdel-Hamid, 1988). There are numerous of reasons behind the
challenge of IS project escalation. One of these reasons could heathgible
nature of such computer software product, in addition to absence of sensibl
project milestone. This results to incorrect progress reportimthleads to fake
feeling of project’s closeness completion or “completion effect as described

by Conlon and Garland (1993).

Another reason is re-setting project scope. This happens in response to
changing clientsrequirements during the operation of the project. In terms of
software development, this may result in the cancelation of up toobQbe
completed project structure. Therefore, in fact, IS developmewinisidered a
complex task due to the associated uncertainty of work processes yuaihtly
the need to introduce additional business knowledge from various stakeholders
Keil (1995). Thus, it will lead to further vagueness in deciding whetber

abandon or continue a troubled project.

Within the early literature of IS project escalation, Staw &ubs
(1987) suggested that it is possible to explain such a complex phenomenon

through four types of influential determinants. They are as follows:

(1) Project Factors

These factors depend on the nature of the project itself and how the
management team views its objectives, such as budget, expected
duration and difficulty. Projects tend to escalate in cases where is

a possible huge payoff, in cases where there is a consideralgé targ
which involves long-term investment, or in cases when challenges ar

considered as recoverable issues.

10
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(2) Psychological Factors

These factors are concerned with project managers’ perceptions of and
reactions to project issues. Furthermore, psychological fasiate to
earlier experiences with similar projects, and the sense pdmsility

felt for the outcome. Thus, these factors impact on the perception of
information. This area has particular impact when the project mgnage
with an earlier successful history, tries to maintain and tuworar a
failing project by consuming more resources, rather than termgnati

the project or admitting to a poor decision earlier in the process.

(3) Social Factors

Social factors are concerned with the existence of competitiabryr
between project parties or groups (i.e. between the decision-making
group and another social group). In addition, social factors highlight the
need for external justification and consistency of standards. For
example, escalation is influenced wheexternal stakeholders have
been led to believe that the project is (or will be) successha when
norms of behaviour favoustaying the coursg (Keil, 1995, p.423).

(4) Organisational Factors

These factors are affected by the extent to which the projectisefia
organisatiofs politics and goals. In cases where higher management
has political support, or where the project is part of a constitution,

escalation of the project becomes more likely.

In order to provide better understanding and to investigate the
possibility of observing such a phenomenon in actual IS practice (¥3£b)
developed a research model in Figure 2.1 based on the project escalati

factors of Staw and Ross (1987).
11
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Figure 2.1: Model of Project Escalation

Project Factors

Psychological Factors>
Social Factors y
Organizational

Source: Adopted from Keil (1995, p. 422)

Project Escalation

Based on this model, an in-depth single case study of an IS project
called “CONFIG’ was reviewed. This project started in the 1980s, faced
numerous issues, and kept consuming millions of dollars until it waglhalte
1992. The data was collected in three different ways: interviewing,
observations, and through reviewing records. The findings suggesthihat
project demonstrated several factors including the ones adoptied madel,
in addition to influence of the managerial implicationsapgpears that project
escalation, in this case study, occurred due to inaccurateiotdeaiaking
during operation. The study also presented the outcomes of the pasject

having a negative impact on the organisation.

Later investigations, however, have tried to find other reasons
project escalation by employing various theories and assumptiona wiaig
provide a better understanding (i.e. Keil and Flatto, 1999; Keill,e2000;
Zhang, 2003). The following section will review and discuss some o€ thes

theories.

2.2.3 Theories to Explain IS Project Escalation Behaviour

Numerous studies and theories have been proposed in attempt to
explain the types of behaviour surrounding project escalation. For example,
Approach Avoidance Theory, Prospect Theory, Self-justification Theory, and

Agency Theory. The following will focus on each of these theories.

12
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2.2.3.1 Sdf-Justification Theory (SJT)

Since initially proposed, Self-Justification Theory (Staw, 1976) has
been well useiéh widespread escalation literature. Staw’s role play experiment
demonstrated that additional resources tend to be used when a persen feels
sense of personal responsibility for a previously failed coursectibna
According to SJT, people are willing to escalate their actionsdierao justify
earlier actions, even though outcomes may be worse. People willeignor
negative evidence and commit more resources because theysfemigible. In
other words, SJT suggests that escalation occurs particularlys@s ezhere
existing commitment equals negative information (Keil and Flat@09).
Actually, within the concept of SJT, activity escalation seemmiset impacted
by “retrospective rationality concept, where a prior action is defended to

prove its competence by the decision maker (Whyte, 1986).

Whilst SJT is considered the first and most popular theory to explain
escalation phenomenon, it has been criticized in some escalatioasstadr
instance, Brockner (1992) argued that a limitation of SJT is tipmovides an
incomplete explanation for such a phenomenon. Thus, other theories have been

developed to aid understanding of escalation.

2.2.3.2 Prospect Theory (PT)

From the literature of human decision-making, prospect theory was
proposed to contribute a better understanding of the behaviours associhted wi
escalation. According to Whyte (1986), PT is concerned more with the
motivation to make a decision, particularly in risky and uncertairatoons.
Furthermore, PT assumes a level of risk aversion by staff, agkess and
respond to risk based on how the situation is perceived. As such, thig theor
shows that in cases of risk-seeking, individuals react by choosimgedre
(certain loss), or (possible bigger loss) with probability of conmbagk to
reference point. Therefore, it is possible that escalation may as result of
the choices of decision makers. Moreover, this theory helps ttyjtrsti effect

of ‘sunk cost’, or “throwing good money after badbecause it encourages the
13
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perception of a balance of risks in terms of escalating commitivéhyte,
1986).

Prospect theory is different to SJT in terms of personal respotysibili
developing commitment. On one hand, SJT indicates that escalation is
supposed to take place where a level of culpability exists on theofptre
decision maker for an earlier failure. On the other hand, prospeatythe
implies that moving towards escalation should be based on a choice mbetwee
two losses, and personal responsibility is not the primary factordonirig this

choice, though it could be contributory one.

2.2.3.3 Agency Theory (AT)

This theory provides another perspective on the escalation
phenomenon. Initially, AT was used in corporate governance. It concsetis it
with the issues between a principal and an agent who works on the behalf of
the principal. According to AT, problems occur when an agent acts fomnnis
benefit rather than for the benefit of the principal. In other wotds, the
agents opportunistic and self-interested behaviour which leads to problems
(Mahaney and Lederer, 2003). Regarding the escalation issue, #gtre
keeps some information related to project progress and expected @aréerm
secret, and the principal is unable to observe ageattivities, then
information asymmetry arises. In this situation, a decision by timeipal to
halt the project would damage the agenteputation. Therefore, the agent
tends to maximize self-profit at the expense of the prin@gaiofit (Kiel et al,

2000). There will be more discussion about Agency Theory in section 2.3.

2.2.3.4 Approach Avoidance Theory (AAT)

In any difficult situation, because of opposing forces, there is a
dilemma; whether to pursue or withdraw. Within the context of AAT,

escalation of activity is recognized as a result behaviour betpe®noting

14
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forces which encourage continuance, versus restraining forces which support

abandonment (Brockner and Rubin, 1985).

Such driving forces may outweigh abandonment forces for many
reasons, for example, the withdrawal cost, the value of goal achént, and
the closeness to the goal itself. Therefore, it seems delatehat is called the
“completion effect, which is the wish to accomplish any mission that has
begun. This effect has a notable effect on attitude, because etatesr with
future gains (Mann, 1996). Furthermore, such an effect may leadatagsn
in commitment in terms of goal replacement and at the same tnay

influence the suck cost effect (Conlon and Garland, 1993).

This completion effect is more likely to occur on software development
projects, because such projects have a syndrom®Q$f% completé. This
refers to gradually increasing work progress up to 90%, which is sog®etim
reached in half of the project duration. After that the achievensnt is
estimated to be fraction and slow (Abdel-Hamid, 1988). Thus, it leads tea fals

feeling that completion is near.

Among all these theories, while the aim was to clarify esoalat
attitude, one of the purposes of the study of Kiel et al (2000) wasdstigate
whether different models based on constructs deriving from theseetheasi
clarified in Table 2.1, can differentiate an escalated project feomon-

escalated project.

Table 2.1: Theories and Constructs Used in IS Project EscalatieratLite

Model based on Constructs
Self-Justification Theory Psychological Self-Justification, Social Self-Justificati
Prospect Theory Sunk Cost Effect
Agency Theory Goal Congruency, Information Asymmetry
Approach Avoidance Theory| Completion Effect

Source: Developed by the author based on the study of Kiel et al (2000)

15
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In Kiel et al’s (2000) study, two forms of research survey were
developed. One of the forms aims to collect data from escal&tgdojects,
and the other aims to collect data from the non-escalated ones. The
participation rates were 70% and 30% respectively. The reason ®&r thi
grouping is to provide a reference point in order to allow comparisen lat
while taking into account the significant differences in the rebebase of
escalated and non-escalated IS projects. Assuming that IS awddoid be
more objective in monitoring IS projects, the IS auditors fromnf@mation
Systems Audit and Control Association (ISACA) in the U.S. were chosen to be

the sample in this study.

The analysis focused on 579 returned surveys out of the 2231
distributed. Based on the findings, all models notably managed taneeidee
probability of project escalation. Furthermore, many of the construct
presented some positive attitudes in classifying between estaate non-
escalated projects. According to the findings, the model, which is based
approach avoidance theory, achieved the highest result by correctly
categorising 70% of both types of projects. The model, based on Agency
Theory, also performed significantly in categorising escalated -
escalated IS projects. On the other hand, the models based on tfat&ios
theory and prospect theory performed well in categorising escalatest{sroj

but poorly in categorising non-escalated IS projects.

2.2.3.5 Project Management (PM)

While the constructs derived from previously mentioned theories
showed signs of reasonable categorisation of the escalated and notedd&ala
projects, there was no examination of constructs related to projeege@ent
literature. Thus, Keil et al (2003) designed a model using construdiedie
from the project management literature. These constructs and their

relationships to project escalation is as follows:

16
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(1) Project Planning

Improper planning may negatively impact on the common
understanding and scope of a project. Thus, without clear checkpoints
or deadlines, it is hard to manage tasks or distinguish between mdht a

wrong actions.
(2) Project Specification

Poor specification tends to lead to a need for frequent modification and
scope changes. As a result, this often leads to a revision of ceahplet
activity and instruction. This in turn affects operational costs,
scheduling, and project potential. In addition, the sense of achieving

within the designated timescale will be affected with each change.
(3) Project Estimation

Project estimation covers one of the central issues in IS prpjebish

is estimating required resources such as time, money, and staff
Underestimation will lead to significant deviation from original gan
and difficulty in distinguishing between normal deviations and the

crucial ones.
(4) Project Monitoring and Control

The main goal of monitoring and controlling actions is to manage the
project well and continually bring it back on track. Poor controlling and
monitoring methods results in an inability of management to take
corrective action in response to any issues that arise. Furtheriaor
troubled project may be allowed to continue to consume resources
while it might otherwise be terminated or significantly redirdct8o
without performance and progress monitoring, schedule and budget

overrun may go unnoticed.

The analysis used data which was collected as part of Keil et al’s

(2000) study. The findings suggest that project management congirontie
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significant capability when it comes to categorising escalated @on-
escalated IS projects. In fact, this model offers better imality than
previously mentioned models which are based on escalation liter@iueeof
the possible reasons for the significance this model achieved isicthe
evidence that project management context provides. Moreover, thieuctss
of project management are clear and easily accessible. Theng, are

understandable and related tamagers’ objectives.

2.2.3.6 TheProcess of 1S Project Escalation

While numerous studies have investigated the reasons behind project
escalation, identified which factors directly impact on project muts, and
provided models based on independent constructs, only few have focused on

escalation process (i.e. Staw and Ross, 1987).

Thus, Mahring and Keil (2008) aimed to develop a process model
which described and recognised the procedure and steps leading toira certa
project outcome. At the same time, this process model should be ablefyo cla
based on a specific logic, what triggers a course of action betsiages.
Mahring and Keil used a single, in-depth case study of a troubled banking
system called (NDS). The data was collected using qualitativéhoahe
(interviewing staff), observing implemented IS solutions, and studying
corporate records (i.e. documents, videos, reports).

The target process model describes three main phases that 1S projec
escalation may go through: drift, unsuccessful incremental agaptahd
Rationalised continuation. There are also some within-phasing andrinigg
situations which can encourage development from one phase to the next, they
are: project framing, problem emergence, increased problemilitysiand
imminent threat to project continuation. At the end of the process, a de-
escalation initiation outcome will be triggered. The following wiipkin each

of these phases and triggers as presented in Figure 2.2.
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Figure 2.2: The Escalation Process Model of IS Project &soal
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(1) Project Framing (Antecedent Condition)

This triggering situation, prior to the launch of the project, cotlees
primary business argument and the emerging view to the organisation.
Much of the existing literature highlights the relationship between
framing and escalation in terms of decision making (e.g. Whp&5).
Therefore, framing has a significant impact on operations in tefms

how the project is perceived and how this shapes subsequent actions.

(2) Drift

This is the first phase in the model and previous literature agbeitt
‘drift’ happens in the early stages of escalated projects (Sauer, 1993 and
Drummond, 1996). Two uncertain elements influence drift: project
charter ambiguity, which refers to the lack of a clear outconiaitien

and what should be accomplished, and project goal and direction
conflict, which concerns the impact of vagueness and deviation in a

projects perception and future.

19



Chapter 2: Literature Review

(3) Problem emergence

According to this, problems keep appearing as long as drift continues.
This in turn affects the relationship between the project and its
controller in terms of reactions and decisions, available knowleadhgke,

the readiness of any contingency plan. Thus, the project manager will
have an additional responsibility to deal with and will have to solve

emerging problems.
(4) Unsuccessful Incremental Adaptation

Commonly, where problems are identified, management responds in
limited ways and without significant modification of the originalrpla
Persistently avoiding solving or dealing with issues in this wag$ to
escalation. However, the issue of incremental adaptation is nistl&al
projects, and is only considered problematic when the nature of the

problem does not allow for suitable adaptation.
(5) Increased problem visibility

As a result for pursuing unsuccessful incremental adaptation, the
problem may increase in terms of importance and complexity, and
becomes more unsolvable. In this case, a decision should be made

regarding the continuation of the project.
(6) Rationalised Continuation

In this phase, even though the problem is acknowledged, the
continuation of existing attitudes justifies and marginalises this
acknowledgement. Thus, any new procedures set in place to address
any issues will be ignored and instead, there will be a reliance on
previous responses. In the previous phase, the response was based on
the assessment of the problem as manageable. Later, although the
inadequacy of that assessment may be evident, excuses for dilure
earlier actions may be made and any alternative course of aclite

presented as equally or more problematic.
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(7) Imminent threat to project continuation

The persistence of the rationalised continuation phase is likely to
jeopardise the project, and put it in a position of imminent threat.

However, some literature (Ross and Staw, 1993 and Keil, 1995)
suggests that such a hazard, either from inside or outside the company

will trigger the tendency to resist escalation.
(8) Outcome: De-escalation

This is the last outcome of the entire escalation processewhés
clear that the earlier decisions and reactions lost theslilality. At this

point, the project should be either abandoned or redirected.

In summary, the findings suggest that escalation may occuresik
of the continual ineffective handling of difficulties that presdrgniselves
while the project is running. In fact, frequent mismatching of swigtiand
problems will lead to increased escalation. Furthermore, the sigrscalation
can be seen in the early stages when a project is framed, whictes on the
motivation for the project and how it is viewed. This study introduces an
additional factor into the complex process of escalation: spetyfidadw a

running project can be developed in an inappropriate way.

2.2.4 Section Conclusion

All'in all, based on the IS project escalation literature revieappears
that project escalation is a general phenomenon which may occur igpany t
of project. Escalation is more likely to occur in an IS projecthatsame time,
IS project is considered a complex task with uncertain processe=iredahe
products intangible nature as computer software, together with the need to
introduce additional business knowledge from various stakeholders. Inteed, i
is a problem which induces significant cost to both organisations and
governments. Numerous previous studies contributed to investigate this
phenomenon. In this respect, some of these studies identified a nomber

factors which have direct impact on projectesults. Other studies created
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models using constructs derived from a number of psychological the¢ories
distinguish the signs of escalated projects. A later study desmmaeddel to

describe how escalation process develops.

This research aims to contribute to current academic thinking by
highlighting new perspectives to studying the phenomenon of IS project
escalation through the application of Agency Theory in order to identify

possible gaps in the literature. The next section will shed light onapis.

2.3 Agency Theory
2.3.1 General View

Agency Theory concerns itself with the issues between a principal who
hires an agent to working on the behalf of the principal. It is possildatline
this theory as follows: in a perfect situation, where all padresrational, the
principal assigns authority to the agent who works on the behalf of the
principal, then, the principal simply pays for the agewoutput. Usually, there
should be no problem where the agent is honest and works perfectly within the

principals interest (Mahaney and Lederer, 2003).

One of the common applications of Agency Theory is known as the
principal's problem (Ross, 1973). It is possible to expand this point as follows:
in a perfect situation, where all parties are rational, the ipahassigns
authority to the agent who works on the behalf of the principal, then, the
principal simply pays for the agéatoutput. Yet, due to uncertainty in the
situation and the impact of external pressures on the output, both parties
usually sign an incomplete contract, in which the agent will be paedban
his efforts. There will be no problem where the agent is honest and works
perfectly within the principdb interest. However, Agency Theory assumes the
agent is not perfectly honest. Thus, the agent is assumed to be oggiartuni
and self-interested, with different goals to the principal, andbseree of
effective control as a result of incomplete knowledge (Hendry, 2002; Kei
2005). Moreover, according to Sharma (1997), due to the huge extent of

specialisation in professions, out-source service organisations hare be
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considerably raised by the modern economy. Such organisations usd skill
workers to provide various services on a contract basis. Thus, the grimitipa
hire an agent, who is a professional in the field, to achieve theigalisc
objectives. Due to the high level of professionalism that the admsitit is
difficult for the principal to track or monitor the agenbehaviour. At the same
time, if the agent does not have the ability to transfer his stad&ting to the
principal, this will fuel a situation of information asymmetry. ride, the
problem occurs when an agent takes advantage of this situation, and s for
own benefit rather than for the benefit of the principal (Sharma, 1987 eK

al, 2000).

Furthermore, considering the challenges in such a relationship, (Keil
2005) pointed out that within the last decade the demand for out-sourcing in
the field of IS has increased dramatically. Like any out-soseceice, they
share the same economic relationship between the principal and theTdue
following will focus on three main types of problems, in terms of coatthn

and motivation, in this relationship.
(1) Adverse Selection

This is concerned with the risk that an agent may make a dishonest
claim about delivery of the outcomes, based on misrepresentatioa of t
agents capabilities. In this situation, the principal cannot accurately
judge the agefd quality or intentions, thus the principal may pay more

than the agerd actual value on the market.
(2) Moral Hazard

This is concerned with the risk that the agent’s effort will be inadequate
compared to that agreed to achieve the pringpabal. This problem
arises when the principal cannot observe or control the ‘sgaititude,
due to the inability to interpret the reported information. In other words,

it is the effect of information asymmetry.
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(3) Hold-up

This is concerned with the risk that the agent exploits the other party
dependence. For instance, even if the principal was aware of the
opportunistic behaviour of the agent, in some cases it is less agens
for the principal to keep the current agent rather than signing a new
contract. The impact of this problem is evident when there is aiconfl

of interests and goals between them.

In response to the issues in the relationship between the principal and
the agent, and in order to encourage the ageiatcus, the principal can
monitor the agens actions. In addition, the principal can also pay the agent
based on outcomes (incentive pay). However, these solutions seetikalpst

to increase cost for the principal (Hendry, 2002).

2.3.2 Extended Agency Theory (Principdk Other Problems)

The standard assumption of Agency Theory is that project objectives
are identified by an entirely competent principal, and the entoemgpetent
opportunistic agent is looking to achieve his own goals. Thus, using monitoring
or incentive payment will encourage the agent to be honest and entirely
competent when it comes to delivering the princpabbjectives. The
application and study of Agency Theory has been dominated by this
assumption of agent opportunistic and self-interested behaviour. However,
according to Hendry (2002), this assumption has been frequently disputed by
writers on management for two reasons. Firstly, applying the folgency
Theory to predict the attitude of members in a team, based on compensat
and profit sharing scheme, has failed. Secondly, since mandgeesnd on
both their own misleading feelings and othensccurate opinions, working in
the management field is not easy. In fact, judgment and dstrate crucial
parts of managerial activities. So, it seems thatébrmmon sense to employ
professional management and train them, particularly in the ardigavétion.

In response to this critique, two questions have arisen:
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“To what extent are Agency Thetsypredictions dependent on its particular
behavioural assumptions and to what extent on more general properties of
agency relationships? Can they be generalised or extended sallasvtfor
different behavioural assumptions, more naturally appropriate to the
management contextPHendry, 2002, p. 98)

Therefore, in order to extend Agency Theory, Hendry (2002) ignored
the previous assumption and instead proposed ‘thdoth principals and
agents are honest and enter into obligations to achieve, as hesathdheir
principals objective$ (p. 101). In this situation, problems may occur when the
principals goal is difficult or too complex to be captured. In addition, the
principal may not be capable of communicating the information to teetag
Thus, these problems are linked with the less ability of people tofygpleeir
concerns. Thus, it presents issu€sgecification and incompetericen part of

the principal.

Based on the results, Hendry (2002) provided and considered some
propositions that differed from the existing theory. For examplestédredard
theory provides some predictions for the impact of monitoring an ‘agent
attitude. However, since this monitoring function does not include any
guidance, it has no affect in the context of the new theory. Anothefisagrii
difference is in the case of information asymmetries. Onotiee hand, the
standard theory suggests that abstracted tracking will promote agent
opportunism, and encourage the principal to use outcome-based payment. On
the other hand, the new theory suggests that in such a situation, ritipgiri
will rely more on the loyal aget#t efforts, and keep away from outcome-based
payment, because the agent works for the pringgagnefit all the time. In
addition, the theory concludes that this analysis does not contradict the
standard theory. Rather, it is an extension which presents othareteatf
principal and agent relationshipSMore important, it opens the way for
applications of Agency Theory to more complex management situations in

which opportunism is not the central is5p.98).

In summary, according to this extended Agency Theory, there is a
problem on the principal side, which is the inability to transfer knovelestg
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understanding. In other words, due to goal complexity, the principal may be
incompetent in terms of adequately explaining what he wants or sharing

knowledge effectively with the agent.

2.3.3 IS Project Escalation from the Viewpoint of Agency Theory

According to the viewpoint of Agency Theory, the customer is the
(Principal) who needs an IS product (i.e. Computer Software) and the IS
Developer is the (Agent) who creates this IS product (i.e. Computer

Programmer). Figure 2.3 clarifies this point.

Figure 2.3: Applying Agency Theory to the Parties Involved in&aPRioject

Principal Agent

Works on behlf

: > ( IS Developer
Hires

Source: Developed by the author based on the study of Kiel et al (2000)

This being the case, the majority of previous research hasrjyima
focused on one issue: the attitude of the agent or IS developer. Taldkhpa
point, a number of theories (for example, Approach Avoidance Theory, Sel
Justification Theory, Agency Theory and Prospect Theory) were used to
explain how the agent’s actions may lead to project escalation (Keil et al, 2000;
Zhang et al, 2003). Moreover, in the study by Keil et al (2003), a nupfber
constructs, deriving from project management literature, wesed to
distinguish the characteristics of an escalated projedhisnrespect, the fact is
that these constructs belonged to the dgesitle, in terms these constructs are
in a place of IS project managerconcern. Furthermore, in another study
which outlined a process model to describe escalation behaviouriiglamd

Keil, 2008), the role of the principal or customer was absent. Addityorihe
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majority of the process was running at the agent side. Siywilarhen
considering the impact of information asymmetry in suchlatioaship. As a
consequence, the literature suggests escalation occurs diee tageénts
attitude and the way in which they take advantage of informatiomrasyry
(Keil et al, 2000).

2.3.4 Research Problem

The issue of information asymmetry is a key concept in the appircati
of Agency Theory and its extension. It seems there are differentrszena
terms of the structure of the relationship between the principal aragtre.
These scenarios differ in terms of who the competent party is and howahey
successfully transfer knowledge to the other party. Table 2.2 shows the

scenarios.

Table 2.2: The Possible Situations for the Relationship betweenitiogBf
and the Agent In Terms Of Knowledge Transfer Competency

Agent

knowledge Transfer | knowledge Transfer
Competent Incompetent

knowledge Transfer | Scenario (B) | Scenario (A)
Competent

Principal

knowledge Transfer Scenario (C)
Incompetent

Source: Developed by the author

The following describes each of the scenarios:
Scenario (A): Competent principal and incompetent agent

Sharma (1997) provided a frame work for this scenario, where
professional agent maycontrol relevant task-related knowledge

which in turn gives the power to the agent over the principal, thus,
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information asymmetry arises as result. Keil et al (2000¢stigated

this scenario using constructs derived from standard Agency Theory.

Scenario (B): Competent principal and competent agent.

Such a situation (where information asymmetry is not the main aoncer
unlike in the case of Agency Theory) has been previously investigated
using number of theories, such as Self-justification theory, Prbspec

theory, and Approach Avoidance theory (i.e. Kiel et al, 2000).

Scenario (C): Incompetent principal and competent agent

Hendry (2002) provided a framework for this situation in which the
issue of information asymmetry arises. To the best of the &asthor
knowledge, this scenario has not yet been employed in the field of IS

project escalation, which presents a gap in the literature.

This research is not concerned with the last possible scenario, in which
incompetent principal meets incompetent agent, as this araaps/ ieyond

the scope of this research.

The majority of previous studies have implicitly adopted the
assumption that the principal is entirely capable of identifyindsg@and that
the agent perfectly understands the prin¢ipatquirements. It is widely
suggested that in this situation escalation occurs as specifecemarios (A)
and (B).

Thus, referring to the described gap in Scenario (C), this resea
employs the provided framework by the extended Agency Theory (Hendry,
2002), and investigates the reasons for and conditions behind the issue of
project escalation in IS development. Consequently, this resassaimes that
the principle suffers challenges of incompetence when it comesnisferring

knowledge to the agent. This leads to information asymmetry.
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In exploring, how information asymmetry can affect the operation and
outcomes oh project, Mahring and Keil’s (2008) process model of IS project
escalation is useful. Findings from their research suggest sigas of
escalation can be seen at the early stages of a projeekaimple, when it is
initially framed. Escalation may be the result of the continnefféctive
handling of difficulties that present themselves when the projeainising.
Therefore, it may be that the problem started at the beginning, wigen t
principal was unable to successfully transfer knowledge. This means, this
research focuses more on the impact of customers’ behaviour on project

operations and outcomes.

Furthermore, this research suggests that in order to deal wilagsn
in IS projects, it is crucial to deal with the issue of knowledgesfex
incompetency in the first place. The next section will focus on the Beses
and challenges concerned with the transfer of knowledge between customers

and developers in IS development projects

2.4 Knowledge Transfer in IS Development Projects
2.4.1 General view

Investigating the process of transferring customkrowledge to IS
developers, or what is known as requirement elicitation (RE), rayiseaa
interesting subject in IS studies. The aim of this processpeetosely identify
the needed customer’s requirements. Another aim for RE process is to discuss
and approve these identified requirements before starting the deesibpm
stage (McConnell, 1996). During this process, the customer sits oridme
and is viewed as the knowledge source: informing about details such as
business roles, the desired screen layout, required functions, andeatiees
that make up the entire project. The developer sits on the othexrrsldects as
a system analyser in terms of receiving information and undeista the
requirements. The developer then begins to create the proposed IS product
according to the customer’s needs (Leffingwell and Widrig, 2000; Davis et al,
2006).
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Investigating the process of knowledge transfer in the field of IS helps
to determine the difficulties and the opportunities that could be facsdch
practice. As result, this investigating assists to enhancerigss, in terms of
focusing on the identified strengths and dealing with the discovered
weaknesses (Chakraborty et al, 2010; Urquhart, 1997; Mathiassen et al, 2007
Particularly, the issue of incomplete knowledge transfer is comsides one of
the crucial factors in IS development project failure (Pawlowski Robey,
2004). In this respect, Lindquist (2005) showed that up to 71% (the highest rate
of all factors) of IS development failure is the result of pcaguirement
analysis. Furthermore, Davis et al (2006) stated that the chaltdngeclear
requirements represents a significant failure factor 90% inelal§
development projects. Moreover, the expense of such a challenge was
estimated at $100 Billion in the USA in 2000. Expenditure does not only
include project failure but also the cost of rectifying errors.sTdlbne is
estimated to represent up to 75% of the total cost of project fdihaeey and
Cope, 2008).

In addition, the literature identifies a number of factors for imipgv
the system analysis process. According to Chakraborty et al (2018)dhes
include, for example, using various communication techniques (Ockdy et a
1998), or engaging the customer through participatory design approaches
(Lynch and Gregor, 2004). Also, a number of methods and techniques have
been suggested to influence RE activity, such as employing diffecetgling
and conceptualizing procedures (Wand and Weber, 2002), conducting novel
interviewing (Browne and Rogich, 2001), and using Joint Application Design
(JAD) sessions (Liou and Chen, 1993).

Table 2.3 shows 12 techniques to elicit the requirements as Davey and
Cope (2008) identified them based on the framework of acquisition of
requirements (ACRE) of Maiden and Rugg (1996).
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Table 2.3: The 12 Acquisition of Requirements Techniques

ACRE techniques
Observation Unstructured interviews
Structured interviews Protocol analysis
Card Sorting Laddering
Brainstorming Rapid prototyping
Scenario analysis RAD workshops
Ethnographic methods Repertory grids

Source: Adopted from (Davey and Cope, 2008, p. 544)

Although there have been numerous contributions to this field, scholars
still note limitations. Davey and Cope (2008), for example, argue ttieat
majority of information system theories assume that requirementahaes/s
stable. This ignores the dynamic and changing nature of many orgarssat
Thus, this negatively reflects on the feasibility of communicaticrcesses
between parties involved. More, Chakraborty et al (2010) point out that over
the last fifteen years, there has been a significant change ipractice of
requirement development. Moreover, the suggested RE techniquedesktrac
from a number of studies seem hard to manage. Furthermore, Math&tissl
(2007) discussed the challenge of establishing interactive commonicati
between developers and customers due to the shortness of projectlif®-cy
This is in addition to the risk of a general communication gap between
customers and developers, and the issue of usinfamiliar language that is
domain specifit during the interactions. Consequently, it should be considered
important to focus more on interactions within the process of RE and how
information relating to customer requirements is transferred to cles
(Urquhart, 1997 and Mathiassen et al, 2007).

In this respect, the issue of knowledge transfer has a significantimpa
on activity as it guides learning (Jabar, 2012). The following sectidriagilis

more on knowledge transfer body of literature.
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2.4.2 Knowledge Transfer

Kumar and Ganesh (2009) defined knowledge transfer as an
exchanging activity, in which a party provides knowledge (i.gét taiexplicit)
in order to be received and used by another party. This party coulpdrscen,
group of people, or organisation. Moreover, when it comes to investjgat
knowledge transfer, Joshi et al (2007) highlighted the importance of identifying

the suitable epistemological views which serves the pergpaxtthe research.

There are three common types of epistemological views: Cagtitti
Connectionistic, and Autopoietic. The first perspective (Cognitiyistic
considers knowledge as a fixed entity, like data stored in corspated
manuals, so knowledge itself has no role in the transferring process. However it
seems to be sharable without any problems between the ermtiteesyithout
any significant impact by other factors like process rulegrior knowledge.
Under the second perspective (Connectionistic), knowledge does notseem t
have common characteristics. Rather, it is consideredrdasxtual. Moreover,
within this perspective, transferring knowledge seems to be chalten
because of the number of factors, for instance the context of the knowledge, the
need for common understanding between knowledge source and receiver, and
connectional social-interaction related issues (i.e. tiesetwork). The third
perspective (Autopoietic) originates from the concept of self-ptamuc
Knowledge here is considered to be generated in an autonomous manner
without abstract characterisation. As a result, this perspeessumes that
knowledge is something to be created rather than somethiritate, dike a
dependent history. Venzin et al (1998) pointed out that no view i€ mor
preferable than the rest and that it is a matter of pickiagohe best suited to a
situation or area. On this basis, Joshi €2é7) presented ‘Connectionistic’ as
the most appropriate perspective for IS development reseagthng that it
provides cooperation and interaction, and supports learning through humanisti

communication.
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On another note, in an organisation, knowledge can be categorised into
explicit and tacit. Explicit knowledge may include such things asualan
instructions, descriptions, or formulas which can be documented aretlshar
Despite cooperative efforts, the majority of companies and comties can
access this type of knowledge as it is possible to store ishmaged database.
The other type, Tacit knowledge, is totally the opposite as it sexist
humanistic perceptions and behaviours. This type of knowledge may ansist
things like thoughts, insights, and beliefs. So, as tacit knowledge is reliant upon

context, it is not easy to formalise it or share it with offeeties (Jabar, 2012).

Within the context of knowledge transfer, there are number of &spect
drawn from organization science (Pawlowski and Robey, 2004), theviiofjo

will describe some of them.

2.4.2.1 Situated Learning and Community of Practice

This type of learning originates from the belief that knowledge can be
gained socially, through perception rather than through direct learning.
Learning by social context is defined as a community of practicehich it is
represented by people gathering informally over common goals. o, thi
community is distinguished by the shared style of activity and thatents are

interpreted (Pawlowski and Robey, 2000). Such a community

“...includes the language, tools, documents, images, symbols, well-defined
roles, specified criteria, codified procedures, regulations, and ctntfaat
various practices make explicit.... it also includes all the uitptelations,

tacit conventions, subtle cues, untold rules of thumb, recognizable intuitions
specific perceptions, well-tuned sensitivities embodied understandings,
underlying assumptions, and shared world vie(Mgenger, 1998, p. 47).

Moreover, each community of practice has its own view for the world,
represented by values, meanings and shared knowledge (Brown and Duguid
1998). In this learning process, members gain knowledge through interaction

and communication with professional members. What makes the community of
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practice theory more interesting is its concerns with relatiansss

communities and within communities (Brown and Duguid 1998).

2.4.2.2 Broker

A broker is defined as a person who acts as a connection between
communities of practice, in order to facilitate information tfandetween
them and introduce new opportunities to learn. A broker may be barelydrela
to a community or may belong to another community entirely (Wed§é8).

Such a role provides numerous benefits, for instance it maintainsnits

core proficiency. Furthermore, this role prevents the proficiefroyn
becoming rigid by presenting the knowledge of the organisatistaff, which

in turn, leads to further appreciation and understanding based on the given
information (Leonard-Barton, 1995). Moreover, the broker may still be

involved in some ofommunity’s activities (Pawlowski and Robey, 2004).

2.4.2.3 Trandation

Since each community of practice has its own elements (i.eudgeg
tools, symbols, regulations), which have specific meanings accalitigir
social construction, it is necessary to frame these elemertsway that is
understandable or sympathetic to another commmitiew (Pawlowski and
Robey, 2004). Translation is therefore particularly important inithaakes
communication between two communities understandable, and this is the main

purpose of knowledge brokering.

2.4.2.4 Knowledge Artefacts

According to Kirsch (2008), in an organisation, the knowledge artefact
includes everything people use daily, such“asy piece of documentation:
memos, notes, emails, directories, articles, white papets la addition, it
includes non-physical things such ‘@bhoughts, conversations, recollections,

stories, and metaphdtg-urthermore, the knowledge artefact can be implicit or
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explicit, or even a mixture of these two forms based on how ieid, wghich in

turn has an impact on knowledge flow and utilisation. The procedure of
knowledge management includes managing the knowledge-holders as well as
managing the process which controls the flow. However, it sdeahghe rules

for this process do not clearly explain the reasons for carrgirtgeach
particular step. As a result, using artefacts seems s@ges$n order to
recognise these reasons. Therefore, identifying and employing the kigewle

artefact appears crucial in developing useful knowledge withorgamisation.

Additionally, Bechky (2003) argues that a number of previous studies
(Winner, 1980; Star and Griesemer, 1989, and Henderson, 1999, cited in
Bechky, 2003) have considered the artefact as one of the crucimkteat life
within an organisation. This is because this artefact has thty abienforce
the relationship between various communities. In addition, identifgimg)
studying this artefact helps shed light on the social dynaamusng various
occupational parties. For instance, people who work together to déabhwi

problem or to maintain the flow of a process.

2.4.2.5 Object Roles

According to Star (2010), the object is something that humansdnte
toward and with. In addition, it has material dimensions which migght
derived from action. Moreover, Nicolini et al (2012) suggds#s, tin the field
of cross-disciplinary collaboration, objects offer motivatiooss dollaboration
emergence, allow actors to perform across the boundaries, andsbstabise
for the activity’s infrastructure. In addition, such objects ‘embed’ and store the
knowledge (e.g. sketch of machinery parts) which makes them wsledul it
comes to dealing with issues (Bechky, 2003). In addition, with various
involved actors in a collaborated case, an object may perform a numbeisof role
at any time. Thus, this object may act as motivator and ataime time act as
background. This depends on the engaged actors (Nicolini et al, 2012k In thi

sense, Orlikowski (2002) pointed out that in order to clarify object rédesis
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should be on the practice of experts who collaborate from a range of fields. The

following discusses three types of objects.

(1) Boundary Object
“[It defined as]...artefacts of practice that are agreed and shared between
communities, yet ‘satisfy the informational requirements of each of
theni...[they] extend the notion to business tools, many of which are &mili
in project environments— ‘shared documents, tools, business processes,
objectives, schedul8s(Sapsed and Salter, 2004, p. 1518)

This concept was first introduced by Star (2010, p. 46), who asserts that
“a boundary objectsits in the middle of a group of actors with divergent
viewpoints’. A boundary object is any object that is related to more than a
community of practice, at the same time, it is viewed diffidy by each
community. Using boundary objects offers a common language that allows
knowledge to reshaped in a way which is more familiar to other patiies it
offers a form of shared meaning which various actors can redc(Mitolini
et al, 2012). Numerous studies suggest the boundary object works ase devi
which translates and transforms the knowledge across the rigorous bosindarie
between various professions groups. So, this type of object providegteoncr
means to identify and study more with respect to the differences and
dependencies through boundaries (Carlile, 2004 and Nicolini et al, 2012). In
addition, this object could be a tool, a document, a concept or any otirer for
that provides an interconnection (Brown and Duguid, 1998; Wenger, 1998).
Moreover, within the literature, numerous objects were discussbdusslary

objects. This includes for example:

“repositories, standardized forms, sketches and drawings, workflow esatric
..., physical and IT objects, prototypes ..., and more abstract objects such as
metaphors ..., narratives ..., or processes and methods” (Nicolini et al, 2012,

p. 616)

Nicolini et al (2012) and Trompette and Vinck (2009) suggest that,

limiting the application of an artefact as a boundary object nagimalise the
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deep analysis. Moreover, introducing such an object may simphéy t
articulation model between two parties via this object, winich way ignores
the complexity of interactions between them. This means, ¢nisrglisation of
using the concept of boundary objects to explain everything, Bctagplains
nothing. Therefore, it seems crucial to identify different $ypé object roles,
as this would introduce a compreharainderstanding with respect to object’s

potential participation in the knowledge transfer process.

(2) Epistemic Object

This material object is created as an attempt to forefrorgdivers that
drive the development of knowledge. It is an inquiry or epistemiecbbgnd it
contains knowledge which is no one yet known, thus it repreSeniging”
dynamics and the lack of fulfilment as discussed in psychoasalysother
words, such knowledge objecteesemble an open drawer filled with folders
extending indefinitely. Moreover, this type of object is neither perfect nor
complete, in terms of generated power and sentimental investmetiteon
scientists side. The trials to fill this gap in knowledge lead to stifesry the
role of this type of objects (Nicolini et al, 2012, p. 618).

In simple terms, the nature of this type of object is abstand
characterised by a lack of the sense of completeness. Mordbey are
recognised as objects of pursuit and investigation which identify tivbgtare
and what they are not. Also, the involved parties from varioastipes can
interact with this type of object and develop the process byibatitrg. So,
such objects help to connect ideas which may produce new quede®st
of answering others, thus, this reason why this type of object idetermined
or completely formed. Additionally, this object seems usefuépistemic
work even in cases where it does not span through practice boundaries.
Examples of this type of object includphysical structures, chemical reactions
and biological functions” (Ewenstein and Whyte, 2009, p. 9).

37



Chapter 2: Literature Review

(3) Activity Objects

This type of object is derived from the concept of activity theory:
“an analytical framework that allows us to apprehend organisa®asenas
where multiple strands of sociohistorical contexts manifest thlessin the
conduct of everyday activities ... It is through the manipulationrafraber of
tools and different forms of interaction that sociohistorical tants manifest
themselves in situed practice.” (Groleau et al, 2012, p. 653)

This theory proposes that peoples’ activities are involved with a number
of artefacts which aid achievements. Furthermore, such asgeftow
attitudes to be determined, link social environments withr thetors, and
implant practice history. Thus, activity objects are concernatth the
inherently oriented collective action of an object. Due to tkalref activity
outcome, this type of object offers meaning, direction, and mdativ which
are associated with the activities when they are completea@ivity objects
share the idea of being an effective motive as the epistelect does, also,
they are described as a tool of translation between various gl&apthe

boundary object.

The activity object is characterised as being partially givehpartially
emergent. This means the activity object is the outcome of the community’s
gathering and interest around it, like the producing an equipment acctwding
regulations that a group of labour uses. At the same timegitpcbject seems
to be emergent (i.e. projective) in that it is createdngunegotiation and

preferring some interests over other within the community.

In addition, each party wants to preserve its particular iriteresich
should not be excluded by the emergent situation of this object. Al¢ os
this point, each party may impact on the preliminary imagittasyghts of this

object and on its recognised nature in reality.

Activity object is known as it activates discussions and contiadg

In this respect, such an object derived from the percepfiawtivity theory, it
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gathers number of various techniques, abilities, and theorétissments
from the involved parties, and then engages them into the naguatidhus,
this object receives several of viewpoints, interests, and stadelings which
likely seem to be significantly contradicted as each of ttsedeéply rooted in
dissimilar professions. Added, the contradiction could present inothe éf

tension as result of contrary opinions and benefits. Consequently, this

contradiction seems useful in terms it provides a work space fabocdtion

and dealing with the challenges, in addition, it opens doors for innova it

stimulate extensive learning.

Furthermore, due to the material nature of this object, @bie to

retroact to its creator’s community with an impact (i.e. “bite back™) (p. 621).

As such, this impact depends on how each involved party responds to thi

object. Also, this impact may influencég one party’s complicated business

roles, which the other party should deal with. (Nicolini et al, 2012).

The following Table 2.4 shows the main characteristics of the above

discussed objects’ roles.

Table 2.4: Main Characteristics of Boundary, Epistemic, ant/if\cObjects

Boundary objects

Epistemic objects

Activity objects

Affordances of
objects in
cross-disciplinary
settings

Objects act as
translation and
transformation devices
across various though
worlds. They make
cross disciplinary
work possible.

Objects fuel
cooperation and
generate mutuality an
solidarity by triggering
desire and attachment
and creating mutual
dependencies.

Objects motivate the
collaboration and
direct activities. They
hold together different
types of knowledge,
and in so doing, they
generate
contradictions and
trigger innovation.

Completeness of
objects

Objects are open and
malleable only
inasmuch as they are
Interpretively flexible
across boundaries.

Objects are incomplete, emergent, and
expansive, which gives them their performatiy

character.

Source: Adopted from (Nicolini et al, 2012, p. 624)
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2.4.2.6 Knowledge Boundaries

Investigating the context of innovation provides an opportunity to learn
more about knowledge transfer across boundaries. In this respect, agtudy
Carlile (2004) discussed the characteristics of three type&noWledge
boundaries. The first of these iSyntacti¢ (the most basic boundary) which
presents informational dissimilarities. The recommended methoedl with
challenges here isTransferring Knowledge (i.e. store and retrieve it) to
establish a common understanding. The second boundary iSéneantic
one, in which different interpretations are developed. Here, ogeatiared
meanings by using th&ranslating Knowledgemethod is important, in order
to make knowledge sharing and assessing possible. The third boundary is
‘Pragmati¢, where the various interests of diverse groups build an obstacle, s
there is a need to create common interesty kansforming Knowledgeinto a
form which everyone can interact with. Carliestudy (2004) led to the
creation of an‘Integrated Framework for Managing Knowledge across

Boundaries(see Figure 2.4).

Figure 2.4: Framework for Managing Knowledge across Boundaries

Tipes of Boundanios
artd Douhaary
Capahiifins

* o/

fncreasing rd Incraasing
Mowaity PRAGMATIC Mavalny
Transformation

SEMANTIC
Translation Actor B

Actor 4

Roown Kiomn

Source: Adopted from Carlile (2004, p. 558)

Furthermore Carlile’s (2004) study considered the following: dealing
with knowledge as something that can be stored and retrieved, rgdhsin
significance of having a common meaning to share knowledge beteies, a

and understanding the impact of how different interests may lead to diogfruc
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knowledge sharing. In addition, three properties of knowledge at each

boundary are discussed. Firddifference, which refers to the dissimilarities

of expertise, or domain specific, or amount of knowledge that edoh lzas.

Second,‘Dependence which is defined as a situation where two involved

parties count on each other to achieve a shared target, like sasker

production assembly line, or co-authors writing a term-paper.

Third,

‘Novelty, reflects“how novel the circumstances arén other words, Novelty

includes the new involved developments in terms of the data andiveaitrat

each actor. So, the apparent source of novelty is the customer quivesehe

proposed IS solution. The following Table 2.5 summarises the approaches used

to share and assess knowledge across the aforementioned boundaries in the

framework.

Table 2.5: A Summary of Knowledge Boundaries, Situation, and Method

Boundary Situation Methods
A common lexicon should be created i| Transferring knowledge (store
order to identify differences and and retrieve), or information
. dependencies between involved partie processing.
Syntactic o .
And considering it as a start point,
where the rest of process is building o
this one.
The increasing data creates number o Translating knowledgeby
o differences and dependencies that arg emphasizing the roles of brokers
'@ unclear, which may lead to different and translators to facilitate
g Semantic interpretations. knowledge flowing. Furthermore,
£ So, a shared meaning should be creat the actors can negotiate and try tc
%‘ using common meaning, in order to change the interest.
3 make it possible to share and assess
< knowledge at this level.
The increasing data creates various | Transforming Knowledge by
interests among actors which may introducing boundary objects (i.e.
obstruct the ability to share and asses] prototyping and drawing). Also,
knowledge. more negotiation takes place as &
Pragmatic Thus, there is a need to create a “tradeoff” process.
common interests to transform
knowledge and interests. Moreover, it
affords a sufficient means to share an
assess knowledge at a boundary.

Source: Developed by author based on the study of (Carlile, 2004)
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The aforementioned covered some aspects related to knowledge
transfer which drawn from organization science literature. The section
will focus on the role of Information Technology (IT) professionalgaogfer

the knowledge in an organisation.

2.4.3 Knowledge Transfer and the Work of IT Professionals

In order to explore the perception of knowledge brokering within IT
practice, Pawlowski and Robey (2004) conducted 23 semi-structured
interviews with business customers and IT professionals who worked at
different management levels, in a large company. Twelve themwas
identified from data analysis, which were classified into fouregates,
namely: the position of IT professionals; shared systems as boundacyspbje
brokering practices and the consequences of brokering. Based on these

categories, the following model was developed. See Figure 2.5.

Figure 2.5: The Framework for Understanding Knowledge Brokering by IT
Professionals

Level of Structure

Structural Conditions: Structural Consequences;
+ Depcantralized business units * Knawladge transfar between 1T
» Faderated |T structure and business usars

* Knowladgs transfar betwesn
business users

Technology Conditions:

Shared information systems as boundary pbiecls

Brokering Practices:

* Gaining permisaion Lo cross boundarnas
* Burfacing and challangng assumplhons
* Translation and inbarpratation

* Reringaishing ownershio of knowiodge

Level of Practice

Source: Adopted from Pawlowski and Robey (2004, p. 663)

42



Chapter 2: Literature Review

According to this model, professional IT staff are assigned tasct
brokers between the community of IT people and the community of business
customers. The first step for the IT professional was to join anchattevith
the community of business customers. As a result, IT professionalsabere
to bridge the boundaries with business units. With the significant aml of
shared IS system, brokering the knowledge of both IT and business became
possible. The process required numerous activities, like gaining iatim
to pass unit boundaries, challenging traditional 'ssattitudes towards current
processes, interpreting and assimilating various business umitshaading

over the right of IS solution to the users.

According to the results, IT professionals are in an effectiveti@os$o
transfer knowledge between separated communities. This suggestastlzat,
profession, it has a broader role. At the same time, using edsimormation
system, as a boundary object, has a positive effect on theetramgfprocess.

Therefore, combining technology with human effort is significant here.

2.4.4 Dealing with Knowledge Transfer Challenges

Based on the aforementioned, this research will focus on the prdcess o
knowledge transfer in IS development projects. In this respect, knowledge
transfer is concerned with how the customer can inform about thared
features of the proposed IS product, such as expected functions,dapplie
business roles, and screen designs. At the same time, knowledgfertia
concerned with the way in which developers can effectively recamd
properly understand these pieces of information in order to identifyebded
requirements (McConnell, 1996). Thus, it seems successful or complete
knowledge transfer in this context relates to efficiency and @ffawess of the
received knowledge (Perez-Nordtvedt et al, 2008). This is important when
responding to challenges of incomplete knowledge transfer in IS devetbpm
projects. Particularly, this area was highlighted within the mebegap in the

previous chapter.
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Therefore, investigating and learning from successful RE applicati
within the profession itself is useful here. One of the possiblesagmdficant
ways to achieve this is by investigating the usage of knowledgfaets and
various types of objects in bridging knowledge boundaries within the IS
development practice. In this particular, up to author’s knowledge, this
investigation never considered before in the previous studies, whasbnis a

new contribution in the literature.

Actually, investigating the artefact and the roles of such tbjec
provides a sharper focus on the rich contents of practice-based itigeansl
emphasises the social relations which exist around development groject
particularly with the increasing call foimore empirical research into actual
working practice$ (Ewenstein and Whyte, 2009). Furthermore, Barrett and
Oborn (2010) mentioned that there are a number of artefacts or sobject
incorporated within the practice of IS development which suppotbrikging
of knowledge boundaries between developers (Agents) and customers
(Principals). Such objects include requirement details and proj@cagement
techniques. In addition, IT professionals, or IS development stdlffisncase,
have the credibility in terms of the efficiency when it comedramsfer the
knowledge (Pawlowski and Robey, 2004). Added, as knowledge transferring
occurs between IT and various business practices, so learning from IS
developersactivities seems to be more convenience. In this respesk s
development staff are originally agents. Thus, there will be ndieddi cost
for introducing a third party in the agency relationship. In additiire,
relationship can be kept direct with limited complications. Additibnat is
important for practice to investigate how the IS project manegerdeal with
the knowledge transfer process, using various techniques and methods from
real life applications.
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2.5 Conclusion

This chapter has critically evaluated the available liteeaton IS
project escalation thorough the viewpoint of Agency Theory. Firshg, t
chapter started by defining IS project escalation. It then revieweéted
studies and theories to explain such behaviour, and the process md8el of
project escalation development. Secondly, the chapter introducedcyAge
Theory and its extension, and then critically evaluated IS proglation
literature by applying Agency Theory. This highlighted a researgh thee
ignored assumption of the impact of the incompetent principdenms of
incomplete knowledge transferring to the agent. Thirdly, it demonstthted
importance in dealing with the issue of knowledge transfer incompetarty
presented this as a possible way to deal with the challeng& girdject
escalation. Therefore, this chapter reviewed a range of ddltgeature in the
area of knowledge transfer in IS development projects and has dicasse
related concepts. Additionally, the importance of studying the suotess
application of RE process through investigating the role of incorpmi@tjects
to facilitate knowledge flow was highlighted, together with how to dweigh
the situation of incomplete knowledge transfer using techniquesoais iy

the IS project manager within the practice.

The next chapter will provide a review of the factor assodiaiéh the

success and failure of IS projects.
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Chapter 3: Critical Success and Failure Factors in IS Projects

3.1 Introduction

This chapter will provide further readingnd shed light on critical

success and failure factors in IS development project literature

The purpose of this chapter is neither to critically examineetfestors
nor comprehensively explain them. Instead, the aim is to proviéekgbound
and to support prior research with respect to these factors. Beitasihighly
expected the interviewees will mention a number of theseorfaovhen
discussing their perceptions regards what may impact on knowledgéeitrans
process and project outcome. So, this background will therefore in#uthe

analysis and improve the concluding discussion regarding the findings.

3.2 IS Development and ERP Critical Factors
3.2.1 Literature Review

In order to compete in the business and achieve more, organisations

increasingly invests in IS solutions to improve business functioreityspeed

up processes. In this respect, systems of enterprise reptamoeng (ERP) are
considered advanced IS models that integrate information providedchy ea
department across the organisation. In addition, it offers variousssay
business functions. Furthermore, in response to the rate of failddl ER
implementations, frequent studies have investigated and highlightachber

of critical success factors (CSFs) that impact onrif@@mentation process. In
addition, recognising such factors will increase the chances estimg
significant achievement levels, lead to better systenitguand save on time
and cost. Additionally, learning the procedure of figuring out thastofs will
support setting the required awareness. It will also enabldicdéion of

information types and foster ttavoidance of any challenges the organisation
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may face during implementation (Finney and Corbett, 2007). The following

will review some of these studies.

The study of Finney and Corbett (20Q@Titically explored the available
literature with respect to CSFs of ERP implementation to disshgany
possible gaps. To do so, they reviewed 70 articles in thedfaldanagement
information systems (MIS) from 12 well-known journals (e.g. Infororai&
Management, Journal of Management Information Systems, MIS @upgrte
and 5 databases (e.g. ABl/Inform Global, CBCA Business, Proquest Earopea

Business).

Next, by using inductive coding and content analysis, general 55 factors
were initially identified. Further analysis reduced them to 26ofactvhich

were grouped within two categories as showed in Table 3.1.

Table 3.1: Strategic and Tactical CSFs for ERP Implementation

Strategic critical success factors Tactical critical success factors
e Top management commitment al ¢ Balanced team
support ¢ Project team: the best and brightest
e Visioning and planning e Communication plan
e Build a business case e Empowered decision makers
e Project champion e Team morale and motivation
e Implementation strategy and ¢ Project cost planning and managemg
timeframe ¢« BPR and software configuration
* Vanilla ERP « Legacy system consideration
*  Project management e IT infrastructure
* Change management e Client consultation
e Managing cultural change «  Selection of ERP
e Consultant selection and relationshig
e Training and job redesign
¢ Troubleshooting/crises management
e Data conversion and integrity
e System testing
e Post-implementation evaluation

Source: Adopted from (Finney and Corbett, 2007, p. 335)

The findings of the study of Finney and Corbett (2007) identified the
concept of change management, which seems to have more thénitoonle

with a lack of explanatory detalils.
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In addition, some potential evidence it that there is almost seareh
that has considered the perception of other groups of stakehdklers
wholesalers, customers, suppliers). Traditionally, the focusnaadly been on
managers. This reflects the need for further studies which condider
viewpoint of external stakeholders in order to strengthen understanding wit
respect to CSFs aspects, and to raise the overall possitiitesceed ERP
implementation.

In another recent study, Ziemba and Oblak (2013) suggested that in
order to cut cost, enhance the quality of products, and raiseatbe of
productivity and customer satisfaction, it is important to imprabhe
performance process of the business. Thus, there is a need to cdhsider
business as a net of linked processes in addition to the constrattibair
functions. This has shed the light on process approach related coneepdy
business process management, business process orientation, ass-pases
organisations. This application of process management usually rleeds
support from IS and IT. Thus, the role of ERP seems useful hetteaint
combines the finest of both IT applications and business practicese Har
aim of their study was to investigate the CSFs of the successful impéiment
of ERP systems, and to clarify business process managemerg matine
Polish public administration. The study was concerned with an implementation
of ERP systems in significant governmental agencies in Pokstditionally,
it employed a number of techniques and methods to meet researchilke@ms
action research, creative thinking, logical deduction, andcafritinalysis of

literature.

The literature review identified a number of CSFs accordinghéo t
viewpoint of various authors. Table 3.2 summaries these factorshaid
categorisations.
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Table 3.2: CSFs for ERP Systems Implementation According to Ditfere

Authors
Somers and Nelson (2001) Hairul, Nasir, and Alaskari, Ahmad, Dhafr,
22 CSF’s Sahibuddin (2011) and Pinedo-Cuenca (2012)
26 CSF’s 22 CSF’s
e Top management People-related factors e Top management
support support
«  Project champion *  Effective project «  User training and
* User training and management education on
education skillglmethodologies software
«  Management of (project manager) « Business process
expectations *  Support from top reengineering
«  Vendor/customer management +  Project managemen
partnerships *  User/client » Effective
+  Use of vendors’ involvement communication
development tools *  Skilled and sufficient « Change culture
«  Careful selection of staffs _ + Clear goals and
the appropriate *+ Good leadership objectives
package +  Committed and + Use of consultants
«  Project management motivated team services
«  Steering committee * Good performance by « Interdepartmental
« Use of consultants vendors/contractors/ cooperation
«  Minimal consultants «  Upgrading
customization infrastructure
+ Data analysis and Process-related factors *  Financial resources
conversion » Project team
e Business process «  Clear requirements organisation and
reengineering and specifications competence
e Defining the « Clear e Legacy system
architecture objective/goal/scope management
» Dedicated resources « Realistic schedule e Change
e Project team . Effective management
competence communication and *  Vendor support
* Change managemen| feed-back *  Project champion
» Clear goals and «  Realistic budget * System
objectives «  Frozen requirement technological
e Education on new «  Proper planning e ERP package
business processes «  Appropriate selection
e Interdepartmental development * Data accuracy
communication processes/methodolog *  Sponsorship
* Interdepartmental co es (process) 1 *  Minimal
operation . Up-to-date progress customization
e On-going vendor reporting Project manager
support «  Effective monitoring
and control
* Adequate resources
* Risk management
» Effective change and
configuration
management
e Good quality
management
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Table 3.2: CSFs for ERP Systems Implementation According to Differe
Authors(Continue)

Somers and Nelson (2001) Hairul, Nasir, and Alaskari, Ahmad, Dhafr,
22 CSF’s Sahibuddin (2011) and Pinedo-Cuenca (2012)
26 CSF’s 22 CSF’s

e Clear assignment of
roles and
responsibilities

e End-user training
provision

Technical-related factors

e Familiar with
technology/developme
nt methodology

e Complexity, project
size, duration, numbe
of organisations
involved Supporting
tools and good infra-
structure

Source: Adopted from (Ziemba and Oblak, 2013, p. 7)

The outcome of that study listed a number of factors for public
administration, which are similar to ones in business organisafongally, in
terms of categorisation, new categories are introduced whichmame
correlated to public administration, Thus, this reflects the @iffees between
public and private organisations in terms of process nature. TaBle 3.

summarises the identified factors and their categories.
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Table 3.3: CSFs for ERP Systems Implementation in Public Admitistra

Factors related to

Factors related to

Factors related to

Factors related to

public procurement government project team project management

procedure processes competences
management

¢ Clear and e Frozen Project team e Top
precisely defined information competence on management
tender requirements ERP systems support
specification * ldentified Project team ¢ Clear
(information and government competence on assignment of
government processes public ad- roles and
processes e Government ministration responsibilities
requirements, process Use of » Change
technological reengineering consultants management
requirements, Cooperation « Risk
organisation with research management
Organisational centres + Involvement
requirements ) Expertise in IT ERP system

¢ Realistic and end-users

chronologically
arranged
schedule

¢ Clear goals and
objectives of the
ERP system

¢ Interdepartmental
communication

¢ Use of proven
project
management
methodology

« Effective
monitoring and
control

Source: Adopted from (Ziemba and Oblak, 2013, p. 10)

The study of Peterson et al (2002) pointed out the hugely increasing

number of IS development organisations and IS applications, whick cros

various cultures and nationalities. This emphasises the satifi@riances in

the perception of IS designers from different countries. Rdatly, globally

wise, these variances seem to represent a critical fatten it comes to the

expected challenges of IS implementation, or even when it comegat

encourages successful IS implementation. In addition, that studyders the

application of Attribution Theory with respect to its impact on thedSigner,

in terms of their feelings regarding the importance that atifictors have in

terms of the success and failure of the implementation ofelg&ldpment

projects.

The study collected data through the questioner. 18 factors which were

collected from a previous study and literature review were @ In this

respect, the study suggests opposing a critical success fadsrtdea critical
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failure factor. Table 3.4 provides details about these factorsedder, the
sample included participants from a number of companies in three ceumsrie
follows: 78 responses from United States of America, 127 responses from

Korea, and 46 responses from Japan.

Table 3.4: Eighteen IS (Failure) and Success Factors

IS Development Factors

e (Lack of) User participation in the project

e (Il Alignment of project and corporate goals
« (No attempt) Reengineering business process
e (Lack of) Clearly stated objectives

¢ (Lack of) Detailed project plan

e (Im) Proper project scope

e (Lack of) Projecieader’s feedback to team

e (In) Experience of project leader

e (Lack of) Project leader’s project monitoring/

e control

e (In) Adequate training for the team members
¢ (Insufficient) Peer review on project progress
e (In) Experience of team members

e (Lack of) Team member commitment

e (Lack of) Team member self-control

e (Little use) Utilizing a prototype

« Utilizing an (in) effective methodology

e Use of (in) appropriate technology

Source: Adopted from (Peterson et al, 2002, p. 424)

The analysis distinguished five significant components as follows:
Organisational Integration, Communication of Goals, Project Lealfer,
Designers, and Development Techniques. Furthermore, there are some
similarities in perceptions of the three countries. For instdocall countries,
the first two components were considered as the most effective ones.
Additionally, the last two components turned out to be the least ekeaties
when it comes to contributing to the success or failure of IS dprent
projects. In addition, some differences were identified, such aseg8ponses
from the USA rated the component of ‘Communication of Goals’ as a more
important one than responses from Japan and Korea. Conversebspbases
from Japan and Korea identified the component‘@faracteristics of the

Project Leader’ as more important than the responses from the USA.
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Based on this, further analysis in that study suggested thaggjbenses
from the USA seem to be consistent with the impact of self+sgiias from
Attribution Theory. These responses presented internal factors (relabesitp t
as the main reason of success, and on contrary they showed thel éattona
(related to others) as the criticedasonof failure. The opposite situation
emerged in the responses from Japan, while there was no sighdiddence
for any biases with respect to the responses from Korea. As iswan be
concluded that, in the USA, the reason why IS designers failezhto from
previous experience could be partially because of the impactlfe$esving

bias. More talking about self-serving bias impact is coming inee& 3.1.3.
3.2.2 Section Conclusion

This review suggests that many previous studies have introduced a
number of factors that impact on the success or the failure girdfgcts.
Though there are similarities identified factors among numerous stubere
are different ways of categorising them into groups. ThesereifEes are
influenced by the viewpoint or the trend of certain studies. Famele, it is
possible to categorise them according to the relationship (eoplepeelated
factors, process-related factors, technical-related factoaspording to
planning consideration (e.g. strategic factors and tacticalrigctor according
to the type of the organisation (e.g. governmental or privata)s, this variety
of conceptual ways of grouping factors opens doors for further investigation,
and provides more explanation with respect to these factors inld&de

studies.

3.3 Conclusion

This chapter has reviewed a number of critical success ahaef
factors in IS projects. That is in order to provalesasonable background and

to support prior research with respect to these factors.

The next chapter will discuss research design, methodology, the
conceptual framework of this research, and then highlight data wotiec

methods.
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Chapter 4: Methodology and Research Plan

4.1 Introduction

Chapter 2 critically discussed the literature on IS progsttalation
through the viewpoint of Agency Theory (a notable research gap). Then it
reviewed a number of related studies and concepts of knowledgetrianks
development projects. This was in order to provide a possible solutieato

with the challenge of incomplete knowledge transfer.

Chapter 3 provided background with respect toritical success and

failure factors in IS projects by reviewing a number of ezglditeratures.

This chapter will discuss the methodology and design of this research.
The conceptual framework of this research will be outlined Ihitidhis will
be followed by a discussion of appropriate research methodology and methods.
A description of research design in terms of the data caledtages and

analysis strategy will also be provided.
4.2 Conceptual Framework
4.2.1 Introduction

According Walsham (1995), the next step after critically reiig and
establishing a significant background theory is to develop an abstract
theoretical framework, in which this framework consider the reviewtded

literature.

The conceptual framework represents an important part in research
that it results from critically reviewing literature andlgseto clarify how
research is designed in a certain way to deal with identifipd. daater, it aids
the development of the findings, and justifies cosioks’ relationships with
other studies (Leshem and Trafford, 2007). Moreover, this frameveanks to
act like a map that guides the researcher throughout the inviestigililes
and Huberman, 1984). In addition, it helps to theoretically ofieew towards
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the anticipated study, and suggest an organisation with resptw research
process. So, it draws up plausible patterns and relationships db tea
addressed aims. In other words, this framework provides a spacelit@ out
ideas, and an instrument to logically sort through constructs.tidaally, it
seems that using conceptual frameworks encourages paradigniaitiog in

that it reflects how the research sees the world according to nigtioa
comprehensions and perceptions (Kuhn, 196@hreover, following the
conceptual framework guides effective data analysis. This in raiges
additional research questions which can be explored in future studies
(Rudestam and Newton, 1992).

It is worth mentioning that when it comes to constructing conceptual
frameworks, it is essential to clarify what the main intentiares This helps
the researcher to be selective in terms of picking critieatures of the
research and identifying relationships. Following a solid concefraraework
also helps the researcher recognise what data should be coldectdwbw it
should be analysed (Robson, 1993). As such, the conceptual framework is
often regarded as a bridge that links the research paradigm poaittece of
investigation (Leshem and Trafford, 2007). Moreover, such a framewark ca
take a graphical form (such as aluance diagram) where the identified
dependent and independent variables in the study are demonstratest{Rude
and Newton, 1992). Moreovefrelationships are often presented visually in a

flowchart, web diagram or other type of schemata” (Glatthorn, 1998, p. 87).

4.2.2 Research Aims Overview

This research contributes to current academic thinking by highlighting a
new perspective, which drawn by the application of extended Agency Theory,
to studying and dealing with the phenomenon of IS project escalation. This
perspective assumes IS project escalation is resulted due toatiosi of
information asymmetry (i.e. incomplete knowledge transfer) astithe of the
customer (Principal). In which, this customer (Principal) saftle issue of
incompetency when it comes to transfer the requirements (knowledge) It® t

developers (Agent) (Hendry, 2002). Therefore, IS project escalati@ised
55



Chapter 4: Methodology and Research Plan

due to the development and mishandling the challenge of incomplete
knowledge transfer (Mahring and Keil, 2008).

The following Figure 4.1 visualises the setting which represents the

suggested perspective of this research.

Figure 4.1: The Suggested Perspective to Investigate IS PEgeatation in
This Study

(Principal)

(Agent)

Customer Incomplete Knowledge Transfer\ IS Developer

(Information Asymmetry)

[ IS Project Escalation }

Source: Developed by the author

Thus, in order to empirically examine the proposed perspective above,
the first aim this of this research is to investigate who thera are, and what
reasons are behind the two challenges in IS development projects, namely
project escalation and incomplete knowledge transfer. In addition to fidenti

the links between these reasons and involved actors in such projects.

Moreover, based on the same perspective, this research suggests
solving the situation of information asymmetry, in terms of dgalvith
challenge of incomplete knowledge transfer, is necessary to hanelle t
challenge of project escalation in the first place. Therefbeesécond aim of
this research is to investigate the RE process, in order to fidehe

incorporated artefacts within this process. In this respect, théstaas or
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objects represent a strength matter as they facilitate knowfemgdetween
customers and IS developers (Barrett and Oborn, 2010). Therefore, learning
how these objects are created and utilised, in addition roles theyviic
significantly improve the process of RE (Chakraborty et al, 201quhaénrt,

1997; Mathiassen et al, 2007). The following Figure 4.2 helps visualise the
relation between the suggested perspective of this research, and the

investigation goal in the second research aim.

Figure 4.2: The Relationship between Suggested Perspective &dkearch
and the Investigation Goal in the Second Research Aim

Principal) \ 77777 T TTommomom oo oo >
( pal) Incomplete Knowledge Transfer

(Agent)
Customer

(Information Asymmetry) IS Developey

{ The roles of incorporated Artefacts in RE process }

Source: Developed by the author

4.2.3 Developing Research Conceptual Framework

In the previous section, Figures 4.1 and 4.2 were developed to present
the suggested perspective of this research and to fostertuthe of the
phenomenon of IS project escalation. At the same time, thesdiguwes
considered the aimed investigations of this research. Imabpect, Figure 4.3

shows the suggested framework for this research.
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Figure 4.3: The Conceptual Framework of this Research

(Principal)

Customer Incomplete Knowledge Transfer

(Information Asymmetry)

The incorporated Artefacts

IS Project Escalation ,
in RE process

Source: Developed by the author

At the top of the conceptual framework, there is a visualisatibm
respect to the suggested perspective to investigate IS pesjeadttion in this
research. In this respect, the horizontal arrows between ritiescof actors
clarify the challenge of incomplete transfer because of thdomes
(Principal). Such challenges create a situation of Informatiopmfsetry.
Moreover, the left vertical grey arrow points to the (Impa€this situation of
Information Asymmetry on the phenomenon understudy (i.e. IS project
escalation) as clarified in the box at the lower left cornartheérmore, the
other grey arrow points to how to (Solve) the challenge of incomplete
knowledge transfer by learning about (the incorporated objects in REsg)oc

as shown in the box at right lower corner of the framework.

This framework intends to present the employed theoretical perspectiv
of this research in a more understandable and transparenAwayich, this
perspective is based on critically reading a wide range o#titee (Walsham,
1995). In this respect, the concepts of agent, principal, and ttrati@n of

information asymmetry are adopted form the context of Agency Theory
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(Hendry, 2002). Further example, the role of the incorporated shijedRE
process is implemented form the context of Knowledge Transfer pma&ice
(Barrett and Oborn, 2010). Moreover, this framewofilers a theoretical view
towards the anticipated study, and points out #meas of interest to be
explored. Thus, it clarifies the concerns of this reseanoti,ilaguides where
the investigation should focus on (Miles and Huberman, 1984). In thisctespe
according to above conceptual framework, the focus of this réseaset to
verify the impact of the situation of information asymmetny IS project
escalation. In addition this research is concerned with soltmghallenge of
incomplete knowledge transfer by studying the role of the incogubiaijects

in RE process.

Though, it might be argued, this framework may oover all the
expected theoretical components before starting the empiricaitigaton. In
this respect, the conceptual framework is expected to beaistracted level
in an early stage of research (Walsham, 1995). Moreover, edrefucting an
inductive study, it is allowable to introducing thenceptuaframework after
the fieldwork. So, at that time, theonceptual framework will reflect the
outcomes of theempirical investigation, in which servers the purpose the
exploratory nature of inductive studies (Leshem and Trafford, 2007).
Conversely, in deductive studies, where the aim is to tds¢@y, a concert
conceptual framework is identified according to a theoreticappetwe (i.e.
literature review). In which, this framework expresses higpothesis to be
examined in operational termBhus, conceptual framework must be conceived
before undertaking the empirical study. In this respect, sectibwilt.discuss
and justify adopting the inductive approach in this research. Therefise
research highly expects to develop more enhanced frameworks, in aérms
covering additional theoreticalomponents, providing clarifying explanations
the links between these components, and strengthening conclusiorsithet |
establishing theories. Therefore, the developed conceptual frametthils a
stage of research suites the purposeftéring insights and outlines for the
researcher to carry on with the investigation, rather tlstricbeying its

guidelines as a constitution (Weaver-Hart, 1988).
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4.2.4 Guiing the Analysis of the Research’s First Aims

This section will develop an enhanced framework which addresses the
first research aim. In which this aim concerns with the involvedra and
reasons behind the issues of incomplete knowledge transfer and project

escalation, in addition to figure out the links between these twesss

Noteworthy, testing the proposed enhanced framework is none of this
research’s intentions. Actually, this framework will guide the analysis and
support identifying the expected variables (i.e. actors and reason)the
relationships between these variables. That is to developflaenie diagram

which visualises and meets tpeal of this research’s first aim.

Moreover, section 4.6.1 will discuss and justify adopting the tool of
interviewing to collect the data in this research. In this rdsjteis expected
the interviewees will advise a number dheoretical componentsvhen
discussing their perceptions regards what may impact on knowledgpdetra
process and project outconiEherefore, depending on the reviewed literature
in chapter 3, regarding the factors associated with the suecel failure of 1S

projects, to develop the enhanced framework sounds eventually useful.

Thus, the framework in Figure 4.4 is suggested to address #te fir

research aim, and to guide the aim’s related analysis.
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Figure 4.4: The Suggested Enhanced Framework to Address thRésesarch

Aim
Independent Variables Mediating Variables Dependent Variables
Other Parties
Project
Management
IS Senior
Management 4
Project Project
— —
Manager Outcomes
Knowledge
.M Transfer

Source: Developed by the author

The following discusses the components and the development of this

framework.

Independent Variables

Reviewing thecritical success and failure factoms IS development
related literature reveals that it is possible to group thederfain a number of
ways, according to research assumptions and anali&iseover, when
considering the factors that relate to people or actors (who représent
independent variables), it is possible to recognise a number of tlwm, f
instance: customers, developers, project managers, IS highagement, and
other parties. It is particularly important to consider the impéastakeholders

other than IS managers in IS development studies (Finney and Caadat},

The idea of identifying the customers and the developers was owyginall
inspired by the application of agency theory. Though the main focus in this
research is set on the customer, considering the influences ofactbes will

support understanding and enrich comprehension with respect to the research

61



Chapter 4: Methodology and Research Plan

topic. Besides, this helps to control for any possible bias in tefranly
focusing on the customer’s attitude. Table 4.1 shows examples of the related

factors for each of these actors.

Table 4.1: Examples @ritical Factordo Support the Identified Independent

Variables

Independent | Example of Related Factors
Variables
Developers e Project team: the best and brightest (Finney and Corbett) 2007

e Project team competence (Somers and Nelson, 2001)

e Committed and motivated team (Hairul et al, 2011)

e Adequate training for team members (Peterson et al, 2002)
Project » Effective project management skills/methodologies (project geh
Manager (Hairul et al, 2011)

e Good leadership (Ziemba and Oblak, 2013)

e Project manager (Alaskari et al, 2012)

e Experience of project leader (Peterson et al, 2002)
IS Higher e Top management commitment and support (Finney and Co
Management 2007)

e Top management support (Alaskari et al, 2012)
Other Parties e Interdepartmental communication (Somers and Nelson, 2001)

e Use of consultant services (Alaskari et al, 2012)
Customer e User training and education (Alaskari et al, 2012)

e User/client involvement (Hairul et al, 2011)

e User participation in the project (Peterson et al, 2002)

Source: Developed by the author

Mediating Variables

This research mainly aims to investigate the impact of themas's
attitude, one of the identified actors on project operation and outcome. The
research will also explore this act®rimpact on the issue of incomplete
knowledge transfer, and identify whether this is a critie@sonbehind IS
project escalation. This highlights two mediating variables: Project

Management, which is concerned with the impact on project operation, and
62



Chapter 4: Methodology and Research Plan

Knowledge Transfer, which relates to the challenge of information asyipme
Table 4.2 offers examples of the related factors for each of thesaédiating

variables.

Table 4.2: Examples of CSFs to Support the Identified Mediating Masa

Dependent | Example of related CSFs
Variables
Project ¢ Implementation strategy and timeframe (Finney and Cor2@®7)
Management

e Project management (Finney and Corbett, 2007)

e Project cost planning and management (Finney and Co20eT)

¢ Troubleshooting/crises management (Finney and Corbett) 2007

e Realistic schedule and budget (Hairul et al, 2011)

e Appropriate development processes/methodologies(Haigl) 2011)
Knowledge e Business process reengineering (Somers and Nelsoh) 20
Transfer

e Clear goals and objectives (Somers and Nelson, 2001)

e Clear requirements and specifications (Hairul et al, 2011)

e Frozen requirement (Hairul et al, 2011)

e Utilizing a prototype (Peterson et al, 2002)

Source: Developed by the author

Dependent Variables

Project outcomes represent the final results of all previous components
In this respect, IS project escalation is one expected outcome tinujzar
which reflects the topic and interest of this research. Actuadifthese factors
contribute to project success and failure outcomes, then it is egpibet final

developed model can be utilised to address these two outcomes.
Relationships between Variables

Figure 4.4 pointed out some suggested links between the variables in
the enhanced framework. The following Table 4.3 shows examples of CSFs to

support the identified links.

63



Table 4.3: Examples of CSFs to Support the Suggested Links between the

Variables

Chapter 4: Methodology and Research Plan

Variable

Relation with

Example of related CSFs

Customer

Knowledge Transfer

Project Management

¢ User participation in the project (Peterson et
2002)

« User/client involvement (Hairul et al, 2011)

Developers

Knowledge Transfer

« Data analysis and conversion (Somers and Nels
2001)

 Business process reengineering (Somers and
Nelson, 2001)

Project Management

 Appropriate development processes/methodologie
(process)Hairul et al, 2011)

« Committed and motivated team (Hairul et al, 201

Project
Manager

Project Management

« Risk managemergHairul et al, 2011)

¢ Use of proven project management methodology
(Ziemba and Oblak, 2013)

« Effective project management skills/methodologi
(project manager) (Hairul et al, 2011)

IS Senior
Management

Project Management

* Top management commitment and support (Finr
and Corbett, 2007)

« Support from top management (Hairul et al, 201

Other
Parties

Project Management

» Use of consultant@Hairul et al, 2011)

» Good performance by vendors/contractors/
consultants (Hairul et al, 2011)

* Interdepartmental cooperation (Alaskari et al,
2012)

Knowledge
Transfer

Project Management

« Clear goals and objectives of the ERP system
(Ziemba and Oblak, 2013)

« Clear objective/goal/scogélairul et al, 2011)

« Clear goals and objectives (Somers and Nelson,
2001)

Source: Developed by the author

It is worth mentioning, Knowledge Transfer has links with the customer

and the developers, as these two actors are the involved parm&sprocess.

At the same time, Knowledge Transfer has link with Project Managgnn

terms of setting the project plan, which considers project’s scope, depends on

customer’s ideas. Additionally, the aim of managing a project is to achieve

project goals, in which these goatpresent customer’s requirements as well.

The next section will discuss research philosophy and paradigm.
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4.3 Research Philosophy and Paradigm

The aim of any research is to find the answers to the questions
addressed by the research itself. Moreover, doing a reseanthiraing for
knowledge requires establishing philosophical assumption about what to study
and how to study. In this respect, according to Creswell (2002), these
assumptions are known as: paradigms, epistemologies and ontobygidsat
is broadly conceived as ‘Research Methodology’. A research paradigm
represents a set of assumptions and philosophies relating to people’s
perceptions about the world, and about knowledge nature (Gephart, 2004). In
addition, this paradigm is concerned with the way in which reseaaidsbe
undertaken. So, for any research, it is essential and krociaentify the
adopted paradigm regardless what the aims or field of thearokseare.
Because choosing a paradigm reflects on the logical seqtesiceonnects
empirical data to the studyinitial questions, and ultimately to its conclusions
(Orlikowski and Baroudi, 1991).

4.3.1 Research Philosophies

In order to choose a paradigm, it is necessary to decide tharchs
philosophy, in which this philosophy is about the nature and development of
knowledge (Saunders et al, 2007). There are two major branches that any
research needs to take a position on in order to know and think. areey

epistemology and ontology. The following will describe each one.

Epistemology: This branch is defined as “a way of understanding and
explaining how we know what we knéwCrotty, 2007, p. 8). It is concerned
with what is constituted as acceptable knowledge in a discipline. Tdassrit
offers a working environment for the researchers in order todigut the
possible nature of knowledge in legitimate and adequate wayaudeedt

recognises possibilities, scope, and common basis (Bryman, 2004).
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Ontology: This branch is defined by Walliman (2006, p. 15)“as
theory of social entities and is concerned with what there ekistbe
investigated. In other words, iis concerned with the “What is” question and

mainly focuses on the nature of social phenomena as entitiety(2007).

4.3.2 Research Paradigm (Theoretical Perspective)

In social studies, there are a number of theoretical perspsctw
paradigms which are defined as “A set of shared assumptions or ways of
thinking about some aspect of the world” (Oates, 2006, p. 282). In the field of
IS research, there are three fundamental paradigms, nameiivigins
interpretive and critical (Orlikowski and Baroudu, 1991; Stahl, 2008; Klein and

Myers, 1999). The following will describe each one.

Positivist: This paradigm seeks to identify the relationships or primary
patterns within the social world. Thus, it utilises scientifichods to forecast,
explain, and control phenomena. Moreover, this paradigm is known as
deductive study, and is recognised by its link with empirical seiefbus,
Positivism paradigm aims to generate hypotheses. This is in toréxamine
them separating the examined stated results and the subjective
evaluation, which leads to objectively offer the explanationyr(an, 2004)
and (Benton and Craib, 2001). Therefore, due to its objectivity gieats all
non-scientific humanistic perceptions, like conscious, feelingd, thoughts
(Crotty, 2009). This means that this paradigm claims the sgparbetween
reality (i.e. phenomena) from humanistic observation (i.e. relseg (Gortner,
1993). In addition, Playle (1995) identified a number of basic principles
surrounding positivism. The first is that this paradigm asdbdt facts exist
before being found out. Next, the terffempiricismi expresses direct
developed knowledge based on testing and observing such facts. Additionally
according theéReductionism concept, it is possible to reduce complex social
concepts into logically quantified and universal laws. Last but rast,lehis
paradigm declares that achieving objectivity needs serious itorant to

specified methodological principles.
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Interpretive: Contrary to the previous paradigm, interpretivism raises
the need for taking account of humanistic meaning according to psople
actions and perceptions. This paradigm does not separate thehesdam
the observed phenomena, so it provides a chance to subjectivedyeetp
researchés point of view while building facts. Actually, within this paradigm,
there is a belief that the interpretation of a researchgghenomena reflects
the ‘lived experienceof the researcher himself, which is considered to be an
essential factor in finding the truth (Weber, 2004). As reghls paradigm
aims to present the researcleunderstanding in terms of the dissimilarities

betweerpeople’s roles as actors in the social world.

Critical: This paradigm received increasing interest over the lass yea
(Myers and Klein, 2011). According to the philosophical perspectivihisf
paradigm, reality in founded in a historical way in which it gemelaind
regenerated by humans. So, the knowledge cannot be seen as separated
components (Orlikowski and Baroudi, 1991). The aim of this paradigm is t
investigate social matters by brining and examining the ablail social
circumstances. In this respect, this investigation, in a, i@guses on the
contradictions in the world and presents what feels wrong instead ofeeltst
correct (Myers, 2009; Walsham, 2006). Moreover, this aspect it€atr
research assists the researchers to maintain the ideblogmact on their
studies, it terms of balancing between the interests in tbplgavithin the
study, with the awareness of the influences of politics, cylame sociality
Myers (2009).

4.3.3 Justification for choosing Interpretive Paradigm

This research adopts the philosophical assumptiong&mstemology
as it offers“a way of understanding and explaining how we know what we
know” (Crotty, 2007, p. 8). This research has @&xploratory purpose,
because it looks to provide an in-depth understanding of problems in the

organisational practice of IS development. In addition, thisarebeseeks to
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develop theories with respect to the reasons behind IS project estaat
deal with incomplete knowledge transfer. As such, this reseangsbsisoned
within the paradigm ofInterpretivismi. The reasons behind this selecting are

following.

Firstly, in this research there is neither a hypothessintg nor
statically calculating measures of variables. This re¢he positivist approach

is not applicable here.

Secondly, this research aims to bridge the identified gap witi@n t
context of IS development literature. In this respect, adoptiegnterpretive
paradigm will assist in achieving an effective explorationtha$ subject area,
and in producing comprehensive understandings with respect to the
relationship between the reasons and results surrounding IS projectiescala
and incomplete knowledge transfer. Particularly, number of IS ach@lein
and Myers, 1999, Orlikowski and Baroudi, 1991) mentioned the significance of
employing interpretive paradigm, in terms this paradigm isenswitable to
contain the richness of social context which includes pésm@#itudes and
thoughts. Furthermore, these scholars pointed out interpretive paradigm
crucially aided to generate deep comprehension into phenomeima wi

information systems studies.

Thirdly, this research aims to learn how to completely trantgfer
knowledge during RE process from the viewpoint of the intervieweesidn t
particular, employing interpretive paradigm is more approphbatause it does
not separate the researcher from the subject. This meanmedbarcher can
closely interact with the subject through meeting the partitgpan person,
listening to their feedback, and discussing their replies. Agtrakis leads to
develop a comprehensive image which reflects participants’ viewpoint
regarding the subject. At the same time, this image is ifldtfwith useful
details, like the reasons of acting in certain way, and dhget wanted to

achieve.

It is worth mentioning, number of IS scholars pointed out the

significance of using interpretive paradigm and its ciiitc@ntribution to both
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practice and theory in IS field (Klein and Myers, 1999). This pgnad
received more interest as the focus in IS research mawesd technical
development to focus on social interaction (Stahl, 2008). Moreo\aleyB
(2007) mentioned researching within interpretive paradigm construct the
meaning of reality by interpreting the sdcinteraction in people’s live, in

terms of how they do certain things and what the purpose is. Tlaasme
within the interpretive paradigm, it is crucial to understand peoples’ attitude
according to the perspective of the participant, in which thippetive based

on their own experience and interaction towards the phenomenon understudy
(Collis and Hussey, 2009).

After adopting the suitable paradigm for this research, thegsetion

will discuss choosing the suitable research approach.

4.4 Research Approaches

According to Saunders et al (2007), doing scientific research involves
the usage of theory, which would be explicitly presented in the findirtgss,
since the beginning, the clarity of this the@rynvolvement raises a crucial
concern regarding the design of research projects and choosing agtpropri
strategies accordingly, in terms of testing the theoryeeloping one. In this
respect, Creswell (2009) identified three different types ofareseapproach.

These are as follows:

4.4.1 Deductive (Testing Theory)

This approach concerns itself with testing hypothesis and developing
theories. So, it sounds quite useful in scientific research mnstés objectively
testing theories through examining various variable relationshipthdfmore,
the data can be assessed and analysed by statistical techflgusesstudies in

this approach are known &uantitative ResearcH.

The following is from (Robson, 2002, cited in Saunders et al, 2007, p.

117), who suggests a sequence that deductive research should go through:
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1. Deducing a hypothesis from the theory.

2. Expressing the hypothesis in operational terms, which proposes a

relationship between two specific concepts or variables.

3. Testing this operational hypothesis.
4. Examining the specific outcome of the inquiry.
5. If necessary, modifying the theory in the light of the findings.

4.4.2 Inductive (Building Theory)

This approach mainly aims to provide a better understanding of
problems or phenomena. In a way, it seeks explanations to a socialnproble
through investigating the meaning behind concepts or behaviours of
individuals or groups. Within this approach, the result of collecang
analysing data is used to develop the theory. Further, studtbgsiapproach
are known as‘Qualitative ResearcH. The following demonstrates the
highlighted features of the inductive approach as mentioned by Sauhddrs e
(2007, p. 120):

1. Gaining an understanding of the meanings human attach to events.
2. A close understanding of the research context.

3. The collection of qualitative data.

4. A more flexible structure to permit changes of research esigpas the

research progresses.
5. A realisation that the researcher is part of thearebeprocess.

6. Less concerned with the need to generalise.
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4.4.3 Mixed

Apparently, this approach includes features of both previously
mentioned approaches. Indubitably, the reached outcome is considered to be
among the finest through applying this mixed approach. It is not only the
matter of collecting and analysing data of both types, but lactaa
combination of approaches that strengthens a study overall.eStudithis

approach are known &8lixed Methods Research.

4.4.4 Justifications for choosing Qualitative Approach

The following discusses the reasons of suggestiglitativé as the

most suitable approach for his research.

Firstly, as discussed previously within the literature reyidhis
research aimed to investigate a new perspective and seitmgespect to 1S
project escalation. This setting represents a new area torexphe that has
not been satisfactorily explored to date. Thus, qualitative 13 aedhe most
appropriate approach for such an exploration. In this respectbaruof
scholars asserts employing qualitative research is evitienstudy any
phenomenon in case very little is yet known (Robson, 2002; Corbin and
Strauss, 2008), that may not easy to achieve through using quantitative

techniques.

Secondly, one of the aims of this research is to investmadelearn
from the process of RE, in which during this process the knowledge is
transferred between the customer and IS developers, incadditidentify and
understand the role of created and used object within that prdoefiss
respect, qualitative research can affectively assisis achieve better
understanding, in terms this approach is useful to find further ehdnsights

about the phenomenon understudy (Robson, 2002; Saunders et al, 2007).

Thirdly, as the intention of this research is focused on the ingbdbe
customer attitude on the challenges of incomplete knowledge tramsielS
project escalation, thus qualitative research techniquesieéfigcservers this
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intention, because the design of qualitative research support fweizend the
social context in the real life of the people (Robson, 2002; CarinStrauss,
2008). Moreover, capturing participant’s thoughts and words is a considerable
method to collect the data. In this respect, as this research interested in people’s
attitude, using qualitative research allows the participtmtiseely tell their
expertise and feelings. Furthermore, qualitative research sumomtigsting
and comparing between the various viewpoints of the participantergMy
2009). This point seems crucial, as this research involves two gobpesple
who act different roles (i.e. customer an IS developers), so gsialifative
research enhances understanding the similarities and ddé&reh their

viewpoints.

According to above discussion, this research is more concerned with
the way that participants perceive the truth, rather than theetolify of this
truth. Therefore, qualitative approach offers more convenient paltttzgn the

guantitative approach.

4.4.5 Justifiability and Transferability in Qualitative Study

One of the significant characteristics of the quantitative ampres that
it attempts to disregard interpretations and subjectivity somntific research.
This approach aims to objectively analyse data, and to apply theasie
common rules or trends. Quantitative approaches utilise stdtigtm@edures
and rely on the concepts of reliability and validity to achiegectivity.

Quantitative approaches also endeavour to generalisability (Hairk998).

A number of qualitative scholars argued the efficiency of dadive
approach. For example, Auerbach and Silverstein (2003) claimed these
statistical concepts are only achieved in “@teal situation”, in which this
situation does not necessary found in practice. Further to theem,cthe
challenge associated with the concepts of reliability and talidiers to the

notion of“pursuing the unreachable ideal” in which

“The phrase is intended to express the idea that developing afidsseale

requires comparing it with another valid scale, and that thisnskvalid scale
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must have been developed by comparing it with a third already \alld, s

and so on to infinity” (p. 80).

Moreover, the same notion applies for the concept of generdilizabi
in terms of the accuracy of choosing the rigipresentative sample” of the
research population. So, checking this accuracy needs comparinghdhge
results of a study with a second study that has another biggplesdmen in
case of reaching similar results, the matter of choosiagight“representative
sample” remains standing. Because there are numerous and various groups and
settings within a population, so this involves checking the restit avithird

study and so on.

Therefore, due to this notion, Auerbach and Silverstein (2003) suggest a
researcher should BBceptical” about the concepts of reliability, validity, and
generalizability in the social sciences. At the same,tiimey pointed out the
qualitative approach has alternatives in which they callestifiability” and

“Transferability”. The explanation of these two terms is coming next.

Justifiability refers to that it is necessary for a gatie researcher to
analyse the data in an own subjectively way. In this respextretbearcher
should consider participants’ perspectives, and avoid forcing his personal
subjectivity in case it is not originally founded within the da#woreover,
through using three criteria, namely transparency, communigabdind
coherence, it is possible to judge whether or not it is a juséfiaterpretation.
The following explains each one of these criteria. First, ramscy refers to
ability of other scholars and reviewers to track all the d@fmsved that led to
the results in a research. Second, Communicability considgrdhei extent of
clarity that the identified themes and constructs are. Sontlod these themes
and constructs are understood and can be explained, reflects level of
communicability the interpretation has. It is worth mentionirdhieving the
criteria of transparency and communicability does not requiré dagtaement
from other scholars or reviewers. Actually these two critedacern, in a
reasonable manners, with clarity of the used way to arrive toethdts, and
with simplicity to comprehend the themes and constructs. Third, ©uteer

means when sorting together all the constructs and themeshihalg report a
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coherent story (i.e. narrative). For sure, this coherent shoeg not resemble
the only possible one, however it assists to rationally shapgathg Auerbach
and Silverstein ,2003).

Transferability is the suggested alternative to concept of
generalizability. Transferability considers two aspects widspect to
research’s results, namely “extending beyond your sample” and “respecting
cultural diversity” (Auerbach and Silverstein ,2003, p. 87). According to
Transferability concept, the identified constructs in a studytraresferable if
they guide the analysis in a new study with new sample. So, the researcher may
expect similar abstract outlines to be identified during tieyais. At the same
time, the deep specification of the themes in the new study dieyge
according to the samples’ culture. Finally in this respect, Orlikowski and

Baroudi, (1991, p. 5) mentioned

“Generalisation from the setting to a population is not sought; rather, the
intent is to understand the deeper structure of a phenomenon, which it is

believed can then be used to inform other settings”.

To sum up, though qualitative approach does not support objectivity in
terms of employing statistical concepts of reliabilityalidity, and
generalizability, number of qualitative scholars claim thgpraach has
significant alternatives like‘Justifiability” and “Transferability”. Moreover,

these alternatives suit the subjectivity nature of quaidapproaches.

The next section discusses choosing the appropriate strategy for this

research.

4.5 Research Strategy
Crotty (1998, p. 3) defined research strategy as

“Plan of action, processes or design lying behind the choice and use of
particular methods and linking the choice and use of methods to the desired

outcomes”.
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Selecting the research strategy depends on a number of fdotors,
instance, the nature of the investigated phenomena, theomskip between
theories and scientific research, the philosophical point of @ied its adopted
assumptions (i.e. Epistemological or Ontological), and reseatdbeisfs and
expertise (Teresa and William, 1997). Moreover, Saunders et al (200&) ha
suggested a number of qualitative research strategies, fonéeskxperiment,
Survey, Case study, Action research, Grounded theory, Ethnography, and

General Inductive. The following will describe some of them.

4.5.1 Case Study

Saunders et al, (2007, p. 139) defines this‘asstrategy for doing
research which involves an empirical investigation of a paatcul
contemporary phenomenon within its real life context using multiple sswfc
evidencé. It is also called ‘field-work’. This strategy focuses on creating
phenomena (e.g. Social unit, Community, Group, Individuals) within plade a
time boundaries. In addition, it uses in-depth analysis to provitBnsive
descriptions regarding the researched phenomena. In addition, dtégygtcan

be combined with other types of qualitative methodologies (G4®98).

4.5.2 General Inductive

According to Thomas (2006), this strategy is one of the most mvide
when it comes to qualitative analysis. Its main aim is tdihelings emerge
according to guided themes which are originally derived from raw. data
Additionally, this strategy should be guided by the overarching agscof a
study and should follow a clear systematic process. Thisgragentroduced
for number of purposes: firstly, to reduce a huge amount of dataishort
format (e.g. summary), secondly, to figure out clear relationgbgpween the
data, and thirdly, to create a model or to introduce a thedty ne@spect to
emerging concepts in the data. This strategy also aims to supperstanding
by creating abbreviated themes from a complex and large raw sgata
Additionally, in terms of general characteristics, thisitstgy looks like other

described qualitative techniques, so applying general.
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4.5.3 Ethnography

Originally, Ethnography was used to find out the roles and structure to
behavioural patterns of a research sample, through investigatimgnistic
culture and society, and by emphasising their attitude, hefiats values. So,
this strategy is considered as a way to interpret a somdalpg system, or
culture. Usually, the researcher is directly involved in thewigations daily
life, in order to observe and interview the organisdasomembers, and to
figure out what motivates them in terms of theoretical facois behavioural

patterns (Creswell 1998).

4.5.4 Grounded theory

Grounded theory is considered as one of the popular approaches within
the field of research. According to Charmaz (2006) it was firsbduced by
Barney Glaser and Anselm Strauss (1967). Then, in 1990 these two authors

divided and each continued with separate scholarly interests.

In general, grounded theory is an organised way to set a theoty, as i
outlines the social events which are concluded through analysing quelitat
data. Moreover, it is a group of processes which aim to presentptoalce
themes by analysing data in a specific manner. Thus, it has enprigiive
nature because it is derived from the meanings of qualitative(Bates and
Mills, 2011). Furthermore, as a methodology, it guarantees thatrnas
outcomes are accurate and specific to qualitative data (RI#689).
Additionally, the aim of grounded theory is to be aware of what is mapgpe

rather than trying to fit into present theories (Strauss and €dr®0). Also,

“The purpose of grounded theory is not to make truth statements abady reali
but, rather, to elicit fresh understandings about patterned relationships
between social actors and how these relationships and interactibredya
construct reality” (Suddaby, 2006, p. 636).
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4.5.5 Justifications for Choosing General Inductive Strategy

The following discusses the reasons of choosing ‘General Inductive’ as

an adopted strategy for this research.

Firstly, number of scholars claim General Indicative is onehef
common and evident utilised strategies in qualitative studiesm@mnyand
Burgess, 1994; Dey, 1993). Moreover, numerous of social sciesearcbes
broadly employed this strategy in an evolutionary matter (Thomas).2B66
this present the far extend of credibility the strategy akega inductive has, in
addition to its significant conveniently when it comes to undertake

investigation in social science in general, and in IS fielobirticular.

Secondly, as clarified earlier, this research will gathaditgive data.
It is expected to achieve a huge amount of data, as the numbaatioipant is
assumed to reach 40 people who have various opinions and different
perceptions. In this respect, using General Indicative strasgjgts to control
and extract the meaning from this complex set of data. mrdspect, this
strategy applies number of procedures to produce summary (i.e. nombe
themes) that describe the main characteristics of a réav déBryman and
Burgess, 1994).

Thirdly, it is common to utilise the techniques of General Intieat
strategy in various types of qualitative data analysisa(Ss and Corbin,
1998). In a mutual way, General Indicative strategy allows the iauwdwnt of
other analytic techniques from other strategy (Thomas, 2006hidrdspect,
as this research intended to figure out the relation betweenadtws,
incomplete knowledge transfer, and IS project escalation, thusitharaeed
adopted number of coding techniques from the strategy of Grounded Theory

which aid to identify these relations.

It is worth mentioning that this research originally set owadopt the
strategy of ethnography, in which the author engages in the daly of IS

developers in their workplace, to observe and interact directly thieh
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participants directly in the social community. In order to pregar this, the
author made contacts with five major IS development organisatioSaudi
Arabia. However, none of the organisations agreed to host the studycAs
the author was unable to obtain formal acceptance to carry out a field study in a
specific organisation. Thus, for this reason, in addition to abovigi®on,

General Indicative presented itself as a competitive amifis@nt alternative.

4.6 Research Design (Methods)

Research design or (methods) concern with the proposed techniques
and procedures to gather data. In this respect, Myers and Avison {2002,
defined research method as

“A strategy of inquiry which moves from the underlying philosophical

assumptions to research design and datactioth”.

The following sub-sections discuss in detail the used tool and the
applied plan to collect the data, in addition to the employed analysis

techniques.

4.6.1 Data Collection Tool

There are number of tools to collect qualitative data, for exampl
Interviews, Observation, and Observation. The following describe each of

them.
4.6.1.1 Interviews

Gephart (2004) defined Interviews as “situated, face-to-face
interactions in which researchers typically pose question tlsgonelents
answer” (p. 458). Some of the most useful research in the socehcEs is
gained from qualitative methods and from people’s conversations and their
casual talking. During formal interviews, empathy should be eskaddli
between the researcher and the interviewee in order to gain Trust.
researcher should also show no bias. There are three types uleimtas
follows.
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(1) Structured Interviews

This type is used to collect quantitative or statistical data. (i
“Quantitative Research Intervie\ys So, the researcher asks identified
guestions in a way that will not affediiterviewees’ answers in terms of
researcher bias. Moreover, this type of method is helpful sorgiive studies
in that it recognises general patterns. In addition, it empldgtistcal
techniques which are useful with respect to explanatory studies. Brusg
type of interview requires asking closed questions, then waitimg f
interviewees to pick from set answers, so it is like ticking boma a

guestionnaire (Saunders et al 2007).

(2) Semi-Structured Interviews

By conducting this type of interview, the researcher asks qumssti
from a pre-set list. However, these questions may vary depeidinipe
progress of each interview. This means it is possible to addyvesrar change
the order of the questions. It is highly recommended for teeareher to
record the interview. Thus this type of interviewing seems quseful in

exploratory researches (Saunders et al 2007).

(3) Unstructured I nterviews

In order to find new insights and outline what is happening, this type of
interview is used in exploratory research. This is an informathod in that
researchers do not have pre-set lists of questions. Howesgroften have
clear ideas about what themes they will stick to. As suchivieteees have
more freedom to describe their feelings regarding a partisulgect, concept

or event (Saunders et al 2007).
4.6.1.2 Focus Group

According to Bryman (2004), a Focus group ‘& form of group
interview in which there are several participants (in addition the
moderator/facilitator); there is an emphasis in questioning particular fairly

tightly defined topic; and the accent is upon interaction withingtioeip and
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the joint construction of meanifhg(p. 346). It can be used to introduce
adequate information about the subject as a pre-research methodorthére
seems helpful in operationalisation, and in avoiding significanrs
(Sarantakos, 2004).

4.6.1.3 Observation

Observation is considered one of the oldest applied methods in
investigation, as the first knowledge in the world was obtained throug
observation (Cauvery, 2003). Such a strategy involves recording;tidgpi
systematic observation, and analysis. Hence, it is efficivhen it comes to
studying and interpreting human behaviour. There are number of olservat
types. Firstly, there is Participant Observation, in whichrésearcher interacts
with the study group. This allows the sharing and feeling of experience.
Secondly, there is Non-Participant Observation. Here, therobszadoes not
actively become part of the situation and is only there to rebsdt is
recommended that a series of observations are conducted imtbesstings
in order to gain consistency and reliability and reduce the eftéctssearcher
bias. Thirdly, there is Non-Controlled Observation, where observatigmena
in a natural environment with no influence by any external factourtRly,
Controlled Observation is used to test any bias resulted externglly b
misleading perception or inaccurate data. Finally, there atd Bieservation
Studies. Here, the researcher should take care with respibet &pproval of
the targeted organisation. Research collected via this metlodgnsbound by
people, time, and location. Also, particularly when observing a complex
phenomenon, researchers to be very careful with respect toflaéncing
factors (Cauvery, 2003; Gill and Johnson, 2002).

4.6.1.4 Justification of using Semi-Structured I nterviewing Tool

A semi-structured interviewing tool is employed as main and only
source of data. This tool is broadly and evidently used in ISesty@chultze
and Avital, 2011). According to Bryman (2004), interviewing should be more
flexible and less structured in order to fit with qualitative purposkas, new
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guestions may be introduced, depending on replies. Choosing this tool is
decided because of the following.

Firstly, semi-structured interviewing allows the researahelig deeper
into participant’s replies, and investigate these replies in more depth to find out
new insights. At the same time, the researcher is freentothe participant
with number of possible answers (Gephart, 2004). Thus, this presents the
ability of semi-structured interviewing to maintain the batametween the

very formal and informal conversation approach (Myers, 2009).

Secondly, in qualitative research, semi-structured intermigvis the
most widely applied and one of the most crucial data gathering tools in general,
moreover, this tool is broadly employed in numerous studies exploring IS
project investigation (Myers and Newman, 2007).

Thirdly, this research has an interpretive nature. So, using- semi
structured interviewing tool support reaching the participant’s viewpoints and
perceptions with regards to the interests of this researchisnespect, this
tool is significant when it comes to figugeoples’ rationales and the reason
behind specific matter (Myre, 2009).

4.6.2 Data Collection Plan
In this research, the data is collected on two stages as follows:
4.6.2.1 TheFirst Stage of Data Collection

In this stage, a number of semi-structured interviews with 30 ISgiroje
managers are conducted. The purpose of this stage was to explore the
participants’ expertise and perceptions regarding the issue of IS project
escalation and how to deal with it. ParticipAmecommendations for practice
were also explored, with respect to transferring customers’ knowledge, and
how to deal with the issue of unclear ideas. Choosing IS project managers
this stage was down to the auttsopwn professional experience (the author

has previously held an IS project manager position and a position I&Dan
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auditor). Thus, the author is aware that project managers have cpecifi
expertise, knowledge and experience relating to project operation, atatus
challenges. This is because project managers lead IS develdpspmesent
organisations when communicating with customers and reporting progress and
challenges to higher management. Therefore, it seems thabjketpnanager

has more credibility when it comes to discussing project chakerdigdble 4.4

provides information about participants’ numbers and their organisations.

Table 4.4: Details and number of interviewees from each organisdtiba
first stage of data collection

Number of

Organisation .
Interviewees

1 | D.L.: This company used to be a government unit whichessfally 18
passed through the privatization process. Its I.T. departmest
considered to be a big one, with about 800 IS specialists vgoikir
software development. In the past, this organisation used tadpr|
Business-to-Business services. Later, after privatization, ritede
customers from outside the organisation.

2 | K.U.: This is a government and educational organisafidrere are 6
about 40,000 students in 20 colleges in various spesia(teg.
Medicine, Engineering, Science, Art). There are about 286 who
work in the deanship of Information Technology. Funthere, there
are number of departments, where each department ecos
specifically related I.T. fields (e.g. Internet website, Datais,
Software Development). Moreover, the software deveboypn
department serves the organisation internally, whereiseomer are
from its various colleges and centres.

3 | N.B.: This company originally operated in the bankingibess. In 2
addition, the I.T. department was improved by beingedhioff as a
separate unit in order to follow the modern sense efnlegs, and t(
maintain the huge migration to computer and interngliggtions. The
I.T. department serves the bank internally (BusinesBusiness) anc
customers who need financial solutions such as electpagiment and
advanced accounting systems (Business to Customer)

4 | Z.F.: This is a private company which provides softwgeeelopment 2
services to different types of businesses and customers

5 | B.L.: This is a private company which provides softwdeeelopment 2
services to different type of businesses and customers.

Source: Developed by the author
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Data collection was carried out towards the end of 2010 and took three
months. In total, the first stage conducted interviews with 30 IS project
managers from five different organisations. All interviewsddsan average of

60 minutes.

The participants are Saudi men aged between 25 and 58 yearsofSome
them have worked in the field of IS development for more than 2Gs.yaar
they have previously worked in other organisations. The majority of them
started working in the profession as developers, and then they subsequentl

were promoted to IS project managers as a result of seniority aadenge.

It should be noted that in order to maintain the ethical protocol
employed in this research, no further details about the petits can be

revealed.

4.6.2.2 The Second Stage of Data Collection

In this stage, a number of semi-structured interviews with 1®ouests
are conducted. This stage presented an opportunity to address comments and
feedback relating to customérsiewpoints with respect to the issues of
‘unclear ideasor ‘project escalation This seems an effective method in that it
ensures fairness for both parties (principal and agent). Additionakgdban
customers perceptions, it is possible to verify the influence diagram or the
knowledge transfer process model which would be developed during the
analysis. Thus, it will strengthen the findings through applying data

triangulation in the research.

Data was collected in the middle of 2012 and took one month. In total,
the second stage conducted interviews with 10 customers. Intervided das
average of 50 minutes. Table 4.5 provides more detail about the number of

interviewees according to eacistomer’s organisation.
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Table 4.5: Details and number of interviewees from each organisdtiba
second stage of data collection

g:zlcdtig; Interviewees Job Title Ir’:ig;?/it:aev\r/g;s
Organisation
1|O.L Vehicles’ - Branch Manager 2
maintenance - Customer Relationships
Assistance
2 | M.C. Medical - Human Resource Manager | 1
Services
31| J.B. Banking - Branch Senior Manager 2
- Head of IT department
4| M.K. Real Estate - Branch Manager 1
5| T.T. Tourism - Sales Manager 2
6 | C.A. Governmental | - IT Specialist 1
Services
7| S.C. Construction - IT Specialist 1

Source: Developed by the author

4.6.2.3 Choosing the Country of Empirical Research

The empirical part of the research and data collection took place in
Saudi Arabia. This country has a huge market for IS developmenms t&r
the investment size which is estimated to reach 8.6 billion USardolly
nowadays in 2013 (AlRiyadh, 2011). This reflects the importance of the revival
that Saudi Arabia is witnessing in IS development field. At sanme,ti
according to the literature, the risk in this field is growing imatlal with
investment. This presents Saudi Arabia as an interesting settwgiah to

study IS project escalation.

Additionally, as far as the author is aware, there is a lack éarels
about Saudi Arabia in the particular area of IS projecti@s$oa. Therefore,
this research may better serve career development, and opsnayhirther

research opportunities in the same field at this country.
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4.6.2.4 Sampling Techniques

In order to access the targeted sample, the author, who has experienc
working in IT departments in Saudi organisations, relied on his colleague
profession’s to access participants. Convenience and Snowball sampling
techniques were used, wher&Convenience sampling means recruiting
whomever you have acces$ tnd“Snowball sampling means starting with a
convenience sample of a few research participants and asking ahestect
other$ (Auerbach and Silverstein, 2003, p.18).

As mentioned earlier in section 4.5.5, the author was unable to obtain
formal acceptance to undertake the field study on an organisatevell |
Therefore, using Convenience and Snowball sampling techniqgues was a
competitive alternative, particularly this techniques allows oltgirai formal

acceptance on a personal level.

4.6.2.5 Ethical Considerations

In social research, the consideration of ethical issues and angnymit
represents a crucial matter, and mishandling this consideradioriead to
critical unfortunate impacts (Tilley and Woodthorpe, 2011). Therefdwe, t
participants have the right to comprehend the process and nature of data
collection, in addition to the right of privacy and anonymity to avoid any
possible harm. In this respect, the researcher is responsibigotm the
participants with these rights. Consequently, for a participastpgcessary to
submit an informed consent to confirm the acceptance to participatetoa
acknowledge the awareness of the freedom to reject the involvemany at
time (Payne and Payne, 2004, Tilley and Woodthorpe, 2011). The following
Table 4.6 shows a number of general ethical issues that presents through

undertaking the research.
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Table 4.6: A Number of General Ethical Issues in a Research

Description

1 | Privacy of possible and actual participants

2 | Voluntary nature of participant and the right to withdraavtially or completely from
the process

3 | Consent and possible deception of participants

4 | Maintain of confidentiality of data provided by individuat identifiable participants
and their anonymity

5 | Reactions of participants to the way in which you seelcdbbect data, including
embarrassment, stress, discomfort, pain and harm

6 | Effects on participants of the way in which you seek de, wanalyse and report yo
data, in particular the avoidance of embarrassment, stisssmfort, pain and harm

7 | Behaviour and objectivity of you as a researcher

Source: Adopted from (Saunders et al, 2007, p. 181)

This research took into account the ethical consideration as discussed
above. First, the author ensured to verbally explain the purpose of ttascigse

and what the participation involves, to each one of the participgetgon.

Second, in order to gain more credibility, the author presentedes, let
which printed on the Nottingham University’s formal paper and signhed by the
supervisor, to each one of the participant. This letter is senttfrersupervisor
to “Whom It May Concern’. In addition, this letter confirms the situation of the
author in terms of the university he is studying at, the PhD progeahe is

attending, and the research project he is undertaking.

Third, the author ensured to inform each one of the participants they
have the right not to answer any question, or even to completelyntgarihe

involvement. That is to avoid creating any pressure or unpleasdingte

Fourth, during each interview, the author ensured to respect the
participant’s opinions, and to avoid commenting in a way it does not serve the
scientific purpose of the research. In addition, the author ensuredtaitto

social manners, cultural and religious constitutions in Saudi Arabia.

Fifth, the author ensured each participant signed an informed consent

form presenting their participation to be voluntary according to their Wie
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informed consent form declared the purpose of this research, and explained

what the participation involves as well (see appendix I).

Sixth, the anonymity of participants and their workplaces was
maintained throughout all the stages of this research. In this respect
pseudonym is used to refer to the participant, in which this pseudonym
included a description to the sample group (i.e. customer or progetgar)
with numbers. For example customer 10 and PM 20. The organisations or
workplaces of the participants are referred using random initials, irhlese
initials neither inform not hint about the identity of the real org@tions, for
example (D.L.) and (K.U.).

Sewnth, only one single softcopy of interviews’ transcription is
encrypted and saved in a digital storage unit (i.e. USB mentiok)-sThis
digital storage unit is isolated and kept, with the singed consent formsafe

the at the author’s residents in Saudi Arabia.

Following this procedure allowed the participant to be free and open to

tell about their own experience and perceptions.

4.6.2.6 Setting I nterviews Questions

Interview questions were set by the author, then revised and re-
structured in a more coherent way by the project supervisors. The awhor al
consulted two Saudi IS project managers, who between them have more than
20 years of experience in the field, in order to rephrase the questans f

academic terms into a language more understandable to thedasgetple.

However, after conducting the first two interviews, the author noticed
that the two IS project managers were mainly talking about incoenplet
knowledge transfer as the solely reason behind IS project escalatien. T
author suspected that this was due to the inadvertent leading nasm@efof
the questions used in the interview and possibly some unintentional hinting
about the core research subject (i.e. incomplete knowledge trangfieoyddr

to control for this issue, the interview questions were subjected to anothe
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refining phase and were rewritten in a more open-ended style. In addtigon,
author shortened the introduction at each interview and generally deisttréoe

research objective.

It is worth mentioning, the author ensured the interviewees were aware
of the concept of project escalation by asking them to definesit &ind then

by comprehensively explain this concept to them.

In general, the interview questions, in the first stage of dataction,

were divided into a number of sections. One section was introductory, and
covered the organisation and project manager profiles and a genetsistbisc

of the usual challenges of IS development practice. Additionally, othgosgc
focused on the interaction and communication between customers and
developers, particularly during the RE phase, in terms of thesigsyected to
arise, and the artefacts to be used (e.g. tools, methods, docudranisgs).

This was all in addition to their characteristics and functions. ér lséction
discussed the issue of project escalation, the reasons behind i Hetedt it

and how to deal with it.

The interviews generally included the questions in Table 4.7. Questions
3, 4, 5, and 6 addressed the first research aim, and questionsa] 5,

addressed the second research aim.
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Table 4.7: Questions used in the Semi-Structured Interviews HitsieStage
of Data Collection

Individual Interview

1| Tell me about yourself and about your organisatiorseBlaon your experience, tell me about
project manageés duties.

2 | How do you usually start an IS development project2aidne the phases of such a project?
Tell me about your routine when working in a projdell me in detail.

What knowledge about the project is most importanyda (i.e. critical for success)? Why ¢
think that?

3| Did you face any problems or troubles during workim¢S development projects?
Generally, if any, what kind of problems do you faceing project operation?

Tell me in detail anything you feel: it may negativatypact on project performance and progr
(i.e. reasons, people)

4| Tell me about your customers. How do you descrieenthHow usually do you interaction with
them?

What do you think is important to make effectiveatein and communication with the customer

Generally, if any, what challenges do you think yaayrface from customer side? How do you
deal with them?

5| At what phase of the project do you gather custtsmequirements? What do you do during tha
phase? Tell me in detail what is the expected outaafmeach phase, and how do you use it late

From your experience, what do you think is the best effective way to get all the custonser
ideas? What tools or methods do you recommend? W&l Pi€ more please. How do you maks
sure that you got all the requirements completelyRa¥dre the impacts of having clear
customer’s requirements?

Generally, if any, how do you detect and problems thighgathered requirements? How do you
deal with them?

Generally, if any, did you face a situation where tliok there was a problem with custoriser
requirements? What do you think happened? And whgbddhink was the impact on the
project?

In your opinion, who should take the responsibiiitynake sure the customerequirements are
transferred accurately?

6 | Have you heard abotitS Project Escalatiof? Tell me what it is according to your understandi
Well, actually it defined as:.. , is this definition clear, should I explain more?

Generally, if any, have you experienced or knew abaituation of project escalation? What dg
you think happened? According to your experienca poject manager, what do you think the
reasons behind project escalation are? How it happgéms?o detect it?

How do you think it is possible to prevent projeatadation in the first place?

Generally, were there any other parties involvedhis situation? What did they do? Tell me
more details.

As a project manager, what do you recommend to dwdar to deal with a situation of proje
escalation?

7 | Can you tell me anything else?

Source: Developed by the author
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Regarding the second stage of data collection, the interview augsti
were generally divided into number of sections. One section was introductory,
which covered the organisation andterviewee’s profile. Other sections
focused on the communication with the developers, particularly duringEhe R
phase, in addition to any possible challenges. A later section disctiesed
issue of project escalation in terms of whether or not the custexperienced
such a situation, and what his reaction was. It is worth mentioning that
customers were given a chance to provide an opinion on what project managers
mentioned about customer responsibilities with respect to IS praeaiagion
and incomplete knowledge transfer. In general, interviews included the
guestions in Table 4.8. Questions 2, 3, 4, 5, 8, and 9 addressed thedasthies

aim, and the questions 4, 5, and 6 addressed the second research aim.
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Table 4.8: Questions used in the Semi-Structured Interviews &dbend
Stage of Data Collection

Individual Interview

1 | Tell me about your practice and business.

2 | Did you deal with a computer programming company bé&fdmean did you hire them to

develop a program for your company?

Tell me about this computer program you needed.

Tell me about your experience with these people.

3 | Generally, if any, did you face any problem during thatject (i.e. challenges, people)? And
how did you solve these problems?

4 | How did you tell these people about you requiremen&i?me in detail.

Did you feel that they got all your ideas and reguiients completely? Why do think that?

In case it happened, what was the impact of not staleding your requirements on the projec|

5 | Generally, if any, why do you think the programmersmtidl understand your ideas?

And how did you discover that? What was the impadherproject from you viewpoint?

6 | From your experience, what was the best way to tell igeas to the programmers? Like
(Meeting, Workshop, and Drawing Sketches)?

7 | During my study, | found that the customer is regale in more than way for unclear ideas a
requirements like (Customer is unable to clarifyldisas, Lack of Commitment and
Communication, Multi-Knowledge Sources, keep addingoimg requirements), What do you

think? How do you comment or refute that?

8 | Have you heard abotitS Project Escalatiof? Tell me what it is according to your
understanding.

Well, actually it defined as: ... , is this definition clear, should | explain more?

Do you think your project with the programming compaag escalated in a way or another?

Why do you think this happened? (i.e. reasons, ggopl

9 | What was your reaction at that time? How did you de#l that situation?

10 | During my study, | found that the customer is onéhefpeople responsible for project
escalation, like (The Customer has hidden agendanblgymject success, or he suffers Lack o
awareness in terms of developing and using IS predacthe customer kpehanging project’s

scope) What do you think? How do you comment or ecfloat?

11 | Can you tell me anything else?

Source: Developed by the author
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4.6.2.7 Addressing the Theoretical Components of the Suggested Enhanced
Framework to Address the First Research Aim

Referring to Tables 4.7 and 4.8 regards the used questions sats in t
semi-structured interviews during the two stages of data caollectihe
following Tables 4.9 and 4.10 clarifies the used questionadidresses the
theoretical components in the Enhanced Framework to Address the First

Research Aim in Figure 4.4.

Table 4.9: Questions Address the Theoretical Components in the Enhanced
Framework during the First Stage of Data Collection

Variable Relation with Question set number(s)
Customer Knowledge Transfer 5
Project Management 4
Developers Knowledge Transfer 5
Project Management 3,6
Project Manager Knowledge Transfer 5
Project Management 1,2,3
IS Higher Management Knowledge Transfer 5
Project Management 3,6
Other Parties Knowledge Transfer 5
Project Management 3,6
Knowledge Transfer Project Management 5
Knowledge Transfer Project Outcomes 2,5
Project Management Project Outcomes 3,6

Source: Developed by the author
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Table 4.10: Questions Address the Theoretical Components in the Enhanced
Framework during the Second Stage of Data Collection

Variable Relation with Question set number(s)
Customer Knowledge Transfer 4,5,6
Project Management 2,3
Developers Knowledge Transfer 4,5,7
Project Management 2,3,8
Project Manager Knowledge Transfer 4,5
Project Management 2,3,8
IS Higher Management Knowledge Transfer 3,5
Project Management 3,8
Other Parties Knowledge Transfer 3,8
Project Management 3,5
Knowledge Transfer Project Management 4,5
Knowledge Transfer Project Outcomes 4,5
Project Management Project Outcomes 3,4

Source: Developed by the author
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4.7 Qualitative Data Analysis

There are various forms of qualitative data. These include wfdters
(e.g. organisational documents, reports, interview transcriptsspapers, and
field notes), and non-written forms (e.g. images, videos, and agxhodings)
(Saunders et al, 2007). The next step after (or sometimes durithgyigg data
is to analyse it. According to Grbich (2007), analysis is an on-goiogeps
which involves tracking and checking to find data outcomes by fogusn
challenges and recognising where there is a need for furthetigates. This
is general good practice and allows the researcher to creaie Views of the
data which can later be segmented. Such a process trandfiersta into a
form of explanation, understanding, or interpretation with respect to humanistic
behaviour. In addition, this analysis aims to test and creagmingefrom the
gualitative content. The following will discuss the used techniques # thi

research.
4.7.1 Thematic Analysis

According to Creswell (2002) and Thomas (2006), the process usually
starts by cleaning and preparing the data content (i.e. tiaingcinto text
files). The next step involves skimming the text with the aimeoognising all
possible ideas and themes. Then, it is time to set therajersegories or
constructs, which may be guided by the intentions of the researalddition,
sub-categories or themes can be distinguished by reading thexdextthan
once. Furthermore, it is possible to set the themes based orpbrases or the
meanings of some parts of the text. Later, the researchemdstauy out an
overlapping coding process, where some parts of the text are atldoatore
than one category. In addition, the researcher should consider the nadn-code
text. Therefore, these pieces of text should be assigned tcabegory or
removed. The last step is to keep revising and enhancing #gooasystem,
by selecting more accurate and relevant ones, merging or segaategories,
and choosing more suitable quotations that fit with themes or catetgasy.

The following Table 4.11 clarifies this process.
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Table 4.11: Identifying Themes Process

Initial reading of  Identify specific Label the Reduce overlap Create a model

text data text segments segments of text and redundancy incorporating most
related to to create among the important
objectives categories categories categories

Many pages of Many segments of 30 to 40 15 to 20 categories 3 to 8 categories

text text categories

Source: Adopted from Thomas (2006, p 242)

Thematic Analysis was followed in this research. As an inductive study,
this was helpful with regard to clarifying meanings by summarisingige h
amount of data, particularly this research collected a complerfsdata that
contains various toughs and perceptions of different 40 participants. Thus,
identifying the themes from the raw data allowed recognizing thmoritant

aspects in the data (Thomas, 2006).

4.7.2 Coding Techniques

A number of techniques are used to code data, in which these
techniques are adopted form the strategy of Grounded Theory. Howeer, it i
confusing that there are a number of terms used to address the veaybnof
in grounded theory in particular, and in other qualitative strasemi general
(Birks and Mills, 2011). In general, the process starts withaln@ioding or
Open Coding, in which crucial words are distinguished and then categorised
accordingly. These categories act as theoretical themese e analysis
reveals codes that lie beneath these themes. Moreover, tiheses are
described based on their meanings and properties. Next, there li<TAdiag,
which focuses on the relationship between themes and sub-themes and
regroups the coded data to set it in a more coherent way. Aftertiieae is
Theoretical Coding or Selective Coding, which introduces a sophesdicat
degree of coding in that it emphasisésw the substantive codes may relate to
each other as hypotheses to be integrated into a th@dlgser, 1978, p 72).
Thus, this coding system assists in developing a logical and analytsl s
(Charmaz 2006; Strauss and Corbin, 1998; Auerbach and Silverstein, 2003).
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These coding techniques assist in identifying the relationship betteen
different aspects in the data (i.e. themes). As such¢tsgjeand executing
these techniques appropriately was crucial in this researdhisirespect, this
research aimed to figure out the relations and impacts betweenersirob
theoretical components (i.e. customer, incomplete knowledge drans
project escalation). So, Initial Coding and Axial Coding used in teerfhund
of analysis to identify the main themes (i.e. constructs) lagid $ub-theme, in
which these themes represents the mentioned theoretical camgohieen, in
the next round of data analysis, comes the Theoretical Codinglén tr find

the relations and links between these themes or the theboeticponents.

4.7.3 Narrative Analysis

This method of analysis summarises the data and then links researc
objectives interviewees’ responses. SO, it presents their subjective experience
in terms of their viewpoints of the suggested constructs and thékuerbach
and Silverstein, 2003). Furthermore, Grbich (2007) suggests thatatteeteo
main types of narrativé Socio-linguistics, which in concerned with conveyed
meaning andSocio-cultural, which investigates the framework of pedple

responses in a particular incident.

This type of analysis is used in this study, as it is the comhymnthe
next step after completing the Thematic Analysis (Auerbach and Sibuer
2003). That is in order to coherently link and explain the identthedhes in

deeper details.

4.7.4 Content Analysis

This type of analysis follows a systematic procedure to code and
classify the contents of huge chunks of textual data. It énafpplied when it
comes to analysing interview transcripts in social sciengdiest. It is also
used with other types of written form data, like organisational docugnents
reports, and field notes. Using content analysis requires pre-seteétkeasy to

the data about to be analysed in terms of aspects, approaeharsiz
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relationships (Grbich 2007). Moreover, there are two approaches wliisin t
type of analysis. The first of these approachesBsumerativg and is
concerned with word counts, rankings, and keywords in the context. This
approach is considered fairly quantitative. The secoriihemati¢, where the
data set is imposed by a coding frame which is created accoodprpt data
analysis or theory. As result, this will help identify thasen for using words

in such a way (Grbich 2007). This approach is qualitative, and it hasuised

in this research.

Using Content Analysis was so convenient in this research, parycular
when processing the data of the first stage of data colledtiotmat stage, a
number of interviews is conducted with 30 IS project managers. Thsidithi
number effectively allows running comparative and quantifying methods on
the data. This helped to figure out the differences between ¢wepweints of
the participants and categorized them accordingly. In additiomuhwer of
themes according to themes’ frequency was prioritised. In such, this analysis

enriched and strengthened the findings.

4.7.5 Data Displays Analysis

According to Miles and Huberman (1994, p. 8), data displayais
organised, compressed assembly of information that permits cmmclus
drawing and actich Using data display helps to transform huge data sets into
more manageable formats. Williamson and Long (2005) suggest thattieere
a number of shapes for data display, for instance text-erggnchart, metric,
network, matrix, and graphs. Furthermore, it can take basic formshidakicst
matrices, or it can take more complex forms like chronologicaé-tbrder
matrices. In complex cases where there are numerous varafgetsng each
other, more advanced forms of data display céllefluence Diagramni can be
used. Each one of these styles is useful in that they amidlgsis process and
help build theories according to each stgléunctionalities. Therefore, it aids
the development of theoretical propositions. Also, developing a dspdayi
creates a chain of logical evidence, which is significant imgeof disputing
the existing criticism that insufficient details result framalysis due to using
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qualitative methods. Moreover, it presents the research proeesparently.
Employing data display seems quite useful. However, it is cruoiabe
cautious when using data display in research, especially when rdgbiolv
much detail should be presented, as it may be risky to ayaifi the subject.
Furthermore, developing such a form to display the data may tmea
consuming process because it requires a number of trial and st
(Williamson and Long, 2005).

Once again, due to the huge amount of the collected dathisin
research, using Data Displays Analysis was quite useful. In téhmsanalysis
simplified the complexity in the raw data, and represented gpecss in the
data in clear and understandable way. Particularly when drawingflagnée

diagram that presents the relations between the theoreticaboemts.

4.7.6 Analysis Plan

This research generally used the above mentioned Qualitatige dat
analysis techniques. The analysis process started with thsctitzing of
interviews. This helped to clean and prepare the data contedly fea
analysis. So, the recorded interview sessions were played tomcklfe tapes
and transcribed using the computer by typing on the keyboard. It ih wor
mentioning, the author achieved this task by himself. In thipects
transcribing process was completed and took about seven weeks with respect to
the interviews of the first stage of data collection, and tookethveeks with

respect to the interviews of the second stage of datactofie

Regards the raw data in both data collection stages, thedinst of
the analysis used Initial Coding and Axial Coding techniques to summadse a
identify the main constructs and themes in the data. Then,tinesraare

generated through explaining the identified constructs and sub-themes.

The second round of the analysis used the outcomes of the previous
round, in terms of the identified constructs and themes, and applesxetical
Coding technique to identify the various relations between t@ssructs and

themes. In addition, as there are a large number of partisifmm the first
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stage of data collection, then this round of analysis usedah&tracts and
themes from that stage, and applied Comparative and Quantigghgiques.
Accordingly, this assisted to prioritise and distinguish the castragth
respect to participaritsviewpoints. During this round of data analysis, a
number of data display techniques is used. In this respect, rfiventce
diagrams which visualised the relations between the actors aneadakens
behind IS project escalation and incomplete knowledge transfer anedrea
One diagrams represented the viewpoint of IS project manager, anthtdre

one represented the viewpoint of the customers.

Then, the third round of data analysis focused on the process of
knowledge transfer. Thus, the related themes and narrativestifi@rfirst
round of data analysis used to develop a theoretical framework tosaddes
mentioned focus. Later, a process model to describe transfdrarignowledge

between the customer and the developers is created.

It is worth mentioning, dunig analysis process, two computers’
software were used. The first is word-processing software Nlietosoft
Office Word 2010) which is used throughout the interviews’ transcribing
process. The second is a database management software (i.eofliOfbse
Access 2010), which is used to aid in numerous ways throughout theimgalys
process (e.g. codifying the text, quantifying the themes, linking qustesng
similar ideas). In this regard it was not possible to tSeivo”, which is
specialised software to assist in qualitative analysi® tlu the lack of
supporting Arabic text, in which Arabic is the used language throughout
conducting all the interviews. In this respect, the Arabic si@ipanslated into

English text later when writing the report of data analysis.
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4.8 Conclusion

This chapter discussed research philosophy and presented a detailed
design of the research process and stages. At the beginningugbested
conceptual framework of the research has been developed. This leasitbl
by developing an enhanced framework to address the first research’s aim.

Next, the selected research methodology and methods were considéred
detailed justifications. Then there was a description with résjpecesearch
design in terms of the data collection stages, target sangpid setting

interviews’ questions. Finally, the proposed analysis strategy was identified.

The next chapter will analyse the data of the first stage o dat
collection. In which this data consideréa IS project manager’s perceptions
toward the topics of knowledge transfer and project escalation in IS

development projects.
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Chapter 5: The Analysis of the First Stage of Data Collection

5.1 Introduction

In the previous chapter, the conceptual framework of this reseash
developed. Then the methodology and research design were discussed. The
discussion included a description of the data collection stagesjdition to
the setting of interviews questions. The chapter ended by identifyieg t

proposed analysis strategy.

This chapter will focus on the empirical research stage, funire it
will present the data analysis and the outcome results of thetge of data
collection. In which, it will clarifythe IS project managers’ viewpoint with
respect to the challenges of incomplete knowledge transfer paoject
escalation. Moreover, this chapter focuses on the first aithi®fresearch, in
terms it concerns with the reasons behind and the relationship Inetineetvo

mentioned challenges.

Noteworthy, the challenge of incomplete knowledge transfer will be
referred to as ‘Unclear ideas’ or ‘Unclear ideas and requirements’, moreover
using the same concept, the case of complete knowledge tran#ifdrewi
referred to as ‘Clear ideas’ or ‘Clear ideas and requirements’. This iS how they

were mentioned by the majority of the research sample.

5.2 The Analysis of the First Stage of Data Collection

In the first stage, the data was collected through conducting- semi
structured interviews with 30 IS project managers from fiveediifit Saudi

organisations.

On a positive note, the majority of the interviewees had a raaton
level of understanding. Most of the participants were awar@etoncept of

project escalation. For example:
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“Actually, I experienced a situation of a project escalation myself. At that time

we did not expect the huge increment in the cost, and the extension of
working-time, which eventually kept the project open for a very lomg.t

The actual development time exceeded the original plan by foweotifines
more”. (PM_5)

Though the answers of IS project managers informed what they
believed is related to project escalation according their pévospiand
expertise, their responses did not report the extreme situaticoslby losing
control over a runaway project as described in the literature Keig 1995).

This presents a difference in theory and practice of projeciadsra Both
approaches share the general signs, like the unexpected angaéirearement
in the budget, and unpredicted critical extensions of working and delive
times. However, this escalation does not necessarily reaelssaxe levels of

lost control according to the practical perception.

The following will describe each step of the analysis process in more

detail.

5.2.1 Main Themes and Constructs

The first round of the analysis aimed to identify the main tiseof¢he
data, so it started with Open Coding which distinguishes crucial wards
then categorises them into theoretical themes. Axial coding was tose
examine the relationships between the themes and sub-themes,data le
regrouping the coded data in a more coherent way. This resnltie ifirst
draft of the outcomes containing 18 themes within two general corsstruct
Then, after two more refinement rounds, which focused on selectingdtes
relevant themes and merging similar categories, it endedawitital of 11
main themes within two general constructs. These constructs emeéshwere
being derived from the data literature, and guided by the maatsspf the

research as follows.
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Construct (A): Knowledge Transfer

According to the project managers’ viewpoint, this construct explored
the factors and practices that facilitate knowledge transfeweleet the
customer and the developers, and the effect of clear ideas ancenegpiis on
project operation. This construct then set the focus on the reasons behind
customers’ unclear ideas, and the impact on project planning and outputs.
Additionally, there was a discussion regarding how to deal with the @fsue

unclear ideas.

Construct (B): Project escalation

In this construct, the issue of project escalation is discussedrding
to the viewpoint of the project managers, in terms of the reasons hbglmad/

to detect it, and the best practice to deal with it.

Table 5.1 and 5.2 offer more details about the themes and their

subthemes.
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Table 5.1: The First Construct and its Themes

Construct (A): Knowledge Transfer

A.1 Factors facilitating knowledge transfer
A.1.1 Knowing the nature of the custorigebusiness
A.1.2 The customer has a technical background
A.1.3 Identifying the custom&s knowledge source
A.1.4 Setting greater focus on analysis
A.1.5 Having effective communication with the customer
A.1.6 Adopting ready-made solutions

A.2 Knowledge transfer techniques
A.2.1 Knowledge transfer methods
A.2.2 Knowledge transfer verification methods

A.3 The effect of clear ideas and requirements
A.3.1 More accurate planning, resource and time estimation
A.3.2 Smother implementation
A.3.3 Reduces errors and later modifications

A.4 Reasons behind unclear ideas and requirements
A.4.1 Customer is unable to clarify
A.4.2 Customeés lack of communication
A.4.3 The incompetency of the custonssknowledge source
A.4.4 Customes multiple knowledge sources contradictions
A.4.5 The customer keeps adding requirements
A.4.6 Developersinadequate analysis
A.4.7 The nature of IS development

A.5 The impact of unclear ideas and requirements
A.5.1 Increase in the cost, time and effort
A.5.2 Products poor quality
A.5.3 Negligence when using the product
A.5.4 Failure of the project

A.6 Detecting unclear ideas
A.6.1 Review meetings with the customer
A.6.2 Difficult implementation and programming
A.6.3 Customer complains when testing the product

A.7 Dealing with unclear ideas
A.7.1 Identifying where the problem is
A.7.2 Meeting and verifying the situation with the customer
A.7.3 Negotiating with the customer

Source: Developed by the author
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Table 5.2: The Second Construct and its Themes

Construct (B) Project escalation

B.1 Actors behind project escalation
B.1.1 The project manager
B.1.2 The developers
B.1.3 The IS senior management
B.1.4 The customer
B.1.5 Other parties

B.2 Reasons behind project escalation
B.2.1 Poor planning and operating
B.2.2 Lack of human resources
B.2.3 Workload
B.2.4 Unclear ideas
B.2.5 Scope changing
B.2.6 Project size is too large

B.3 Detecting project escalation
B.3.1 Project is monitored by a third party
B.3.2 The later increase in custonserequirements
B.3.3 Comparing progress with project plan

B.4 Dealing with project escalation
B.4.1 Being prepared
B.4.2 Pausing and assessing situation
B.4.3 Dealing with the challenges accordingly
B.4.4 Splitting the project into sub-projects
B.4.5 Involving senior management
B.4.6 Rejecting the project
B.4.7 Reasonably allowing escalation

Source: Developed by the author

Worth noting is a number of the mentioned sub-themes contain other

sub-themes which will be discussed throughout the rest of the analysis.

The following are the developed analysis Tables 5.3 and 5.4 during this

stage of analyzing the data.
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Table 5.3: Identifying Themes of: Construct (A) Knowledge Transfer

Key Theme

Evidence

Interpretation

Related theme

A.1 Factors facilitating
knowledge transfer

“Learning about similar products, from this form, would help to maintain
my expectations about customer’s business and his needs” (PM_13)

The existence of similar
products

“Actually, when you send a programmer to the customer’s organisation, it is

Train the developers

like training. And if this isn’t enough we should train him.” (PM_17)

Visiting customer’s
working place

I'll use this information to get brief details about the rsgstem, and to fing
the project manager and developers with experience of the @r&c

Choosing project manager
with experience

business."(PM_25)

Choosing developers with
experience

A.1.1 Knowing the nature
of the customer's business

“The customer should take training in how to use computers. This hgllp
to explain how the computer software will look and work.” (PM_14)

Train the customer to use
computer software

“It is better to assign someone from the customer organisation who
experienced in his job and has a good idea about IS devehtpin order tg
enhance requirement elicitation.” (PM_24)

Choosing a representative
with technical experience

A.1.2 The customer has a
technical background

“It is better to assign someone from the customer organisation who is
experienced in his job and has a good idea about IS devefdpin order tqg
enhance requirement elicitation.” (PM_24)

A.1.3 Identifying the customer's knowledge source

“Having a big picture is not enough. You should dig more and more to cover
all the tiny details even if it takes a longer time... spending more effort
during the analysis will save a lot of trouble later.” (PM_16)

A.1.4 Setting greater focus on analysis

“Before meeting the customer, it is very important to have mutual trust,
well, in the event that there is no trust, then there is no project.” (PM_19)

A.1.5 Having effective communication with the custom

“It is easier to buy a ready-made solution from the shelf. Just pick a suita
package, and follow the blueprint to customise it to yoerds. This wills

shortcut the whole story of requirement elicitation.” (PM_5)

A.1.6 Adopting ready-made solutions
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Key Theme

Evidence

Interpretation

Related theme

A.2 Knowledge transfe
techniques

“Before the meetings, there are some papers that should be filled in by
customer. It is like a general questionnaire about the syatehits inputs
and outputs.” (PM_25)

Forms and Questionnaires

“Usually there is a big meeting which gathers everyone in the project. The
a discussion will take place to review the main ideas anchdiomm the
requirements. We call this a JAD session.” (PM_4)

JAD Sessions and meeting

“In this workshop, the customer will demonstrate his business and what
system he needs. Then we discuss the requirements later.” (PM_27)

Workshops

A.2.1 Knowledge transfer
methods

“First there is the process model, where we test different business scenarios,
and see whether or not it covers all cases.” (PM_15)

Developing Process Mode

“Using the prototype and displaying its GUI on a computer screen is very
useful to confirm a customer’s requirements. This will help to avoid any
surprises later.” (PM_14)

Developing Prototype

“During these meetings, we have to write down everything in order
produce business requirement documents later.” (PM_9)

Documentation

"Signing the contract is the trigger to start the developn@nthe custome
won’t add any further requirements or descriptions"(PM_2)

Acceptance and signing th
contract

A.2.2 Knowledge transfer
verification methods

A.3 The effect of clear
ideas and requirements

“The most important thing it that the plan is built on correct requirements.
So the programming will actually go according to the plan.” (PM_28)

A.3.1 More accurate planning, resource and time

estimation

“If the requirements were all clear, then programming becomes easier and
faster.” (PM_22)

A.3.2 Smoother implementation

“...Yes there may be some bugs, but we can fix them in no time” (PM_22)

A.3.3 Reduces errors and later modifications
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Key Theme

Evidence

Interpretation

Related theme

A.4 Reasons behind
unclear ideas and
requirements

“One of our biggest problems is that the customer does not know what he
wants. Usually he comes with general ideas, and skips sonms

General idea with no
details

unintentionally.” (PM_7)

Unintentionally skip
mentioning some points

“One of our customer’s was not that academically educated. In which, this
unfortunately reflected on his way to talk and deal with fEedpo, | could
not communicate with him in an effective way” (PM_10)

The level of customer
education

A.4.1 Customer is unable
to clarify

“It can’t work with a customer who does not cooperate with us, ignoring our
inquiries and skipping the meeting will no¢lf to understand anything.”
(PM_3)

A.4.2 Customer's lack of communication

“This misunderstanding happened because the person who gave us the
requirements was not knowledgeable, and he was not the endfuber
system.” (PM_15)

Lack of business's
experience to answer the
inquiries

“After 4 months I was surprised this man would not accept the project,
actually he is not the decision maker.” (PM_29)

Not in a position to make g
decision

A.4.3 The incompetency o
the customer's knowledge
source

“The problem with multi-knowledge sources is that everyoneesg
information which contradicts others’ information.” (PM_1)

A.4.4 Customer's multiple knowledge sources

contradictions

“We suffer when the customer kept adding more and more requirements;
this put us in a dilemma as they contradict with whay tleguested in the
earlier stage of the requirements gathering.” (PM_19)

A.4.5 The customer keeps adding requirements

“Some developers and project managers do not ask enough questions when
collecting user requirements, and make their own assumptiomnsg the
system design. This will eventually lead to conflictwetn the delivere
system and the users’ expectations.” (PM_13)

Lack of analytic experience

A.4.6 Developers’
inadequate analysis
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Key Theme

Evidence

Interpretation

Related theme

A.4 Reasons behind
unclear ideas and
requirements

(Continue)

“You should have more than enough time to collect and analyse the
requirements, otherwise you will end with vagueness later.” (PM_26)

No enough time to gather
the requirements

A.4.6 Developers’
inadequate analysis

“Yes the developer knows about IS development, but every time they need
to learn about human resources, marketing, finance ... etc. I believe that it is
challenging to leara new business every day, and I can’t blame anyone for
this.” (PM_5)

A.4.7 The nature of IS development

A.5 The impact of
unclear ideas and
requirements

“Dealing with these numerous problems because of unclear ideas adds
additional cost and effort, bigss the extra time to do it.” (PM_29)

A.5.1 Increase in the cost, time and effort

“In case there are a huge number of modifications, you can image the effect

of each of these batches on other system functions, whideactssthe
developers and leads to other logical problems!! The resufintgther
troubled product.” (PM_30)

A.5.2 Product's poor quality

“In the event that a project is completed with unclear ideas or missing
requirements, the customer neglects the system and never itug
Unfortunaely this happens a lot of times.” (PM_1)

A.5.3 Negligence when using the product

“A big system has been rejected and considered to be a failure because it
missed one function, which was not explained clearly earlier!” (PM_19)

A.5.4 Failure of the project

A.6 Detecting unclear
ideas

“During the QRM’s, the customer should sign for and approve what has been
completed in the project, otherwise he should report his complaints.”
(PM_3)

A.6.1 Review meetings with the customer

“These confused requirements lead to a lot of trouble when putting them t
programming later.” (PM_2)

A.6.2 Difficult implementation and programming

“Even through all these procedures, the unclear ideas may still be present at
the end when the customer tests the product.” (PM_15)

A.6.3 Customer complains when testing the product
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Evidence

Interpretation

Related theme

A.7 Dealing with
unclear ideas

“We have to find what leaded to this misunderstanding. Is it because of 1
and my programmers? Or maybe because of the customer? A&nd wh
requirements did they not understand?”” (PM_6)

A.7.1 Identifying where the problem is

“In any case, it is important to arrange a meeting with the customer to clarify
everything.” (PM_8)

A.7.2 Meeting and verifying the situation with the

customer

“In case these later clarified requirements are not essential, maybe we can
skip them, or accomplish them as a new version of the ptdater.. it

To not undertake the
modifications

depends on the customer’s decision.” (PM_29)

To undertake the changes
in new release of the
product

“We assess the modifications and discuss with the customer the possibility
of coping with these partially. Or maybe adjust project pbehot them all

To undertake some of the
changes

because theustomer is responsible for these unclear requirements.”
(PM_24)

To adjust the current
project plan

A.7.3 Negotiating with the
customer
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Table 5.4: Identifying Themes of: Construct (B) Project Escalation

Key Theme Evidence Interpretation Related theme
B.1 Actors behind “Mis-estimating the time needed by the project manager led the ptoj{ Lack of experience and B.1.1 The project manager
project escalation escalate. This includes the project plan and all types of EuBo it| qualifications

affects one phase, which affects other phase, and so on. | blarpeah
experience.” (PM_21)

“he claimed attending the meetings with the customers and other | Unidentified duties and
departments were none of his roles ... so this mis-coordination led to th¢ responsibilities of the
project escaking.” (PM_14) manager

“What do you expect the result to be when the manager acts against the | Poor relationship with
developers and ignores their viewpoints and complaitit§@els like a| developers
manager who works against, not witlhg developers.” (PM_9)

“So the programmer was busy in other part-time job and neglected working Lack of a developer’s B.1.2 The developers
on the project.” (PM_28) experience and

commitment
“so if the programmer is less able to adapt with introduction of new Learning new technology

technology, this would badly impact on his performanceasdacle projec| during working
running” (PM_12)

“One of the reasons is replacing a programmer with a new one. So this | Educating the recent adde

consumes more time to tell him about the project and its requirements.” staff about the project idea
(PM_2)
“All these developers had a number of training courses in programming. Individual differences

Though, due to individual differences, they are not at threedavel of
ability to achieve hard tasks” (PM_5)
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Key Theme

Evidence

Interpretation

Related theme

B.1 Actors behind
project escalation

(Continue)

“I hate it when the customer force us to do what he wants, and interferes
with my job duties, he misses with the schedule because afltiex
requirements. .. this happened because of the relationship with our senior
manager who approved these changes.” (PM_29)

Lack of supporting
development team

“...actually he was looking for personal credit at the expense of the
escalation.” (PM_27)

The existence of corruptior
and hidden agenda

“Every day, three managers from different managerial levels were visiting
my office and interfered with my duties to do the project adngrtb their
different needs and various viewpoints... I could not achieve anything with
that project which lasted more than two years.” (PM_23)

Overlapping functions
within the managerial
hierarchy

“One of the senior managers set a short delivery time which didn’t fit with a
big project like this one. Because of the pressure, we cotijgroperly
collect the requirements, and we needed 18 months instead of four weeks.”
(PM_2)

Adding pressures in time
and resources

B.1.3 The IS senior
management

“These people have hidden agendas beyond project success. Because of this,
they keep adding requirements for the sake of othergempd that kept the
project open, and badly exceeded its planned time and budget.” (PM_16)

Customer has hidden
agenda

“You should expect a lot of trouble like the escalation in case your customer
is not that aware with respect to rules of IS development practice... he must
realise that adding more requirements later is not allowedhartésting
phase is the time to report all the problems.. | hatdé@n he does that afte
the delivery.” (PM_19)

Lack of awareness in term
of developing and using IS
products

B.1.4 The customer

“It happened because of the delay by an outside company which installed
the hardware angained us to use it.” (PM_4)

B.1.5 Other parties
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Key Theme

Evidence

Interpretation

Related theme

B.2 Reasons behind
project escalation

“Usually it happens because of poor planning in the first place as there is no
accurate time or resource estimation, which will put your prajeitbuble
later, like disregarding the seasonal holidays in Ramadgmdwonder if
the actual project progress missed the deadlines or fail bongtish the

Inaccurate estimation for
resource or task needed
time

milestones on time. Actually this poor running of thejgebis another
reason behind the escalation” (PM_25)

The actual progress does
not comply with the plan

“The absence of risk management leads to escalation, where there is no
cover plan, so any emergency can be an obstacle to thet@ofeconsume
more time and effort to find a solution.” (PM_19)

Skip setting an emergency
cover plan (Risk Analysis)

B.2.1 Poor planning and
operating

“That one project escalated because of the shortage in human resources,
under the pressure of multitasking, there was no enoughttifinish the
planned tasks, so we kept working for a very long time, wimichduced
additional cost as well.” (PM_7)

B.2.2 Lack of human resources

“You can’t focus when working on more than one project at the same tir
This increases the workload and exhausts the developarsyre effort and
additional time are highly expected, which leads to exceedingrtpmal
plan.” (PM_5)

B.2.3 Workload

“Escalation is happening 100% because of the customer's unclear ideas. |
can't see any other reaso(PM_12)

B.2.4 Unclear ideas

“In one escalation occasion, the scope was not clear in the first place, and it
did not include everything, so when it changed in thedhei of the
development stage, it felt like doing another brand new girejgich
contradicted the original plan and budget.” (PM_19)

B.2.5 Scope changing
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Key Theme

Evidence

Interpretation

Related theme

B.2 Reasons behind
project escalation

(Continue)

“Usually escalated projects are the ones that require more than 500 wee
Actually it is easier to deal with small projects, but not weities at this
huge size.” (PM_8)

Controlling becomes harde
proportionally to project
size

“Building a room is not like building a skyscraper. It is hatderontrol
everything, besides the additional workload for working in big projects.”
(PM_5)

Need for resources
increases proportionally to
project size

B.2.6 Project size is too
large

B.3 Detecting project
escalation

“The PMO is in contact with the project manager to monitor project
progress, and they can spot any escalation.” (PM_9)

B.3.1 Project is monitored by a third party

“In the event that there are more customer requirements, this means that my
project is escalatingarticularly when we are close to the delivery date.”
(PM_14)

B.3.2 The later increase in customer’s requirements

“If I am working on part of the project, and this part takes longer than what
planned for, then | figure out there is a sign of escaldteye. So checking
the completed task and milestones helps to monitor the project.” (PM_6)

B.3.3 Comparing progress with project plan

B.4 Dealing with
project escalation

“Extra time spent on requirement elicitation could save a lot of time during
project development, and could be a major factor in avoiding escalation.”
(PM_11)

Focus more when planning

“A good project manager should apply risk management analysis in the
earlier stage, so you will know if the project will escalaté haw to
manage the situation.” (PM_16)

Use risk analysis

“In such troubled and challenging situations like escalation, this requires
consulting a highly professional manager to deal with iyyalstit is better
to assign one to manage a critipeject from the beginning.” (PM_8)

Assign more experienced
project manager

B.4.1 Being prepared

114




Key Theme

Evidence

Interpretation Related theme

B.4 Dealing with
project escalation

(Continue)

“In our plan, we consider adding 15% more time and cost, and we mention
theseas a tolerance of one just in case.” (PM_10)

Add tolerance time and B.4.1 Being prepared
resources when planning

(Continue)

“The first thing is holding everything and stopping for a while to investigate
the situation. Besides this will help to contnuith other projects.”
(PM_26)

B.4.2 Pausing and assessing the situation

“There is no such thing as a universal solution, sometimes adding more
resources can deal with the situation, or maybe by monitorimgrning the
lazy programmers.” (PM_16)

B.4.3 Dealing with the challenges accordingly

“Splitting the project into smaller pieces is very useful, as dealing and
controlling smaller projects is much easier. So, the cupmaject is

completed, and the next phase will have a new plan and butigdt
considers solving all the challenges that lethécescalation.” (PM_3)

B.4.4 Splitting the project into sub-projects

“In the case where it is out of the project manager’s control, then he should
pass on the situation to senior management for theakéoprivileged
action.” (PM_12)

B.4.5 Involving senior management

“Once I received the approval from the higher management, I rejected the
escalated project... maybe we completed 80%, but we saved a lot in
comparison to the expected loss of it continuing, actwedlyreed valuable
resource to work in other projects.” (PM_19)

B.4.6 Rejecting the project

“It depends on the organisation’s polices and the views to future investment
with the same customer. This rarely happens, but the higheagement
allowed escalating the project up to a certain level for the d&fkéuce
investment with the customer.” (PM_12)

B.4.7 Reasonably allowing escalation
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5.2.2 Narrative

The narrative summarises and links the research concerns and
intervieweesanswers (Auerbach and Silverstein, 2003). Thus, it reports the IS
project manageissubjective experience in terms of the viewpoints of the
suggested constructs and themes. In the following, the narratiVebeavil

presented based on the IS project managera/point.
A. Knowledge Transfer
A.1 Factors facilitate knowledge transfer

According to these project managers, there are a number of factors
which facilitate the transfer of knowledge between the customer and the
developers. The first factor is learning about the cust@meusiness. This
helps the developers to establish a reasonable background, which in turn helps
to identify any gaps and allows closing any differences in the vieagoi
between the developers and the customer. Furthermore, the data stiggtest
developer or project manager may have valuable experience in thedsusine
from working on previous projects, which may be related to the custemer
field of work (e.g. human resources, accounting, and finance). Also, anothe
possible way is to train the developers, or perhaps by sending theme to t
customers work place. Therefore, the developers can practice and see the

process running real time.

“It is really useful to know about the custonsebusiness. In fact, we should
send the programmers to the customevork place to learn about the nature
of their business” (PM_3)

“Actually, when you send a programmer to the custtsnarganisation, it is

like training. And if this isn’t enough we should train him.” (PM_17)

Moreover, the project managers mentioned it is possible to know about
customer’s business and needs in case of the existence of similar IS product.
Thus, checking this similar product helps the developers to maintain the

expectationwith respect to customer’s requirements.
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“Learning about similar products, from this form, would help to maintgin m

expectations about customer’s business and his needs” (PM_13)

Also, the technical background involves using computer software. This
may help the customer to describe the ideas in a way which theopewel
could better understand. Thus, training the customer to use the techislogy

also useful.

“The customer should take training in how to use computers. This vltdel

explain how the computer software will look and work.” (PM_14)

Another factor, according to the data, is to identify the source of
knowledge from the custonierside. Moreover, sometimes senior managers
from the customer side, who usually sign the contract, do not have much
detailed knowledge about the proposed system. Therefore, it is recontimende
that a knowledgeable source who knows about the system in depth, like the end
user of the proposed system, be assigned. Also, this source miyshéikehe
answers to the developsrenquiries, which would help to maintain the

project’s scope.

“l need to know all the details about the system and how it will ViveXl,
usually the custom&s management does not have all the details. | prefer to

meet the employees who will use the system, because they know everything.”

(PM_25)

Furthermore, the interviewees recommended this knowledge source has
a reasonable background about IS development, in addition to the experience
of working in the customer’s business. Therefore, this knowledge source is
able to speak both languages, IS development and business, which support the

process of knowledge transfer.

“It is better to assign someone from the customer organisation svho i
experienced in his job and has a good idea about IS development, in order to

enhance requirement elicitation.” (PM_24)

Setting more focus on the analysis stage is another factoneFudre,

requirements gathering and analysis is one of crucial steps in a project’s life.
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Also, it could be considered athe most important stage of’glin that all the
next steps will be built on this one. For this reason, the developgrahata
move to the development stage if the customigleas and requirements are not
particularly clear. Therefore, having a general idea is not énddgwever,

spending sufficient time at this stage to cover all detaissgnificant.

“Having a big picture is not enough. You should dig more and more to cover
all the tiny details even if it takes a longer time... spending more effort

during the analysis will save a lot of trouble later.” (PM_16)

“Do not commit a delivery date to the customer. Take enough ticlarity
the requirements.” (PM_13)

One more factor, as pointed out by the project managers, is tohgain t
customers trust. Thus, keeping the customer updated with regard to the
progress and challenges may significantly facilitate knowledgsfea In such
a case, the customer would show more understanding and cooperation when it
comes to supporting the developer. As a result, this will lead to the
development of effective communication between these two partiesns bf
a quick response to any inquiries the developers may have at anyatiohe
establish more than one contact channel (e.g. eMails, Phones atmagsiee

“Before meeting the customer, it is very important to have mirust, well,

in the event that there i irust, then there is no project.” (PM_19)

“The customer must be updated with the progress and the problems, ieven if

is not easy to contact him.” (PM_21)

An additional factor that may ease knowledge transfer is to adopt a
ready-made software solution. This solution is computer software which was
previously produced based on best practice and ekpedsmmendations in a
specific field (e g. ERP, human resources and accounting). This sohuttoemi
sold as a ready-made package to the industry. So, what the cushaver®
do is to apply a few modifications to suit it to their needs. Furthes, this

seems easier, compared to starting from scratch and buildirvg syegem.
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“It is easier to buy a ready-made solution from the shelf. Justapsuitable
package, and follow the blueprint to customise it to your needs. THs wil

shortcut the whole story of requirement elicitation.” (PM_5)

A.2 Knowledge transfer techniques

According to the project managers there are a number of methods and
techniques used to transfer knowledge. Furthermore, at the beginning of t
requirement gathering and analysis stage, the customer usiligllynfa
number of forms and questionnaires. These to gather the generabimeds
the desired IS product, its basic in-puts and out-puts, who are ¢jed tesers
and who may be affected by this product. This method seems useful as a

starting point for the knowledge transfer process.

“Before the meetings, there are some papers that should be Hilted the
customer. It is like a general questionnaire about the systentsanguts and
outputs.” (PM_25)

Another method involves the various style of meeting. The most
common style is called Joint Application Development (JAD) , where the
customersstakeholders meet the IS development people. In such a session, the
two parties discuss, or brainstorm, the requirements and the expeuatédns
of the IS product. Another meeting style is the classic one-tovanere the
customer answers a number of open-ended, and then close-ended questions, in

order to cover as many details as possible.

“Usually there is a big meeting which gathers everyone in thjegbr Then a
discussion will take place to review the main ideas and brainstbem

requirements. We call this a JAD session.” (PM_4)

The data analysis suggest that sometimes the customer hosts the
meeting, and demonstrates the workings of the business and its current
activities, and then presents a number of suggested requiremethts dasired

IS product. Later, the IS development people provide comments and
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recommendations to clarify the requirements. This style of nge&icalled a

workshop.

“In this workshop, the customer will demonstrate his business and what

system he needs. Then we discuss the requirements later.” (PM_27)

The next step after transferring the knowledge, as suggested by the
interviewees, is to confirm what has been received. In order tewactiiis, the
developers try to verify the customerrequirements and goals through a
number of methods. The first one is to develop a process model, whighoaim
test different business cases and scenarios by simulating tharfiam chart

diagram.

“First there is the process model, where we test different Isgsgoenarios,

and see whether or not it covers all cases.” (PM_15)

Then, it is time to produce a prototype, which involves the screens
design for the proposed IS product with almost no serious coding. Actually,
providing this graphical user interface (GUI) on a computer screen i
considered as one of the most highly effective methods to confirm the

customets requirements. Therefore, the customéeedback is critical here.

“Using the prototype and displaying its GUI on a computer screesrys v
useful to confirm a customer requirements. This will help to avoid any

surprises later.” (PM_14)

What comes next is to record and document everything (general ideas,
requirements in detail, process model, and prototype). Then, the customer
should approve them all, otherwise the custdmeoncerns and notes should
be collected and sent back to the developers, in order for them e reand
correct the document accordingly. Finally, the approved documentatiord shoul

be signed by the customer and included with the contract and agreement.

“During these meetings, we have to write down everything in order to produce

business requirement documents later.” (PM_9)

“Signing the contract is the trigger to start the developmenheasustomer

won’t add any further requirements or descriptions” (PM_2)
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A.3 The effect of clear ideas and requirements

As highlighted by the project managers, there are a number of tsenefi
arising from the clear ideas and goals of the customer. Ini@gdés long
these goals are understandable at an early stage; this willthedet an
enhanced time estimate for the tasks. Furthermore, this leadsré accurate
project planning and resources, with no major changes during project

operations.

“The most important thing it that the plan is built on correct remgngs. So

the programming will actually go according to the plan.” (PM_28)

Furthermore, once the developers have received the clear idesthehe
implementation process becomes smoother. In addition, it may redoce e
and fixes later in the testing stage. Besides, even if grerany mistakes, it
seems likely that these will be minor ones, which are possibleatonith in a

manageable time.

“If the requirements were all clear, then programming beconser eand

faster. Yes there may be some bugs, butan€ig them in no time” (PM_22)

In addition, as the final product represents the cust@mgral, then it
seems that clear ideas positively affect customer satimiawhen delivering

the product.

“Clear requirement will benefit both parties, and customer sztisfiais

guaranteed here, because he got what he wanted.” (PM_17)

A.4 Reasons behind unclear ideas and requirements

According to the project managers there are several reasons behind a
customets lack of clarity in terms of ideas. The first one is that tetamer is
unable to explain the goals clearly. So, the customer has onlyesagédea
with almost no detail in terms of business requirements. Furthermore
occasionally, the customer may unintentionally skip some main points whe

discussing requirements. This may happen due to the routine of thegrhct
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other words, the customer is under the illusion that everybody alkeexys

what the customer is talking about.

“One of our biggest problems is that the customer does not know what he
wants. Usually he comes with general ideas, and skips some points

unintentionally.” (PM_7)

Another possibleeason for ideas’ lack of details is the limited level of
education the customer has, which may negatively impact on commanicati

quality with the developers.

“One of our customer’s was not that academically educated. In which, this
unfortunately reflected on his way to talk and deal with people. So, | could not

communicate with him in an effective way” (PM_10)

According to the data analysis, the next reason is the incompetency of
the customés knowledge source. Therefore, the custémeproject
coordinator may have an insufficient background regarding the project
requirements, or may have a lack of experience regarding busméssns of

answering the developérngquiries.

“This misunderstanding happened because the person who gave us the
requirements was not knowledgeable, and he was not the end user of the
system.” (PM_15)

Furthermore, the interviewees pointed out that this coordinator may not
be in a position to make a decision in terms of accepting the dex&lope
suggestions. Thus, every time, this coordinator has to ask somesene #ie
customets organisation. Furthermore, this coordinator may transfer a pérsona
viewpoint regardless of the main requirements of the IS product, yartic

when this coordinator is not the end user.

“After 4 months | was surprised this man would not accept the project,

actually he is not the decision maker.” (PM_29)

In some cases, for the same project, there may be users fymrtman
one department in the custorieeprganisation. Furthermore, each department

has its own knowledge source. Therefore, there is a chance that thedgewle
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from one source may contradict the knowledge from other. In additian, thi
issue particularly occurs when it is not possible to combine theseesour
one meeting. Also, in other cases, the developers gather requirdnoemtsne

or two sources only, and skips the rest by mistake. For instance sotirees
may have no time for meetings, or the customer did not mention smheres
from the beginning. A further point is that during the long running of a&ptoj
the developers may meet more than one of the custerm@ordinators, so, it is
not that clear who can take accredited decisions on the cussosias:.

“The problem with multi-knowledge sources is that everyone gives

information which contradicts others’ information.” (PM_1)

Another reason is the continuous adding of more requirements by the
customer, particularly after completing the requirement ation stage and
starting the development stage. As a result, the project nvayamaunlimited
number of extra requirements which are highly likely to contradidieea

requirements in terms of the functions, business process, or desaiptien.

“We suffer when the customer kept adding more and more requireniésts; t
put us in a dilemma as they contradict with what they requestibe igarlier

stage of the requirements gathering.” (PM_19)

“It is seriouslyconfusing because of these creeping additional requirements...
actually this challenges what we previously learnt about theindsssprocess
and functions.” (PM_28)

As project managers mentioned, during the project running time, the
customer should cooperate and spend sufficient time with the developers in
order to efficiently transfer the necessary knowledge. Thus, dusires
staying in contact, answering any enquiries, and providing all tipetinat the
developers may need. However, any lack in communication leads t@aéveeg
impact, for instance, not attending the requirement gatheringingset
ignoring the answering of questions regarding the business, not providing
samples of used forms and reports, or not doing the testing part in Aspa
result, this may lead to having implausible expectations regattmdinal

product.
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“Sometime there is a lazy customer who has no enthusiasm. Herqwgs in

some words and disappears.” (PM_22)

“It can’t work with a customer who does not cooperate with us, ignoring our
inquiries and skipping the meeting will not help to understand anything.”
(PM_3)

A further reason is that, the main purpose of the analysis staggamt
the customeés knowledge and requirements, including as much detail as
possible. This is too early to deal with any possible misunderstanioifgse
starting the development stage. However, in the event that \we¥e some
issues during the analysis stage, this may lead to uncleataterag here are a
number of reasons that may lead to this inadequate analysis prooess. F
instance it may happen because of a lack of analytic experience parttaf
the developers. Furthermore, this may occur because there was noh enoug
time given to gather the requirements. In addition, another reaspibentne
incomplete documentation of the requirements, which results in a number of

missing details, and the production of gaps in the scope.

“Some developers and project managers do not ask enough questions when
collecting user requirements, and make their own assumptions during the
system design. This will eventually lead to conflict between dékvered

system and the users’ expectations.” (PM_13)

“You should have more than enough time to collect and analyse the
requirements, otherwise you wikhd with vagueness later.” (PM_26)

“Never rely on personal memory as it is high likely to be forgotten, this is why

writing it down and documenting everything during RE is very important.”
(PM_6)

The project managers reported that due to the nature of IS development,
there are some challenges that may impact on the knowledge itrartfess.
For example, as long as there are new customers from differen¢ssifields,
every time the developers need to learn new aspects about these new
customersbusiness. Furthermore, both the customer and the developers speak

different languages which are related in each field of work.. Sloe iEustomer
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said something, the developer may misinterpret it. Of courseuitd be the

same word. However, it may have different meanings in eachdfieidrk.

“Yes the developer knows about IS development, but every time theyoneed t
learn about human resources, marketing, finance ... etc. I believe that it is
challenging to learn a new business every day, and I can’t blame anyone for

this.” (PM_5)

A.5 The impact of unclear ideas and requirements

According to the project managers there are a number of consequences
of a customés unclear ideas. Furthermore, as project planning is based on
these ideas and requirements, building on unclear ones leads to iraccurat
planning in terms of time and resources. As a result, more metibiis and
fixes are expected later, and this requires spending extra affdriadding
more resources. So, dealing with the modifications in code will aseren
cost. Besides, it requires additional development time, andd#iesys the

delivery date.

“More development time is needed due to changes in user requirements, a
eventually led to a late delivery date. Changes in systengrdémcome

necessary at this stage beeath$ngs only then get clarified.” (PM_6)

“Dealing with these numerous problems because of unclear ideas adds

additional cost and effort, besides the extra time to do it.” (PM_29)

In addition, this enormous number of corrections and modifications
may act as an obstacle to the smooth running of the project, anthisiagd

the developers. Then, it can negatively impact on product quality.

“In case there are a huge number of modifications, you can imaggettieof

each of these batches on other system functions, which misleads the
developers and leads to other logical problems!! The result is artodéled
product.” (PM_30)

The project managers pointed out in some cases, depending on the
viewpoint of the IS organisation, modifying the requirements and fiitieg

code is not one of the available options. Thus, the final product may be
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released as planned in the first stage. This means that gred@&ct is not as
the customer wanted. As a result, one of the possible customeomsdastto
neglect this product and not use it at all. Furthermore, thisnsidered as a
waste of time, effort and resources on the part of the developeis sense
that there will be no more benefits for operating, maintaining oradiyy the

product in the future.

“In the event that a project is completed with unclear ideas issing
requirements, the customer neglects the system and never uses it

Unfortunately this happens a lot of times.” (PM_1)

Besides, as this IS product does not suit the custsmmeds and
wants, poor satisfaction is highly likely in such a situation. Funtoeg, it may

take the form of unfortunate arguments and legal issues.

“We are surprised when the customer complains, and claims this ikenot

required system. He does not seem satisfiall.atPM_12)

The data analysis suggestegbehding on the IS organisation’s policies
and regulations, if the required modifications and fixes exceedtarceate,
senior management may declare this project to be a failures |&is to
cutting all resources and cancelling the plan. Unfortunately thisl dmappen
after completing most of the plan, because the unclear ideas magppesr in

the testing stage.

“A big system has been rejected and considered to be a failuneséata

missed one functigiwhich was not explained clearly earlier!” (PM_19)

Another impact of unclear ideas is project escalation. More exmanat

with respect to this point is coming in the narrative of the nextiearis
A.6 Detecting unclear ideas

The project managers pointed out that it is possible to find out and
detect unclear ideas or incomplete knowledge transfer through revision
meetings (i.e. Quality Review Meetings (QRM), Status Updatetivgs
(SUM)). In such a meeting, the developers discusses with the cusidméer

has been achieved up to that point, shows some completed parts of the product
126



Chapter 5: The Analysis of the First Stage of Data Collection

if possible, and deals with any challenges, including unclear iBesgles, in
these meetings, the customer should approve the progress and ashétm

has been achieved in terms of fulfilling the requirements.

“Usually we detect the unclear ideas in a status update mewtieg, we
show what has been completed and the achievements so far. Actutly, w
each meeting, there is a good chance for the customer to ansvireguaties
and to give us his comments on the prototypes which get improvectafter
meeting.” (PM_27)

“During the QRMSs, the customer should sign for and approve what has been
completed in the projecdtherwise he should report his complaints.” (PM_3)

“It is better to let the customer test each completed parheofptoject,

therefore I can react earlier in the event if there is a problem.” (PM_30)

In addition, as reported by the project managers, at the testing, stag
which is just before delivering the IS product, the customer camnvsatthe
final product looks like, and examine its functionality. At this statpe
majority of customers identify any differences compared to whaewascted
of the IS product. In the event that there are any, the customer aajolain
and ask for fixes. This is considered as late evidence of an indemple

knowledge transfer.

“Even through all these procedures, the unclear ideas may stilebenpiat
the end wheithe customer tests the product.” (PM_15)

Furthermore, just as the customer does, it is possible to detect
knowledge transfer issues from the side of the developers. For examgie
there are a number of requirements contradicting other requirensems
results are calculated based on missing data, and some requiréeaento a
logical error (i.e. dividing by zero). In other words, if the deper was not
able to implement the requirement into coding, there may be adelntfying

a knowledge transfer difficulty.

“The programmer reports back some logical errors due to misunderstood

requirements.” (PM_23)
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“These confused requirements lead to a lot of trouble when putting them to

programming later.” (PM_2)
A.7 Dealing with unclear ideas

The project managers pointed out in the event of a knowledge transfer
issue being detected, the first step is to revise the docurett® verify the
requirements by contacting the customer. Therefore, more meeftuds take
place to discuss the requirements, and to investigate the detdilanore
focus, in order to identify the gap due to the misunderstanding. Thesmgse
involve the IS project manager with the customer. However, theopers

attendance is recommended.

“We have to find what caused this misunderstanding. Is it because aficn
my programmers? Or maybe because of the customer? And what mentse
did they notunderstand?” (PM_6)

“In any case, it is important to arrange a meeting with themmestto clarify
everything.” (PM_8)

Based on the impact on project operation and cost, the IS project
manager should make a decision in terms of whether or not to undertake the
modifications. In the event that these changes have no majot, ¢ffec it is
possible to apply them. Otherwise, it may be better to discussubhé&a@ with
the customer in order to reach a suitable solution. For instanceustemer
may be convinced to accept the current situation, or maybe by undgrpai
some of the changes which don’t impact on the original project plan.
Furthermore, in some cases, senior management on the developexsamialy
the need to adjust the current project plan (e.g. extending the rgeiivee,
allowing additional costs) to deal with the situation, and apply all
modifications. Another solution is it to postpone the changes to anotbasee

of the product as a new project with a new plan.

“We assess the modifications and discuss with the customer thigilipssi
coping with these partially. Or maybe adjust project plan to do thém al

because the customer is responsible for these unclear requirements.” (PM_24)
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“In case these later clarified requirements are not essensigbe we can skip
them, or accomplish them as a new version of the product latempeinde on

the customer’s decision.” (PM_29)

B. Project escalation
B.1 Actors behind project escalation

According to the project managers there are a number of actors who are
involved in a project, and have an impact on its outcomes. One ofishite
IS project manager who can have a serious impact on project &stalat
Furthermore, the lack of experience and qualifications may be onkeof t
factors behind an IS project managepoor attitude in terms of inaccurate
planning, lack of monitoring, and a poor ability to deal with challenges.
Furthermore, sometimes unskilled mangers might be assigned bedahse
development organisation’s Bureaucratic policy. In addition, another factor
could be the responsibilities of the manager’s unidentified duties. For instance,
project manager may ignore the need to coordinate with other departorents
may skip regular meetings with the customer. This often happens tineder
pretext of these not being the manageduties. Another point is that the
relationship between the IS manager and the developers may né@esther
issue with regard to IS projects. Where there is a differbrt@een a leader
who supports the staff and deals with the developsssies in order to ensure
the success of the project, and between another one who gives ora@ersebec
of project managerial privileges. An example of a poor relationshighere
the IS project manager accepts all the custsnemguests, regardless of their
plausibility, and then forces the developer to do it without any disoussi
Another example is the project manager who keeps arguing with thepewvel
and does not allow any other viewpoints or suggestions. In such aliad8, t
project manager looks like @manager who works against, not with, the
developers or leads to an‘unhealthy working environméehnt Consequently,
this unfortunate relationship between the IS project manager and the

developers can lead to the generation of serious internal issues.
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“Mis-estimating the time needed by the project manager led thecprigj
escalate. This includes the project plan and all types of resoGmdsaffects

one phase, which affects other phase, and so on. I blame the poor experience.”

(PM_21)

“Due to seniority, an old person from a previous generation was assig@e
project manager, dortunately he still working with an old mind... he
claimed attending the meetings with the customers and other deptstm
were none of his roles ... so this mis-coordination led to the project
escalating.” (PM_14)

“What do you expect the result to be when the manager acts athainst
developers and ignores their viewpoints and complaints? It fdedsdi

manager who works against, not with, the developers.” (PM_9)

The data analysis suggested project escalation my occurredutsaf
developers’ attitude for a number of other reasons. Furthermore, one of the
possible reasons is learning during working in a current running préject.
instance, it may be that one more developer is added to the telneads to
learn about the business requirements from the beginning, or it nihgtlskie
to an urgent issue, the entire development team has been repldcedather
team. Therefore, educating the new staff about the project idegsagrdss,

could involve more time and effort which, in turn, could lead to moraydel

“One of the reasons is replacing a programmer with a new one. So this

consumes more time to tell him about the project and its requirements.”

(PM_2)

Moreover, the lack of a developer’s experience could also be one of the
challenges, particularly with the rapid improvement that is happefaig in
terms of IS development. Therefore, as an example, a developdrenrayned
well in the use of a specific programming language. A few y&Hes,
however, this knowledge may be out of date because of the introduction of a
new technology. Moreover, even if there is a reasonable knowledge
background, the developer’s abilities and individual differences may result in a

lack of task integration within the same project.
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“In the beginning of 90’s we used ASSEMBLY programming language to
write programs for the maiframes, then in the end of the 90’s we learnt how

to create PC standalone applications using Visual Basic. Forstifesiayears

we moved to web-based technology. Which means, to compete in the IS
development market you should learn new technology every 7 years,
otherwise you are outdated... so if the programmer is less abtapb \&ith
introduction of new technology, this would badly impact on his performance

and obstacle project running” (PM_12)

“All these developers had a number of training courses in programming.
Though, due to individual differences, they are not at the sameoteability
to achieve hard tasks” (PM_5)

One more reason, as mentioned by the project managers, is the lack of
commitment in the sense that the developer may have no sense of
responsibility regarding job duties and respecting time. Additiondheg,
developer may have some hidden goals other than working on the project. For
example, the developer may be planning to move to another department,
may be involved in other part time work. Thus the developer may not spend
enough time working on the current project. Moreover, the shortage of
enthusiastic and disciplined staff may be key factors behind this piahel
behaviour.

“So the programmer was busy in other part-time job and neglected working on
the project.” (PM_28)

“This is the problem of your generation; you spend your time on Facebook
rather than working” (PM_28)

Senior management can have a number of impacts on IS project
escalation. Furthermore, the lack of senior management supporhdor t
developers can be a crucial issue in the sense that the senigemand can
take the customer’s side instead. For example, due to internal affairs between
the senior management and the customer, all the customer’s added
requirements are approved by senior management, which in turn may

negatively affect the project plan. Furthermore, because ofaffesr, the
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customer may interfere in the IS project manager’s duties, such as changing the

plan, or reprioritising tasks.

“I hate it when the customer force us to do what he wants, and riesevfigh
my job duties, he misses with the schedule because of his added
requirements... this happened because of the relationship with our senior

manager who approved these changes.” (PM_29)

Another example is that, in some cases, senior management might make
a promise to deliver a project in a short time without consultingy wie
developers. Therefore, this adds more pressure to completing thet @toga
earlier date in order to fulfil the promise. In other words, it is #anaf saving

face and dignity, regardless of the consequences.

“One of thesenior managers set a short delivery time which didn’t fit with a
big project like this one. Because of the pressure, we could not properly
collect the requirements, and we needed 18 months instead of four weeks.”

(PM_2)

According to the interviewees, another issue which senior management
may suffer from is poor management. This may be particuladases where
there is corruption, which gives personal interests precedencepatsc
interests. In this respect, one form of poor management may $enprehen
everyone tries to show themselves as the leader when it comes to a project’s
success, or in the event that there is competition to gain pécsedd for the
success. One more form of poor management is where there are
overlapping functions within the managerial hierarchy. For instance, icetfe
the head of the organisation interferes in project management. dbiethis
interference contradicts with the IS project manager’s plans and instructions. In

summary, poor management could have negative consequences for ¢&proje

“That person from the higher management forced us to work harder, altcept
the major changes, and achieve the new requirements regardlébe of
consequences, which kept the project open for a long time... actually he was

looking for personal credit at the expense of the escalation.” (PM_27)
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“Every day, three managers from different managerial levels visiting my
office and interfered with my duties to do the project accordinghéir t
different needs and various viewpoints... I could not achieve anything with

that project which lasted more than two years.” (PM_23)

The project managers reported that in some cases, the custogner ma
negatively impact on the project and lead it to escalate. $rréispect, the first
factor for this is the existence of a hidden agenda, which meanghthat
customer is looking for other goals rather than project succesexgoiple,
the customer may try to satisfy the senior management in ubnoeis
organisation. Therefore, the customer keeps requesting any suggestions
comments, even silly ones, to be added and implemented, regariebat
the impact might be on the project operation or outcomes. Another example
may be that the customercoordinator may try to fail the current project, in
order to sign a contract with another IS organisation, because Hi@s I&
organisation may be willing to pay a commission to the coordinatoredJer,
in some cases, the customer may exploit the good relationship witts the
organisation’s senior management, to get involved in project management
issues (e.g. change priorities and scope, reschedule tasks, gdgad time,
limit the IS project manager duties). As a result, this coalt Ito poor
management and escalation. One more example is that the custaynesimt
change. Furthermore, the customer may not support abandoning ordinary paper
work and move to the use of computers. As a result, the customer cou®mis

the IS product and fail its testing on purpose.

“The responsible person from the customer side, who does the paper work, did
resist the change. So he was complaining about every test andfaskimgre
modifications.” (PM_27)

“These people have hidden agendas beyond project success. Because of this,
they keep adding requirements for the sake of other people, and that&kept t
project open, and badly exceededpitsined time and budget.” (PM_16)

“The customer coordinator was behind a lot of problems during seveyes sta
of the project with no clear reason. We rejected that projest lecause it
consumed a lot of effort and time, and significantly increased theshutgn
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we learnt that the coordinator assigned the project to one of his own relatives’

development organisation.” (PM_30)

“Unfortunately due to a hidden affair, senior management took the
customer’s side and escalated the project according to his wishes in terms of

interfering with my management duties or adding more requirements.”

(PM_27)

The data analysis suggested that another factor is the lack of a
customer’s awareness in terms of developing and using IS products. This
means the customer does not pay enough attention to the rules when working
with the developers. For example, collecting and stating the recgmis
comes in the earliest stage of the project, and no more requieraee
allowed to be added later. Another example, testing the product and reporting
the feedback is important to maintain any challenges before tveryetime.,
However the customer does not seriously consider the importance of this
testing phase and does not critically perform this task, which teadsmber
of challenges later, and returns the project to the development ghaséhe

delivery.

“You should expect a lot of trouble like the escalation in case yotonces
is not that aware with respect to rules of IS development practice... he must
realise that adding more requirements later is not allowed, antkstiag
phase is the time to report all the problems.. | hate it when hetlomtesfter
the delivery.” (PM_19)

Additionally, one of the common issues which may be occurred by the
customer is putting forward unclear ideas and business requirements. This
happens for a number of reasons as mentioned earlier within the previous
construct. In some cases, in addition to the customer and the devetbpess
may be other parties involved in the project (e.g. out sourcing pecaileers).
Moreover, as the IS project manager has no authority over thesepatrties,
and then any delay or challenge occurred by these parties would impthet on

project.

“It happened because of the delay by an outside company which indtalled t

hardware and trained us to use it.” (PM_4)
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In addition, usually an IS project involves more than one internal
department within the organisation. For instance there may be tampeent
department, the security department, and the database department.
Furthermore, cooperation between these departments may have it$ anpa
the project. Therefore, any mis-coordination may lead to adminstiasues
which create obstacles to project operation. Furthermore, somgtioeeto the
complicated process (e.g. security challenges, bureaucralg nodtine), the
project may escalate.

“The security department added some obstacles and delayed the deployment

besides the administrative issues with their department” (PM_21)

B.2 Reasons behind project escalation

As reported by the project managers, project escalation may dageur
to the impact of a number of factors, one of them being poor planning and
inaccurate task time estimation. Unfortunately, in some cdseqroject plan
does not reflect the actual process and the stages throughout the projec
lifespan. Instead, this plan is used as complementary documert staiee
project folder. Furthermore, in order to create a project plan]Sheroject
manager estimates the time needed for each task. However, alnarwer of
reasons (e.g. lack of experience, lack of detailed requireméntsjns out
later that a number of tasks require much longer than estimatheé iplan.
Moreover, the delay in one task may lead to a delay in anosieraiad so on.
In addition, disregarding expected challenges which the project ntay fa
during operation, and ignoring setting an emergency cover plan, makeut
project at risk when facing such a situation. Furthermore, as anpéxaf
expected risks, a foreign expert may not be able to attend because of
government regulations, working time may overlap with special hdi¢eyy.
Ramadan, Haj), and a number of developers may have left the atgamist

short notice. In other words, there may be a lack of risk manageme

“Usually it happens because of poor planning in the first place asitheo
accurate time or resource estimation, which will put your praje¢touble
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later, like disregarding the seasonal holidays in Ramadan. So, no wonder if the
actual project progress missed the deadlines or fail to accomtiiis
milestones on time. Actually this poor running of the project is anogason
behind the escalatioifPM_25)

“The absence of risk management leads to escalation, where theredger
plan, so any emergency can be an obstacle to the project and conswene mor

time and effort to find a solution.” (PM_19)

The interviewees added that the lack of human resources is another
factor for project escalation. Additionally, in the event that theme only a
limited number of dedicated developers for one project, this leadssign
more tasks to each developer. Furthermore, a developer may work en mor
than one project at the same time, known‘@asiltitasking’, so there is no
dedicated human resource for a specific project. Thus, this leadshmrtage
with respect to the needed time to work on a specific project whichivedga
impacts on the original plan and requires more time and, efforinamduces

additional cost to complete the project.

“That one project escalated because of the shortage in human resanudees
the pressure of multitasking, there was no enough time to finish ahequl
tasks, so we kept working for a very long time, which introduced additiona
cost as wi.” (PM_7)

Considering the resulted workload, because of theiltitasking”
impact, this requires the developers‘jfiump”’ between unrelated tasks in more
than one project, where each project has totally different ideas, Thmis
developer has to change the mode and the way of thinking accordinglynThis i
turn may affect the produst quality in terms of the number of the later code
bugs and errors. As a result, complaints from the exhausted devedopers
expected. Hence, such a workload seems to have a negative impact,
particularly when a sudden emergent project occupies all avadlat&dopers,

which affect the working plans of other projects.

“Workload is another challenge, it feels like we are jumping behaggerent
projects which have various concepts and technologies at the saeesti

losing the focus could be one of the important impacts.” (PM_19)
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“You can’t focus when working on more than one project at the same time.
This increases the workload and exhausts the developers, so morarmdfor
additional time are highly expected, which leads to exceeding thmair
plan.” (PM_5)

“An emergent project occupied all the developers and added more p@ssure
them, they were really tired and not that focused, as a resuditiditional
effort is required to fix all the programing errors which lagicé as long as
the development time(PM_2)

Another factor that has been mentioned by the interviewees is the issue
of unclear ideas as one of the most potent factors that leads tatproje
escalation. Considering the impact of this issue as mentionker €ee. poor
planning and quality, increase in costs and time and effort), teasens seem
to directly affect project operation. Furthermore, because diintbiear ideas,
the final IS product may not satisfy the custormezxpectationsAs a result,
the customer may complain and could request major modifications, which
leads to an extension of working time and delays the delivery dmatahér
words, as this project is built on an incomplete basis of knowledge, and ha

inaccurate goals, then escalation is highly likely to occur.

“Escalation is happening 100% because of the custereclear ideas. |

cart see any other reasGr{PM_12)

“We had to collect the data in a very short time, this causetdod tonfusion
regarding the correct business concepts and requirements... that project kept
in an endless loop of modification and lasted 14 months instead of four weeks

as originally planned.” (PM_3)

Changing the project scope is another factor for project eswaldinis
may happen due to the vagueness in project goals from the beginnasgaor
result of adding new requirements during the development stage. Also,
adjusting the new scope or implying the new requirements may regajog m
modification with respect to the completed task. Thus, increasingetifienmn

and time is necessary in such a situation.
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“In one escalation occasion, the scope was not clear in the ficst plad it
did not include everything, so when it changed in the middle of the
development stage, it felt like doing another brand new project which

contradicted the original plan and budget.” (PM_19)

“Changing the scope meant modifying all the completed coding, and adding
extra tasks to the original plan. So, with this additional workloagldifficult
to keep the original plan or stay within the agreed budget, this means

escalation is highly possible.” (PM_23)

According to the data analysis, another factor behind project
escalation is the large size of the project. Furthermore,raitomg and
monitoring the project becomes harder as the project size increatas)s of
working days, resources and cost. In addition, dealing with challemgkes a
controlling the situation seems easier in smaller projects. Henvévmay be
more challenging in larger projects. Moreover, in the eventtiieae is a need
for additional resources, the amount of these resources increasesipnafipr

to the project size, which in some cases may not be that esisyply.

“Usually escalated projects are the ones that require mores@itamweeks.
Actually it is easier to deal with small projects, but nohvahes at this huge
size.” (PM_8)

“Building a room is not like building a skyscraper. It is harder torobnt
everything, besides the additid workload for working in big projects.”
(PM_5)

B.2 Detecting project escalation

In order to detect project escalation, IS project managers sutge
the continuous reviewing of the progress and comparing it with the project pla
is the preferred way. Furthermore, as the project plan inclutdégpas of
necessary resources (i.e. developers, budgets, and time),ntheigaificant
exceeding of one of these resources could be a sign of escalatadition,
the milestones in any project plan tell us about project phases.fdreere
checking these milestones can state whether or not the phases lave be
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completed on time. However, without reviewing, the project managgtosa

control over the project.

“If I am working on part of the project, and this part takes longer tizat
planned for, then | figure out there is a sign of escalation here. Skimfpec

the completed task and milestones helps to monitor the project.” (PM_6)

Another indicator of project escalation is the increasing number of
customer requirements, particularly when these requirementseaeéved
during the implementation stage. Furthermore, as these additopélaments

keep creeping in, they keep the project development running on endlessly.

“In the event that there are more customer requirements, thies rired my
project is escalating, particularly when we are close to the delivery date.”

(PM_14)

“These extracreeping requirements keep the project open forever,

because they were not considered in the original’piBn_28)

The project managers pointed out another way to detect escalation is by
a third party supervising and monitoring the project. One possible ciscice
assign this job to another department in the IS development orgamjsaich
as the Project Management Office (PMO), the Quality AssuranparDeent,
or external consulting organisation. Furthermore, another possiblesway i
using a tracking system, where each developer summariseotregy at the
end of the day. Therefore, using these monitoring techniques may hedp dete

any sign of project escalation.

“The PMO is in contact with the project manager to monitor prpjegress,

and they can spot any escalation.” (PM_9)

“| prefer using the Project Track System, where no working hour is ebunte

unless it is approved by the project manager.” (PM_30)

“Our project was monitored by the customer’s consulting’s organisation...
actually that reduced the arguments and mistakes a lot from our and

customer’s sides” (PM_29)
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B.3 Dealing with project escalation

According to the project managers dealing with project escalation
actually starts before it occurs. In other words, trying to anvpahd preparing
to deal with it happens in the first stages. In order to do this gteould be
more focus in the analysis stage, during which more time and eftoda
should be spent to verify all requirements and to confirm knowledgdedrans
On the one hand, the customer and senior management may complain about the
hard work and the length of time spent in the analysis stage. On théatioker
the benefits of doing this would significantly result in more aceupnning.
Furthermore, in order to prepare for project escalation, risk managshoerd
be considered when planning. Hence, setting suggestions with regard to how t
react in such cases is also crucial. Therefore, when implemédatEmgeven in
a situation such as a lack of resources or emergent issues, thapdeveould

apply the alternative solutions as set out in the risk manageaaent

“Extra time spent on requirement elicitation could save a loiref turing
project development, and cout#& a major factor in avoiding escalation.”
(PM_11)

“A good project manager should apply risk management analysis iartiez e
stage, so you will know if the project will escalate and how &mage the
situation.” (PM_16)

Furthermore, as taking action in serious situations such as project
escalation, requires deep experience in project management. 38e, it
recommended to assign more skilled and qualified project managensiaal
projects, or to consult one. This helps to minimise the negativecinipa
making accurate decisions, and professionally dealing with theisitudn
addition, exchanging experiences and discussing project issues would educate

less experienced managers.

“In such troubled and challenging situations like escalation, this require
consulting a highly professional manager to deal with it, actitabybetter to

assign one to manage a critical project from the beginning.” (PM_8)
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“It supposes that the project manager and programmers are leaming a
gaining experience when discussing the situation, so theytwalh into

escalation situation again.” (PM_9)

The data analysis suggested that another preparation method is
considering a tolerance when planning in terms of time, costs aowdrees.
Furthermore, if the analysis suggests a particular duratioa fooject, then
adding extra time or funding (e.g. between 15% and 30%) would be useful
later on. Also, on the one hand, in the event that there is a nemdrf®itime,
then it is possible to take it from the tolerance fund. On the otimel, ifathere
is no need for more time or funding, then the project would be considered to

have been completed earlier and saved both time and cost.

“In our plan, we consider adding 15% more time and cost, and we mention

these as a tolerance of one just in case.” (PM_10)

In the event of project escalation, the first thing that the §ept
manager tends to do is temporarily pause working on the project, and then
assess the situation. Furthermore, usually the developers ar@gvorkimore
than one project at the same time. Therefore, this temporaryvsiad give
the team a chance to work on the other projects, instead of consuimirigeit
current escalated one. Later, after evaluating the escalatohinvestigating
the reasons, then the programmers can turn back to work in the project

according to the new instructions.

“The first thing is holding everything and stopping for a while to stigate
the situation. Besides this will help to continue with other projects.” (PM_26)

The project managers pointed out there is no such a universal solution
for project escalation. Moreover, dealing with the situation dependken
circumstances of each challenge. For example, it is possibéelve it by
adding more resources (e.g. programmers, hardware), or by regsonabl
extending the project time, or by paying for overtime to catch uptié plan.
Thus, it could be the matter of a trade-off between time and caaddition, in

the case of irresponsibly behaving staff (e.g. laziness, S)eltne IS manager
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will put more pressure and send warning letters, in order to controdieadd

with the situation

“First you should find where the problem is, and what led this escalation.
Then you can solve it.” (PM_26)

“On some occasions, paying the developers for over time helps taimaint
their focus and deal with the situation. Yes it added more expensejebut

managed the escalation.” (PM_11)

“There is no such thing as a universal solution, sometimes adding more
resources can deal with the situation, or maybe by monitoring orngattmé

lazy programmers.” (PM_16)

One possible way to deal with the situation is to split the projeat int
smaller sub-projects based on a sequence of phases. Thus, the projemt
would be announced as first phase according to the original plan. Then, any
other challenges will be transferred to the next phase, where deslnthem
becomes easier, as there will be a new plan, budget, anagsosirces, and
delivery date. Therefore, the current project may be consider@d¢@spleted
one, not a failure or having been rejected. Besides, the new phasiesstart

on a fixed base when it comes to dealing with all issues.

“Splitting the project into smaller pieces is very useful, adirdpand
controlling smaller projects is much easier. So, the current pragect
completed, and the next phase will have a new plan and budget which

considers solving all the challenges that lethtcescalation.” (PM_3)

In the event that it is not possible to deal with the escalation, thes the
project manager should report and raise the situation with senior emaeag
Furthermore, once senior management is involved, then it is possiigeeive
significant support such as solving all administrative issuggifisantly

increasing the budget, or hiring outsource workers to deal with thé@itua

“In the case where it is out of the project manageontrol, then he should
pass on the situation to senior management for them to take prileg
action.” (PM_12)
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“l request an outsourced professional who can deal with the situation. Lucky

me, the higher management approved my request and paid for them.”
(PM_20)

“l had no choice other than to report the problem with the database
department to senior management. They kept our project strugglitiggefor

three months with no clear reason.” (PM_15)

In addition, the interviewees mentioned senior management has the
ability to make critical decisions vidh are outside of the IS project manager’s
privileges. For example, senior management may decide td tegproject
and pay the fine, even in the case where the project progressedcto a
significant level of achievement (e.g. 80%), because thedansg be bigger
in the event that the project continues. Besides, this mayeetha resources

to work on other projects.

“Once | received the approval from the higher management, tagjéoe
escalated project... maybe we completed 80%, but we saved a lot in
comparison to the expected loss of it continuing, actually we fraledble

resource to work in other projects.” (PM_19)

In another example, senior management may accept the escalation up to
a specific level. This happens in order to offer a chance to complgimjket,
and in order to establish a significant relationship with the custéonethe
sake of future investments. However, it depends on the organisapiolicies

and strategic planning.

“It depends on the organisation’s polices and the views to future investment
with the same customer. This rarely happens, but the higher mamdageme
allowed escalating the project up to a certain level for the sd future

investment with the customer.” (PM_12)

This is the end of the narrative. The next section will employ the
technigue of comparative analysis.

143



Chapter 5: The Analysis of the First Stage of Data Collection

5.2.3 Comparative Analysis

The research sample includes 30 project managers from fiveediffer
IS development organisations. A total of 18 interviewees are frdm Bn
organisation which used to be a government unit but that has now sudgessful
passed through a recent privatisation process. Another six intergieavee
from K.U., a government organisation, and the remaining six ietisegs
from another three different private organisations.

For categorisation purposes, the D.L. organisation will represent one
group as it has the highest number of interviewees, with 18 out of 3@tproje
managers belonging to this group. The next group will be K.U. as itheas
second highest number of interviewees, with six out of the 30 belongihiz to
organisation. The last group includes the other three organisations,2\N-B
and B.L., with a total of six interviewees from these orgarmsati Table 5.5

provides more details about the three groups.

Table 5.5: Data Sample Categorisation

Group Name Details

D.L. It includes 18 project managers who belong to D.L.
organisation which passed through a recent privatisation prg

K.U. It includes six project managers who belong to K.U
government organisation.

Others These include six project managers who belong to t
different private organisations, namely N.B., Z.F. and B.L.

Source: Developed by the author

The following four Tables 5.6, 5.7, 5.8, and 5.9 summarise the themes
which are mentioned by each group, after that comes the compaadilysis

of these three groups.
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Table 5.6: Summary of the Mentioned Theme by Each Group (1)

A. Knowledge Transfer
Themes DL. | KU. | Others
A.1 Factors facilitate knowledge transfer
A.1.1 Knowing the Nature of CustomarBusiness
- Choosing developers with experience 4 4 v
- Train the developers 4 v
- Visiting customer’s working place v v v
- Choosing project manager with experience v v
- The existence of similar products v 4 v
A.1.2 The Customer has a Technical Background
- Choosing a representative with technical experienceg v 4 4
- Train the customer to use computer software v
A.1.3 Identifying customess knowledge source 4 v v
A.1.4 Setting greater focus on analysis v v v
A.1.5 Having effective communication with the customer v v
A.1.6 Adopting ready-made solution v
A.2 Knowledge transfer techniques
A.2.1 Knowledge transfer methods
- Forms and Questionnaires 4 v v
- Workshops v v
- JAD Sessions and meetings v 4 4
A.2.2 Knowledge transfer verification methods
- Developing Process Model v v
- Developing Prototype 4 4 4
- Documentation v v
- Acceptance and signing the contract 4 v
A.3 The effect of clear ideas and requirement
A.3.1 More accurate planning, resources and time estimatiq v v v
A.3.2 Smoother Implementation 4
A.3.3 Reduces errors and later modifications v v

Source: Developed by the author
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Table 5.7: Summary of the Mentioned Theme by Each Group (2)

A. Knowledge Transfer
Themes D.L. K.U. | Others
A.4 Reasons behind unclear ideas and requirement
A.4.1 Customer is unable to clarify
- General idea with no details v v v
- Unintentionally skip mentioning some points v v v
- The level of customer education v
A.4.2 Customets lack of communication v
A.4.3 The Incompetency of customerknowledge source
- Lack of business experience to answer the inquiries v v
- Not in a position to make a decision v
A.4.4 Customers multiple knowledge sources contradictiong v v
A.4.5 The customer keeps adding requirements v v v
A.4.6 Dewlopers’ inadequate analysis
- No enough time to gather the requirements v v
- Lack of analytic experience v v v
A.4.7 The nature of IS development v v v
A.5 The impact of unclear ideas and requirement
A.5.1 Increase in the cost, time and effort v v v
A.5.2 Products poor quality v v v
A.5.3 Negligence when using the product v v v
A.5.4 Failure of the project v v
A.6 Detecting unclear ideas
A.6.1 Review meetings with the customer v v v
A.6.2 Difficult implementation and programming v v v
A.6.3 Customer complains when testing the product v v v
A.7 Dealing with unclear ideas
A.7.1 Identifying where the problem is v v
A.7.2 Meeting and verifying the situation with the customer| v v v
A.7.3 Negotiating with the customer
- To not undertake the modifications v v v
- To undertake some of the changes v v
- To adjust the current project plan v v v
- To undertake the changes in new release of the pro| v v v

Source: Developed by the author
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Table 5.8: Summary of the Mentioned Theme by Each Group (3)

B. Project Escalation
Themes D.L. | KU. | Others
B.1 Actors behind project escalation
B.1.1 The Project Manager
- Lack of experience and qualifications v v v
- Unidentified duties and responsibilities of the manag v v
- Poor relationship with developers v v
B.1.2 The Developers
- Learning new technology during working v
- Educating the recent added staff about the projectiq¢ v
- Lack of a developer’s experience and commitment v v
- Individual differences v
B.1.3 The IS senior management
- Lack of supporting the developers v v
- The existence of corruption and hidden agenda v v
- Overlapping functions within the managerial hierarcl v v
- Adding pressures in time and resources v v
B.1.4 The Customer
- Customer has hidden agenda v v
- Lack of awareness in terms of developing and ukSngroducts v v
B.1.5 Other parties v v v
B.2 Reasons behind project escalation
B.2.1 Poor planning and operation
- Inaccurate estimation for resource or task needed tif v v v
- The actual progress does not comply with the plan v v
- Skip setting an emergency cover plan (Risk Analysig v v v
B.2.2 Lack of human resources 4 4
B.2.3 Workload v v v
B.2.4 Unclear ideas v v v
B.25 Scope changing v v v
B.2.6  Project size is too large
- Controlling becomes harder proportionally to projgze v v
- Need for resources increases proportionally toggtggize v v

Source: Developed by the author
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Table 5.9: Summary of the Mentioned Theme by Each Group (4)

B. Project Escalation

Themes D.L. K.U. | Others

B.3 Detecting project escalation

B.3.1 Project is monitored by third party
B.3.2 The later increase in customer’s requirements
B.3.3 Comparing progress with project plan

ANRNEN
ANANEN

B.4 Dealing with project escalation

B.4.1 Being prepared
- Focus more when planning
- Use risk analysis
- Assign more experienced project manager
- Add tolerance time and resources when planning

ANENANEN
NNENENRN

B.4.2 Pausing and assisting the situation
B.4.3 Dealing with the challenges accordingly
B.4.4 Splitting the project into sub-projects
B.4.5 Involving senior management

B.4.6 Rejecting the project

B.4.7 Reasonably allowing escalation

AN

SNENEN

ANENANENENEN
ANRNAN

Source: Developed by the author
Analysis

At first sight, on the one hand it seems that the project mes&gen
the D.L. organisation mentioned all the ideas covered in thesehdne of
the possible reasons for this is the high number of the interviginsasthis
organisation, as it represents 60% of the sample, thus thiédib@ of them

covering more ideas is higher than in the other two groups.

On the other hand, the K.U. organisation got the lowest number of these
themes, with 29 less than the D.L. organisation. However, ther@avasjor
difference within the awstruct of ‘Knowledge Transfer’. Although the K.U.
project managers did not talk about signing the contract or approving the
requirementsdocument, which make sense in the light of the fact that it is a
government organisation. This means they only provide their ssrvic
internally within the unit and to the same organisation. So,thasmatter of
receiving orders directly from these internal customers rathen signing
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contracts. Furthermore, when checking the reasons béhisidct Escalation’,

it was noticeable that the project managers from K.U. daite mention the
developers or IS higher management or the customer as respandine
behind escalation. In addition, according to the K.U. responsegcprage

also has no impact on ‘Project Escalation’.

When checking the themes mentioned by the ‘Others’ group, it seems
that there are no major differences when compared with thegiblup, other
than, when shedding light on the reasons behind unclear ideas, thefpmople
the ‘Others’ group did not blame the customer for ‘lack of commitment and
communication’, or for ‘incompetency of knowledge source’. In addition, the
‘Others’ group mentioned the ‘customer is unable to clarify his ideas’ as one of
the reasons. So it seems that, in private organisations, teeopgment team is
stricter in terms of following the rules when it comes tdhgeang the
requirements in the initial stage but not after that. Thisnsehat it is the
customets responsibility to clarify the requirements in the beginning. The
reason is that private development organisations do not allow chaoging
adding to the requirements later under the pretext of a lackrfmitment or

because the representative was not competent, particuleatygaherating the

requirementsdocument and signing the contract. So, this can be considered to

be one of the main differences between the private organisatywosp
‘Others’ and the government organisation group, K.U.. In this regard, a project

manager from a private organisation mentioned that:

“The worst thing is that when you reach halfway in your project, then

customer changes his mind and adds more requirements. The problesn is thi

customer does not respect the contract, and pretends these newmentsre

were mentioned in requirement document. As a project manager | would

refuse a customi&r request, otherwise it would badly affect our progress.
(PM_30)

However, the reason ofkeeps adding on-going requirerants’ is
mentioned by the ‘Others’ group, meaning that even in a private organisation
the customer has the opportunity to do such a thing. Actually, tipgeha

under certain conditions, such as
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“When it is the development stage and the customer asks to change s
requirements, in this case we must inform the customer about paetion
cost and time.. Well, if he insists then he has to pay a finecep® the new
plan and cost.(PM_23)

Another possible reason is the approval of IS higher management for
the customeés new requirements. This point will be considered in more depth
when discussing and designing the influence diagram which describes the
relationship between the themes. Furthermore, when looking at tiedset
used to manage th®rojee Escalation’ construct, one option is to reject the
project which is better for the benefit of the private IS tEyaent
organisations, whereas this solution was not available to the gomernm

organisation, K.U.

“Sometimes, killing the escalated project is another succaessag us time
and resources, so | can utilise them in progressing the projegbuAknow
time is money. (PM_12)

5.2.4 Quantifying the data

It is possible to quantify the qualitative data in terms of the
interviewees responses, however this is not exactly as it is in the
guestionnaires. Furthermore, it can take the form of counting the freigae
and relationships among the data variables itself with respectswers of the
same inquiry. Moreover, it’s possible to calculate it manually or by using

specific computer programs (Mathie, 2005).

Therefore, in this stage of analysis, the data is quanbfieitie basis of
the number of interviewees who mentioned each theme, for instana#,3iyt
if 10 interviewees mentioned a certain theme (€Review Meetings with the
Customer”) then 33% of the sample supports this idea. Furthermore, in case
there are sub-themes, the highest percentage will be countedrésent the
main theme, for instance, if a certain theme has two subetherith values of
13% and 10%, then the value of 13% will represent the main theme.sTable

5.10, 5.11, 5.12, and 5.13 provide more details.
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Table 5.10: Quantifying Themes of: Construct (A) Knowledge Transfer (1)

Themes Frequency
N %
A. Knowledge Transfer
A.1 Factors facilitating knowledge transfer
A.1.1 Knowing the nature of custonisrbusiness
- Choosing developers with experience = 10%
- Train the developers = 23%
- Visiting customets working place 12= 40%
- Choosing project manager with experience = 7%
- The existence of similar products = 10%
A.1.2 The Customer has technical background
- Choosing a representative with technical experience 4= 13%
- Train the customer to use computer software = 10%
A.1.3 Identifying customés knowledge source 12= 40%
A.1.4 Setting more focus on analysis 21= 70%
A.1.5 Having effective communication with the customer 14= 47%
A.1.6 Adopting readymade solution 1= 3%
A.2 Knowledge transfer techniques
A.2.1 Knowledge transfer methods
- Forms and questionnaires = 30%
- Workshops = 10%
- JAD sessions and meetings 16= 53%
A.2.2 Knowledge transfer verification methods
- Developing process model 4= 13%
- Developing prototype 12= 40%
- Documentation = 27%
- Acceptance and signing the contract = 20%

Source: Developed by the author
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Table 5.11: Quantifying Themes of: Construct (A) Knowledge Transjer (2

Themes Frequency

N %

A. Knowledge Transfer

A.3 The effect of clear ideas and requirement

A.3.1 More accurate planning, resources and time estimation 17= 57%
A.3.2 Smoother implementation 21= 7%
A.3.3 Reduces errors and later modifications = 10%
A.4 Reasons behind unclear ideas and requirement
A.4.1 Customer is unable to clarify
- General idea with no details 23= 77%
- Unintentionally skip mentioning some points = 17%
- The level of customer education = 3%
A.4.2 Customers lack of communication 9= 30%
A.4.3 The incompetency of custonierknowledge source
- Lack of business experience to answer the inquiries 14= 47%
- Notin a position to make a decision = 10%
A.4.4  Customers multiple knowledge sources contradictions 8= 27%
A.4.5 The customer keeps adding requirements 17= 57%
A.4.6 Developers’ inadequate analysis
- Not enough time to gather the requirements = 17%
- Lack of analytic experience 14= 47%
A.4.7 The nature of IS development 18= 60%
A.5 The impact of unclear ideas and requirement
A.5.1 Increase in the cost, time and effort 14= 47%
A.5.2 Products poor quality 5= 17%
A.5.3 Negligence when using the product = 23%
A.5.4 Failure of the project = 10%
A.6 Detecting unclear ideas
A.6.1 Review meetings with the customer 10= 33%
A.6.2 Difficult implementation and programming = 17%
A.6.3 Customer complains when testing the product 10= 33%
A.7 Dealing with unclear ideas
A.7.1 Identifying where the problem is 15= 50%
A.7.2 Meeting and verifying the situation with the customer 16= 53%
A.7.3 Negotiating with the customer
- To not undertake the modifications = 20%
- To undertake some of the changes = 10%
- To adjust the current project plan = 10%
- To undertake the changes in new release of the product = 17%

Source: Developed by the author
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Table 5.12: Quantifying Themes of: Construct (B) Project Escalétion

Themes Frequency

N %

B. Project escalation

B.1 Actors behind project escalation

B.1.1 The Project Manager

- Lack of experience and qualifications = 30%
- Unidentified duties and responsibilities of the manager = 10%
- Poor relationship with developers = 17%

B.1.2 The Developers

- Learning new technology during working 1= 3%
- Educating the recent added staff about the project ideas = 13%
- Lack of a developer’s experience and commitment 10= 33%
- Individual differences 2= 7%

B.1.3 The IS senior management

- Lack of the developers support 10= 33%
- In case of corruption, and the existence of hiddemdg = 13%
- Overlapping functions within the managerial hierarchy = 7%
- Adding pressures in time and resources = 27%

B.1.4 The Customer

- Customer has hidden agenda = 30%
- Lack of awareness in terms of developing and usingé8ucts = 10%
B.1.5 Other parties 7= 23%

B.2 Reasons behind project escalation
B.2.1 Poor planning and operating

- Inaccurate estimation for resource or task needed time = 20%

- The actual progress does not comply with the plan = 13%

- Skip setting an emergency cover plan (Risk Analysis) 10= 33%
B.2.2 Lack of human resources 8= 27%
B.2.3 Workload 11= 37%
B.2.4 Unclear ideas 26= 87%
B.2.5 Scope changing 6= 20%
B.2.6  Project size is too large

- Controlling becomes harder proportionally to the projex s = 17%

- Need for resources increases proportionally to thggirsize 2= 7%

Source: Developed by the author
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Table 5.13: Quantifying Themes of: Construct (B) Project Escalaipn (

Themes Frequency
N %
B. Project escalation
B.3 Detecting project escalation
B.3.1 Project is monitored by third party = 17%
B.3.2 The late increase in customer’s requirements = 17%
B.3.3 Comparing progress with project plan 22= 73%

B.4 Dealing with project escalation

B.4.1 Being prepared

Focus more when planning = 27%

- Use risk analysis = 17%

- Assign more experienced project manager = 27%

- Add tolerance time and resources when planning 7= 23%

B.4.2 Pausing and assessing the situation 17= 57%
B.4.3 Dealing with the challenges accordingly 20= 66%
B.4.4 Splitting the project into sub-projects = 30%
B.4.5 Involving senior management = 23%
B.4.6 Rejecting the project = 17%
B.4.7 Reasonably allowing escalation = 30%

Source: Developed by the author

Analysis

A. Knowledge Transfer

Regarding the theme ‘Factors facilitating knowledge transfer’, the
majority of the interviewes mentioned ‘Setting more focus on analyses,
making it the most frequently selected factor at 70%, whidrim reflects its
importance. As mentioned before in the narrative, all the nexs$ stél build
on the requirements gathering and analysis stage, so spending suffioe
and effort at this stage to cover all the details is B@it. Based on this, it is
no wonder that the second, most frequently selected factor, is ‘Having effective
commurication with the customer’, at 47%. Transparent and efficient
communication between the customer and the developers is, in @self
activity of serious analysis which demonstrates the levelacé with which
each party must pass on ideas and clarify any vague poinfgntog that
there is a connection between this theme and the one mentioned Bé&re.

next theme is ‘knowing the nature of the customer’s busness’, with 40% of the
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interviewees stating that this helps to establish a simplenconunderstanding
and to pave the way to better expectations. Another point is, that rkmpowi
about the custom&r business may link with any experience which the project
manager or developers may have in terms of any previous deveibgame in
that field. Moreover, pointing out any similar IS products may sfgnphe
ideas to all parties. Furthermore, within this theme, 23% recomenanaining

the developers and 40% said to send them to visit the customerk place in
order to gain actual experience. The less frequently selected factors are ‘the
customer has @chnical background’ and ‘adopting a readymade solution’

with 13% and 3% respectively. The reason behind these low counts is that:

“... customess activities and his business rules exist since the beginfiry.
this proposed computer software should assist him in his job and apply hi
rules at the same time, thatwhy | dorit care that much for his ability to use
computers. Actually we should convince the customer that our pnegcan

help him in his job where he does not use any computer’ti{eid. 1)

In other words, it is a matter of developing a product which sehees t
customets needs to improve productivity in the custoraa@rganisation, at the
same time as recognising that not all of these customersxperts in using
computers; however, this is not a reason to reject them asnearst
Furthermore, referring to the same point, it seems that haeatlymade
solutions will fulfil all of the customés requirements; therefore it is better to

develop a new IS product according to the custtenezeds in the first place.

The next theme, ‘Knowledge transfer techniques’ describes the actual
practice of transferring the knowledge between the customer and the
developersWhen looking at the ‘knowledge transfer methods’ it seems that
the ‘JAD session and meeting’ is the most applied method with 53% of the
interviewees selecting this. At the same time, this doesdimoinish the
importance of completing ‘forms and questionnaires’, at the beginning it
scored 30%. The least selected method is atterdingrkshop’, at 10%, and
the reason behind its unpopularity is that it depends on whetheustemer

can afford to host this workshop. Furthermore, the activities and dgisnasn
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the JAD sessions which are organised by the developers should cover the
benefits of a workshop.

The next theme is ‘Knowledge transfer verification methods’ and the
Table 5.10 shows that 40%f the interviewees recommend ’developing a
prototype’ as a useful method of verifying the customer’s transferred
knowledge. In addition, almost a third 27% talkéut the ‘documentation’
and 20%focused on ’acceptance and signing of the contract’. ‘Developing a
process model’ scored 13%, because a number of the interviewees considered
it as part of the prototype. The information provided in this themewitsed
when developing a framework for managing knowledge in IS development,
later in this chapter.

When talking about ‘The effect of clear ideas and requirements’, more
than half of the interviewees 57% confirmed that it positivelyca$feproject
planning in terms of the resources needed and time estimateddortask. In
addition, two other effects are mentioned, ‘Smoother implementation’ and
‘Reduces errors and later modifications’, with selection rates of 7% and 10%
respectively. In fact, the first effect seems to beréseilt of the last two, as the
smooth implementation of coding leads to a lower number of issues in the
code. The lower number of issues means less time and effort cedaire
maintain them and the less time sted serves to benefit the organisation’s

commitment to the project time plan.

The next is one of the most interesting themes as it focuses on ‘Reasons
behind unclear ideas and requirement’. There are several reasons, the most
frequently selected of whicis that ‘Customer is unable to clarify’, mentioned
by 77% of the interviewees. In addition, there are other reasons waiace
customets responsibility, namely ‘Customer’s lack of communication’ 30%,
‘The incompetency of the customer's knowledge soer 47%, ‘multiple
knowledge sources contradiction@7% and ‘The customer keeps adding
requirements’ 57%. So, it seems that the custonseattitude accounts for five

out of seven reasons behind the knowledge transfer issue.
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One of the other two reasons iDevelopers’ inadequate analysis’
which reflects the responsibility of the developers, and it wdscted by
almost half of the sample 47% which suggest the importance afetedoper
role when it comes to elicit the requirements from the customer.dvergthis
issue may occur due to the project managedevelopers’ lack of analytic
experience or due to time pressures added by IS higher managezaeiniy |

insufficient time to gather and analyse the requirements.

The other reason is "the nature of IS devebpment’, which was selected
by 60%. According to this reason, it is not exactly anysrfault, actually
‘unclear ideas’ are something normal and expected in this practice, because the
developers are learning something new every time there istanger from
another business field. In addition, both customer and developers speak
different languages relating to their own fields of work. Thus,

misunderstanding and misinterpretation are to be expected in sitaaton.

Following on from the previautheme, the next one is about ‘The
impact of unclear ideas and requirement’. The first and most frequently
selected result is the ’increase in the cost, time and effort’, mentioned by
almost half of the interviewees 47%. Moreover, this impa&flects poor
planning in terms of the increase in time and cost, in addition togpawation
and performance as it increases effort and workload. Furtherthmeesult is
a direct opposite to the result of clear ideas and requiremeiics) leads to
more accun@ planning. The second negative impact is the ‘Product’s poor
quality’, which may lead to the third impact of ‘Negligence when using the

product’, at 17% and 23% respectively.

Furthermore, in respect of the impact of unclear ideasp\duking at
the reasons behind "Project Escalation” within the second construct, the most
frequently selected reasonaiso "unclear ideas’ with 87% of the interviewees
mentioning it. This point will be discussed later in this chaptegn discussing
the reasons behind IS project escalation, in this respect thigssdien is

moved from here to avoid the duplication in the narrative.
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The next theme focuses on ‘Detecting unclear ideas’, where about a
third of the interviewees 33% said that it is possible to detexse issues
through holding periodical review meetings with the customer. Anothet thir
33% pointed out that this issue presents at “The customer complains when
testing tkR product’. Only a few of them 17% mentioned ’Difficult
implementation and programming’ as a possible sign of unclear ideas. The
possible reason for this low frequency is that, logical problemasdifficult
implementation are so common issues. These issues may ocaurradibus

of reasons, and not necessary because of unclear ideas.

Within the last theme in this construct ‘Dealing with unclear ideas’, the
first subtheme ‘Identifying where the problem is’ was mentioned by half of
the sample as the first step to consider, which suggest$é default reaction
to such a situation. Then, 53%ked about ‘meeting and verifying the situation
with the customer’ in order to "negotiate the customer’ and make a reaction. In
this respect, it looks like these people prefer ‘To not undertake the
modification’, or ‘To undertake the changes in new release of the product’ in
order to finish the project according to the original plan, as thesesub-
themes scored 20% and 17% respectively. This is compared toedbke |
preferred action ‘To undertake some of the changes’ or ‘To adjust the current

projectplan’ to do all the changes as they both scored 10%.

B. Project Escalation

The first theme in the second construct focuses on the ‘Actors behind
project escalation’ and contains five actors. The first actor is the project
manager with 30% of the interviewees mentioning his/her possibke dfc
experience and qualifications as a reason. Another reason miglftthe i
project manager has a poor relationship with the rest of thelopevs.
Moreover, what could make it worse is if this manager’s duties are
unidentified, which may lead to the argument that it is nothéais/
responsibility. All these points impact negatively on the opmraof the

project because of the project manager’s attitude.
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The second actor is the developer, with 33%, in that poor experience
and lack of commitment may result from individual differenaed combining

working with learning activities at the same time.

The third actor behind project escalation is the IS senior neamaqj,
as they may not be supporting the developers, as mentioned by 33% of the
interviewees. Moreover, another problem that could have an impécthes
higher management is putting time and resource pressures ordevéiepers,
or they are interfering with the project manager’s duties which may have
negative results due to the overlapping in the managerial hgradmother
serious problem in IS higher management is the possibility ofagexial
corruption at this level, which might give personal interestsepleace over
public interests.

The forth actor is the customer where this actor may have arhidde
agenda, as mentioned by 30%. This means that the customermilgiaking
for other goals rather than project success, like resistiagge by introducing
this new IS product, or maybe satisfying other parties on thernest side,
or even trying to lead the project to fail in order to sigroatract with another
IS organisation, due to corruption. Also, the customéack of awareness in

developing and using IS products could be another reason.

The fifth actor encompasses any other parties who may be invialved
project activities, as mentioned by 23%. This includes, for e>xanaply out-
sourcing, trainers or hardware installation people. As the ISqgtrojanager
has no authority over these additional parties, then any delahatiertge
occurred by them would impact on the project, e.g. the admitinstrssues
created.

The next theme sheds light on six of the ‘Reasons behind project
escalation’, where the first one is ‘poor planning and operating” which was
selected by 33%. Poor planning includes inaccurate estimatiorsfarroes or
time needed for the task, in addition to failing to set an eemeggcover plan.
As a result of this, the actual progress will not be in line téhplan in terms

of time or work achieved. There is no wonder that this leads to twe othe
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reasons behingroject escalation, namely ’Lack of human resources’ and
‘Workload’, at 27% and 37% respectively, because the development team
needs more time, more effort and maybe more human resourceshoupat
with the original plan. Another reason which is mentioned by the najofi
interviewees 87%s ‘Unclear ideas’. Considering the impact of this issue, as
mentioned earlier, (i.e. poor planning and quality, increase is,ctiste and
effort) it seems that this issue has a serious negatiy@aimon project
operation and outcomes. The next reagothat ‘Scope changing’ is selected
by 20%, which is the result of adding or changing requirements dthg
development stage and after the completion of the data gatlrhgnalysis
stage. The last reasas that the ‘project size is too large’, selected by 17%,
which has impacts on the degree of difficulty of controlling thegeut and on
the amount of resources needed, is that both of these inangarsgortion to

the project size.

The second main theme in the construct is ‘Detecting project
escalatia’. It seems that the majority 73%believe that ‘Comparing progress
with the project plan’ is the preferred way, this is comparing to the other two
ways of ‘Project is Monitored by Third Party’ and ‘The later increase in

customer’s requirements’ as they both scored 17%.

The last main theme is ‘Dealing with project escalation, almost one
third 27% advised ‘Being prepared’ since the beginning, in terms of being
more focused when planning, considering risk analysis and adding tolerance
time and resources to be ready if needed. Also, assigning aexegenced
project manager is highly recommended. Then, in the case aécpr
escalation, more than half 57%commended ‘Pausing and assessing the
situation’ in order to find out exactly where the problem is, in order to find a
better way to deal with it. No wonder the next theme ‘Dealing with the
challengesaccordingly’ scored a relatively close frequency of 66%, in this
respect, there is no such thing as a universal solution, sidepends on the
circumstances and on the ability of the project manager ve gahccordingly,
like adding more resources or warning the lazy developers. Anotheioaplut

which was mentioned by almost one third 3@96Splitting the project into
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sub-projects’ which makes them easier to manage than the huge escalated one.
However, in the case that the project manager is not able toehémell
Situation, then one possible solution is to ‘Involving IS senior management’ to
take a privileged reaction. It seems this solution is not that preferable as it’s
mentioned by less than a quarter of the sample 23%, which subgsstIS
projects manager are trying their best to deal with the tgitudbefore it
becomes necessary to involve higher management. In thigisegiatooks
senior management tends more to ‘Reasonably allowing escalation’ comparing

to ‘Rejecting the Project’ as they scored 30% and 17% respectively.

5.2.5 Sorting the Reasons behind Unclears Ideas and Project
Escalation

The following Tables 5.14, 5.15, and 5.16 summarise and sort the
reasons behindUnclear Ideas’, and the cases and actors behind ‘Project

Escalation’ according to the related themes’ higher frequencies.

Table 5.14: Reasons behind Unclear Ideas Sorted by Higher Frequency

Themes | Frequency
1. Customer is unable to clarify 7%
2. The nature of IS development 60% |
3. The customer keeps adding requirements  51T% |
4. The incompetency of custonisknowledge source A%
5. Developers’ inadequate analysis 4% ]
6. Customets lack of communication . 30% |
7. _Customets multiple knowledge sources contradictions 271% |

Source: Developed by the author

Table 5.15: Reasons behind Project Escalation Sorted by Higbgudticy

Themes | Frequency
1. Unclear ideas 87% |
2. Workload 37% |
3. Poor planning and operating 33% |
4. Lack of human resources 271% |
5. Scope changing 20% |
6. _Project size is too large 7%

Source: Developed by the author
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Table 5.16: Actors behind Project Escalation Sorted By Higleguency

Themes | Frequency
1. The developers 33% |
1. The IS senior management 33% |
3. The project manager 30% |
3. The customer 30% |
5. _Other parties 23%

Source: Developed by the author

All in all, when looking at the reasons behind unclear ideas, it seems
that the customer has a major effect with the highest érexyuof selection at
77% in terms of the ‘Customer is unable to clarify’, in addition to being
responsible for other reasotike ‘The customer keeps adding requirements’,
‘The incompetency of customer’s knowledge source’, customer’s lack of
commitment and communication and ‘multiple knowledge sources’. At the
same time, the developer is responsible for the third mosteindlguselected
reasorof ‘inadequate analysis’ at 47%. One interesting thing is that ‘the nature
of IS devebpment’ was ranked second with 60%, where it is not exactly
anyonés fault. However, blaming the nature of a practice is not an exess
experience should provide answers to the issue. In this regamkrd®ned

by one of the interviewees:

“There is a stage after completing the project, where wéveesaggestions
and gain the experience by studying the reasons of succeedindngy, fatiat

challenges were faced and how to deal with them in theefugo we learn
from our mistake$.(PM_12)

Another point, when checking the reasons behiidject Escalation’,
it’s apparent that ‘unclear ideas’ scored the highest frequency of 87%. The next
most frequently selected reasoms ‘Workload® with 37%, then ‘Poor
planning and operating’ with 33%. Furthermore, according to the narrative of
these three themes it seems that there is a relationship between teemsioft
influence and effect. This point will be explained more in thei@ed.2.6.
Next, the reasonf ‘Project size is too large’ had the lowest frequency of 17%.
A possible reason for this score is that this is occurred inioeldd the

difficulty of managing and the need for more resources in which logh
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proportionally increase to project size. In other words, this reasals k the
reasons of poor operating and lack of resources which scored 33% and 27%
respectively. So, it seems these two reasomdied the effect of ‘Project size

is too large’.

One further point, in terms of the actors involved: the develpgerdS
higher management, the project manager and the customer atl sdose
values of between 30% and 33%. In a way it seems they all eghallg the
responsibility when it comes to the reasons behind project escaladisity, in
order to understand how each of these factors and actors impachootteac
the next section will investigate the relationship betweerettiemmes in order

to design an influence diagram.

5.2.6 The Relationships between the Themes

As presented in the themes, ‘unclear ideas’ is a common factor between
the two main constructs, so it seems that there is a relaifpobgtween a
number of the themes within these two constructs. The following Tahlé

summarises the actors and reasons behind unclear ideas and [scaéaticn.

Table 5.17: The Actors and Reasons Behind Unclear Ideas and Project

Escalation
Reasons behind Reasons behind
Project Escalation Unclear Ideas
Actors Reasons Actors and Reasons
The project manager | Poor planning and Customer is unable to clarify
operating
The developers Customets lack of communication
Lack of human
The IS senior resources The incompetency of custonisr
management knowledge source
Workload
The customer Customets multiple knowledge
Unclear ideas sources contradictions
Other parties
Scope changing The customer keeps adding
requirements
Project size is too large
The nature of IS development
Developersinadequate analysis

Source: Developed by the author
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The following are the developed analysis Table 5.18 to identify the

relationships between the themes in this stage of datatotie
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Table 5.18: Identifying Relationships Between: the Reasons Béhicldar Ideas and Project Escalation According to the Project Managers’

Viewpoint

Key Theme

Evidence

Interpretation

Related theme

B.1.4 The customer

“One of our biggest problems is that the customer does not know what he
wants. Usually he comes with general ideas, and skips sonms
unintentionally.” (PM_7)

A.4.1 Customer is unable t|
clarify

B.2.4 Unclear ideas

“It can’t work with a customer who does not cooperate with us, ignoring our
inquiries and skipping the meeting will thbelp to understand anything.”
(PM_3)

A.4.2 Customer's lack of
communication

B.2.4 Unclear ideas

“This misunderstanding happened because the person who gave us the
requirements was not knowledgeable, and he was not the endfuber
system.” (PM_15)

A.4.3 The incompetency ol
the customer's knowledge
source

B.2.4 Unclear ideas

“The problem with multi-knowledge sources is that everyone gi
information which contradicts others’ information.” (PM_1)

A.4.4 Customer's multiple
knowledge sources
contradictions

B.2.4 Unclear ideas

“We suffer when the customer kept adding more and more requirements;
this put us in a dilemma as they contradict with whay tleguested in the
earlier stage of the requirements gathering.” (PM_19)

A.4.5 The customer keeps
adding requirements

B.2.4 Unclear ideas

“These people have hidden agendas beyond project success...[it] kept the
project opened, and badly exceeded its planed time and budget” (PM_16)

B.2 Reasons behind projec
escalation

B.2 Reasons behind projeq
escalation

B.1.2 The developers

“These people have hidden agendas beyond project success. Because of this,
they keep adding requirements for the sake of otheri@empd that kept th
project open, and badly exceeded its planned time and budget.” (PM_16)

A.4.6 Developers’
inadequate analysis

B.2.4 Unclear ideas

“So the programmer was busy in other part-time job and neglected workin
on the project.” (PM_28)

B.2.1 Poor planning and
operating

B.2 Reasons behind projeq
escalation
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Key Theme Evidence Interpretation Related theme
B.1.1 The project “Mis-estimating the time needed by the project manager led the ptoj( B.2.1 Poor planning and | B.2 Reasons behind projeq
manager escalate. This includes the project plan and all types of keuBo it operating escalation

affects one phase, which affects other phase, and so on. | Henpodr
experience.” (PM_21)

“Some developers and project managers do not ask enough questions when
collecting user requirements, and make their own assumpdiariisg the
system design. This will eventually lead to conflictvestn the delivere
system and the users’ expectations.” (PM_13)

A.4.6 Developers’
inadequate analysis

B.2.4 Unclear ideas

B.1.3 The IS senior
management

“One of the senior managers set a short delivery time which didn’t fit with a
big project like this one. Because of the pressure, we awatidoroperly
collect the requirements, and we needed 18 months instead of four weeks.”
(PM_2)

A.4.6 Developers’
inadequate analysis

B.2.4 Unclear ideas

“That person from the higher management forced us to work harder, accept
all the major changes, and achieve the new requirements egaafl the
consequences, which kept the project open for a long time... actually he was
looking for personal crediit the expense of the escalation.” (PM_27)

B.2 Reasons behind projec
escalation

B.2 Reasons behind projec
escalation

“Every day, three managers from different managerial levels were visiting
my office and interfered with my duties to do the projecatiog to their
different needs and various viewpoints... I could not achieve anything with
that project which lasted more than two years.” (PM_23)

B.2.1 Poor planning and
operating

B.2 Reasons behind projeq
escalation

"Sometimes | feel like | am begging or fighting my managar the
resources. They should understand that, they shoukd i the neede
resources, so | can give them back the software, otherwismgotiil be
achieved." (PM_7)

B.2.2 Lack of human
resources

B.2 Reasons behind projed
escalation

B.1.5 Other parties

“It happened because of the delay by an outside company which installed
the hardware and trained us to use it.” (PM_4)

B.2 Reasons behind projec
escalation

B.2 Reasons behind projed
escalation
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Key Theme Evidence Interpretation Related theme
A.4.5 The customer | “We suffer when the customer kept adding more and more requirements; | B.2.4 Unclear ideas B.2.4 Unclear ideas
keeps adding this put us in a dilemma as they contradict with whay tleguested in th¢

requirements

earlier stage of the requirementsigaing.” (PM_19)

"We suffer from the new added requirements, particularly aéiempéeting
the analysis stage, but these new requirements contradictntigsia
outcome and open new doors which change the agreed scdde24P

B.2.5 Scope changing

B.2.5 Scope changing

B.2.6 Project size is toq
large

"The frequency of escalation happening depends on projeciasitke size
increases it becomes harder and exhausted to control a prpett.5)

B.2.1 Poor planning and
operating

B.2 Reasons behind projed
escalation

“The application was so big, and we all were busy at that time, so there was
not enough man power to work in this application." (PM_2)

B.2.2 Lack of human
resources

B.2 Reasons behind projeq
escalation

“Building a room is not like building a skyscraper. It is harder to control
everything, besides the additional workload for working in big projects.”
(PM_5)

B.2.3 Workload

B.2 Reasons behind projeq
escalation

A.4.7 The nature of IS
development

“Yes the developer knows about IS development, but every time they need
to learn about human resources, marketing, finance ... etc. I believe that it is
challenging to learn a new business every day, and I can’t blame anyone for
this.” (PM_5)

B.2.4 Unclear ideas

B.2.4 Unclear ideas

B.2.5 Scope changing

“Changing the scope meant modifying all the completed coding, and adding
extra tasks to the original plan. So, with this additiowakkload it is
difficult to keep the original plan or stay within the egd budget, thi
means escalation is highly possible.” (PM_23)

B.2.3 Workload

B.2 Reasons behind projeq
escalation

“In one escalation occasion, the scope was not clear in the first place, and it
did not include everything, so when it changed in the haidof the
development stage, it felt like doing another brand newegtrowvhich
contradicted the original plan and budget.” (PM_19)

B.2.1 Poor planning and
operating

B.2 Reasons behind projed
escalation
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Key Theme

Evidence

Interpretation

Related theme

A.4.6 Developers’
inadequate analysis

“Some developers and project managers do not ask enough questions when
collecting user requirements, and make their own assumptiomsg the
system design. This will eventually lead to conflictviestn the delivere
system and the users’ expectations.” (PM_13)

B.2.4 Unclear ideas

B.2.4 Unclear ideas

B.2.4 Unclear ideas

“Dealing with these numerous problems because of unclear ideas adds
additional cost and effort, besides the extra time to do it.” (PM_29)

A.5.1 Increase in the cost,
time and effort

B.2.1 Poor planning and
operating

"If you make general statements, the customer will come edayywith
new functions and requirements as descriptions for his undeas."
(PM_7)

A.4.5 The customer keeps
adding requirements

B.2.4 Unclear ideas

B.2.1 Poor planning
and operating

“The absence of risk management leads to escalation, where there is no
cover plan, so any emergency can be an obstacle to the projexiresuine
more time and effort to find a kmion.” (PM_19)

B.2 Reasons behind projec
escalation

B.2 Reasons behind projeq
escalation

"Two more developers were added to work on the project, betausse the
project manager’s mistake in terms of the required resources when
planning." (PM_21)

B.2.2 Lack of human
resources

B.2 Reasons behind projec
escalation

"We underestimated the required time for this task as we tidugeeded &
week. Later in development phase we realised it took abouwtrghmand
this delayed other tasks, so we had to work longer hexgsy day to catc
up with the schedule." (PM_4)

B.2.3 Workload

B.2 Reasons behind projec
escalation

B.2.2 Lack of human
resources

"We suffer shortages in available developers, and thisradds pressure o
those available to complete tasks." (PM_2)

B.2.3 Workload

B.2 Reasons behind projec
escalation

“That one project escalated because of the shortage in human resources,

under the pressure of multitasking, there was no enoughtdirfieish the
planned tasks, so we kept working for a very long timieickwintroduced
additional cost as well.” (PM_7)

B.2 Reasons behind projec
escalation

B.2 Reasons behind projeq
escalation
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Key Theme

Evidence

Interpretation

Related theme

B.2.3 Workload

“You can’t focus when working on more than one project at the same tin
This increases the workload and exhausts the developarsre effort and
additional time are highly expected, which leads to exceedingrtbmal
plan.” (PM_5)

B.2 Reasons behind projec
escalation

B.2 Reasons behind projeq
escalation
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The following will discuss the relationship between the themes in more
detail. Number of the relationships between these themes oretival
components are discussed earlier in this section within the inaresd they
were identified through the axial coding. The following will discuss auui$
on the relationship according to the theoretical coding, starting fitoe
independent variables and the mediating variables as dinifiehe previous
chapter in Figure 4.4. In order to facilitate the discussimntheme ‘Reasons
behind unclear ideas and requirements’ from construct (A: Knowledge
Transfer) will be referred aSUnclear ideas’ from the construct (B: Project

Escalation), particularly they both represent the same meaning.

Independent Variables

- The Project Manager and the Developers

The data analysis suggested both of these actors share a mfmber
reasongegarding 'unclear ideas’ and ‘Project Escalation’. First, both of them
are responsib for ’inadequate analysis’ and a lack of analytical experience

may lead to "unclear ideas’.

“The developers and | faced problems when gathering the requirements,
actually at that time we were not so professional to rettles®e requirements
from the custome?.(PM_12)

Furthermore, according to the interviewees, the attitude of theqiroj
manager and the developéesl an impact on ’project planning and operating’.
As an example, the developetack of commitment and the project manager’s
lack of experience may have created an obstacle to the flaweoproject
operation. This may affect the amount of work achieved comparée torie
schedule, or making the right decisions in the case of challefbesproject
manager should set the project plan in consultation with the develdpas

these two are at blamed for the poor planning and project operation..

“From the developetsside there are a lot of expected and unexpected
problems, like wasting time and not coding, besides they do not comthné to
time plan” (PM_21)
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“Mis-estimating the time needed by the project manager led the project to
escalate. This includes the project plan and all types of resources. So & affect
one phase, which affects other phase, and so on. | blame the poogrexperi
(PM_21)

- The IS senior management

The data analysis suggested that like the project manager and
developers, the IS senior management may negatively #ffeenalysis stage
by adding time pressures. This result in not be enough availatdedigather

and interpret customers’ requirements, leading to an inadequate analysis.

“In responding to custoniarrequest to finish this project ASAP, our higher
management pushed on us to do the analysis and development sooner.
Honestly there was no time to analyse or even to gather the ewgumis’
(PM_17)

Furthermore, sometimes this actor interferes with the project manager’s
duties and gives contradictory instructions which unhelpfully impacts
project plans and goals; the result of this overlapping in managerrarchy

leads to poor planning and operation.

“Every day, three managers from different managerial levels wsiting my
office and interfered with my duties to do the project accordindgheir
different needs and various viewpoints... I could not achieve anything with

that project which lasted more than two years.” (PM_23)

Also, according to the interviewees, as well as failing to support the
developers, the IS senior management may not allow suffie@sotirces, and

that lack of resources will have another unfortunate influencie project.

“Sometimes | feel like | am begging or fighting my managerHerésources.
They should understand that, they should give me the needed resources, so |

can give them back the software, otherwise nothing will be achie¢fll._7)

The existence of a hidden agenda due to managerial corruption is
another way in which this acterattitude may lead toProject Escalation’. For

example, due to an affair between the senior management acdstoener, all
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the additional customer requirements are given approval by senior

management, leading to ‘Project Escalation’.

“It could be the corrupted working environment, where the customer exploits
the relationship with higher management to keep the project open and add

more requirements every day, so we are the eventual vic(iRd. 2)

- Other parties

According to the interviewees,hd ‘Other parties’ includes, for
example, any out-sourcing, trainers or hardware installation pebplte 1S
project manager has no authority over these other partiesattyedelay or
challenge occurred by them have an impact on the project, véth

administrative issues.

“One of the most important reasons is the delays because of othéndeypsr
involved in the project.(PM_13)

- The Customer

As mentioned earlier in the narrative by the interviewees, theroes
is responsible for a number of the reasons behiddclear ideas’. This
includes, for example, the lack of detail, insufficient answter any query
regading the customer’s business, contradictory knowledge sources and the

absence of some knowledge sources.

“One of our biggest problems is that the customer does not know what he
wants. Usually he comes with general ideas, and skips some points
unintentionlly.” (PM_7)

Moreover, this customer seems to have had a direct impact on ‘Project
Escalation’ because of the existence of a hidden agenda where this customer

was looking for goals other than the project’s success.

“l found what the problem was, the customer was failing the vesy ¢ime

on purpose. Because this customer resisted the change of introdubising t
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computer software. So as the customer has other hidden goals, thisiput us

jam and escalated the project for no clear redgeM_27)

Mediating Variables

- The customer keeps adding requirements

The interviewees responses suggested that another impact is keeping
adding on-going requirements. So, the customer keeps adding to or changing
the requirements during the development stage. Doing this may challenge some
points of the gathered requirements in the first stage. Thusadslto the
situation of unclear ideas. Also, it could lead to expandinghanging the

scope of the project.

“We suffer when the customer kept adding more and more requirertésits;
put us in a dilemma as they contradict with what they requestit iearlier

stage of the requirements gathering.” (PM_19)

“We suffer from the new added requirements, particularly afteipletimg
the analysis stage, but these new requirements contradict thesisnaly
outcome and open new doors which change the agreed’s@elk.24)

- Project Size is Too Large

According to the data analysis, project Size has an impadieolevel
of difficulty of controlling the project, which affecthe project’s operation as
it becomes harder and workload increases. Furthermore, as thefamneed
resources increases proportionally to the project size, thidead to a lack of

support if f the availability of human resources is an issue..

“The frequency of escalation happening depends on project size, asethe s
increases it becomes harder and exhausted to control a pr(ipadt.5)

“Building a room is not like building a skyscraper. It is hardecdatrol
everything, besides the additional worklofor working in big projects.”
(PM_5)
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“The application was so big, and we all were busy at that timhese was

not enough man power to work in this applicatiditM_2)

- The nature of IS development

As previously pointed out by the interviewees, due to the nature of IS
development both the customer and the developers speak different languages
within their different fields of work. Thus, the developer may misprit

something said by the customer, so the unclear ideas can be expected

“What do you expect from two people who speak different business

languages? It is natural to get a situation of misunderstanding in this practice.”

(PM_T7)

- Scope changing

According to the project managers, changing the scope of the tprojec
has implications; it requires a number of changes and attesain the
programming code and completed tasks. Furthermore, some of these
modifications may be major ones and require more time and effbe spent.

Also, the increase in workload to modify written code is much dratidan

starting from the beginning.

“Changing the scope meant modifying all the completed coding, and adding
extra tasks to the original plan. So, with this additional workload it is difficult
to keep the original plan or stay within the agreed budget, this means

escalation is highly possible.” (PM_23)

- Developers’ inadequate analysis

This has a direct impact and leads to the situation of unclear &dea

suggested by the data analysis.

“Some developers and project managers do not ask enough questions when
collecting user requirements, and make their own assumptions during the
system design. This will eventually lead to conflict between the delivered

system and the users’ expectations.” (PM_13)
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- Unclear ldeas

One of the effects of ‘unclear ideas’ is that it leads to ‘poor planning
and operating’. This means, as the project plan is built on an inaccurate basis of
knowledge then dealing with ‘unclear Ideasnegatively impact on the plan and
the achieved progress, in terms this dealing requires an iacreéisne, cost,

and efforts.

“It is too late to deal with unclear ideas in the development stdge plan

and resources are set already. And it is really hard to er@kehanges now
as it cost us to add more time and efforts. Actually, this bétly impact on
project plan and runniig PM_14)

Moreover, if the initial ideas are vague and unclear, themgddither

requirements under the pretext of explaining these ided®ig tb occur.

“If you make general statements, the customer will come evgrwitta new

functions and requirements as descriptions for his unclear’ideas. 7)

- Poor Planning and Operating

As reported by the project managers, some of the expectetsresul
"poor planning and operating’ are the delay in progress and the accumulation of
uncompleted tasks. This can lead to an increase in the *workload’ in order to

compensate for the delays in the schedule.

“We underestimated the required time for this task as we thougbédted a
week. Later in development phase we realised it took about a madtthia
delayed other tasks, so we had to work longer hours every day tougatch
with the schedul&.(PM_4)

Another result is the need for more resources, as inaccutateites
during the planning stage can lead to a ’lack of resources’ during the

development stage.

“Two more developers were added to work on the project, because tiheva
project manageés mistake in terms of the required resources when plafining.
(PM_21)
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Another point is that the absence of establishing a cover plan or
conducting a risk analysis may put the project in an unforturtagtisn when

faced with unexpected challenges.

“The good project manager must consider the risk analysis when plémning
a project, because without preparation the project will struggleny
unexpected challenge(PM_16)

- Lack of human resources

As previously highlighted by the interviewees, a shortage in resource
may hinder the work flow until resources become availablecpéatly if this
shortage is expertise of IS development (e.g. a new-technoboggrte
Furthermore, in the event that there are only a limited nurobeledicated
developers for one project, this creates the need to assign asksetd each

developer and this can leadawincrease in ‘workload’.

“The rare expert of SAP in the world was not free to serve tigt time, so
we had to wait for hini.(PM_5)

“We suffer shortages in available developers, and this adds more @ressur
those available to complete task?M_2)

- Workload

As explained by the project managers, the effect of workload on
developers, in terms of exhaustion and the negative impact on proguctivit
increases the number of code errors and the effort required to deaham.
Therefore, such impacts can keep the project running for longer amésecr

costs.

“You can’t focus when working on more than one project at a time. This
increases the work load and exhausts the developers, so more afifdbrts
additional time is expected, which leads to an in increasenia dnd csts.”
(PM_5)
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5.2.7 Drawing Influence Diagram

Based on the recent discussion of the relationship between themes and
taking into consideration the guidance of the Enhanced Framework to Address
the First Research Aim in Figure 4.4, the following diagramigufe 5.1 has
been created.

Figure 5.1: Ifluence Diagram of the Relationship between the Reasons Behind
Unclear Ideas and IS Project Escalation According to thedfg&r
Managers Viewpoint
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Source: Developed by the author

This diagram summarises all the relationships between the reasons

behind unclear ideas and project escalation.

177



Chapter 5: The Analysis of the First Stage of Data Collection

When comparing the diagram in Figure 5.1 to the Enhanced Framework
to Address the First Research Aim in Figure 4.4, it looks both of tresrihe
same structure in terms of the following. First, the acémeslined up on the
left of the diagram in which they represents the independeiahbles. Second,
the mediating variables of Project Management and Knowledge Transfer a
located in the middle of the diagram. However these variabéesepresented
by the theoretical components of ‘Poor planning and operating’ and ‘Unclear
ideas’ respectively in the developed diagram in Figure 5.1. Third, a number of
suggested relationships between the variables in the frameworkureH.4
are identified in more details in the developed diagram irurgicgh.1. For
instance, the relationships of the project manager, develoyg#rsproject
management, and the relationships of the customer with knowlealysfetr.
However, the developed diagram in Figure 5.1 introduced a number afandir
relationships between the variables. This point will be discussedifathis
section. Moreover, the mediating variables in the framewoRigare 4.4 have
a number of related theoretical components in the diagram ineFlgyar For
example, Project Management variable is related to ‘Lack of human resources’,
‘Workload’, and ‘Project size is too large’. Another example, Knowledge
Transfer vaiable is related to ‘Inadequate analysis’, ‘Keeps adding
requirements and ‘The nature of IS development’. Furthermore, the diagram
in Figure 5.1presented two additional independent variables, namely ‘Project
size is too large’ and ‘The nature of IS development’. Thus, the diagram in
Figure 5.1 has richer details and more sophisticated ae$diips, as this
diagram in Figure 5.1 is developed and guided by the illustration @f th

framework in Figure 4.4.

When focusing on the developed diagram in Figure 5.1, it looks as
though the boxes for 'unclear ideas’ and ’poor planning and operating’ are the
centralised ones in this diagram, with nine arrows attachdwethrst one, and
five arrows attached to the second one. Furthermore, the reaSopsor
plannng and operating” were influenced by the majority of other reasons, at
the same time it has a direct impact on project escalation. Also, *poor planning

and operating’ impacts on two other reasonsnamely ’lack of resources’ and
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workload’ in which they both directly lead to project escalation. This supports
the significant impact of *poor planning and operating’ as a critical factor with

respect to project outcomes.

Regarding the reasond *Unclear ideas’ and ’Customer keeps adding
requirements’ these mutually impact on each other as previously uncovered.
When we consider that adding more requirements can change the project
scope, this suggest¥nclear ideas’ leads to an indirect change in the scope.
Through applying the same concept of indirect impact, it seBmdear ideas’
has more impact than the other reasons. Additionally, ‘thelear ideas’
directly impacts orfCustomer keeps adding requirements’ and ‘poor planning
and operating. In addition, lias a further indirect impact on ‘Scope changing’,
‘Workload’, and ‘Lack of human resources’. This reflects its critical role with

respect of being a reason behind project escalation.

Regarding the actors, on one hand it seems that the projectenanalg
developers have an indirect effect on ‘Project Escalation’ in terms of their
responsibilities for ‘inadequate analysis’ and ‘poor planning and operating’. On
the other hand, both the IS higher management and the customeaveaa
direct impact on ‘Project Escalation’. Furthermore, these direct impacts seem
to be related through the custonseattitude, in terms of the possible existence
of a hidden agenda receiving approval from the IS higher maragemlso,
the boxes for the nature of IS development’ and ‘project size too large’ have
neither earlier reasons nor actors behind them as the first tmeabout of the

nature of IS development itself and the second one is a fac pfafect.

Throughout the three types of analysis conducted (comparing,
quantifying and detecting relationships), it seehasthe issues of ‘Knowledge
Transfer’ are mentioned by a number of the interviewees in each organisation.
Moreover, the quantifying analysis shows that ’unclear ideas’ achieved the
highest frequency of selection among all themes and ideas (86%). ifilibe
influence diagram in Figure 5.1he box for ‘unclear ideas’ is a central one,
and it leads to amher centralised box, ‘poor planning and operating’.

Therefore, this suggests that the matter of knowledge transterigial factor
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within the practie of IS development according to the IS project manager’s

viewpoint.

This is the end of the analysis of the first stage of data coltect

5.3 Conclusion

This chapter highlighted the empirical research stage, in tefms
presenting the data analysis and the resulted outcomes fotlstage of data
collection. In which, this data consideréa IS project manager’s responses.
The chapter started by identifying the main constructs and themes, dahe
narrative which summarises and links the researabeess and interviewees’
answers is generated. After that, the analysis involved a numbectafiques
like theoretical coding, comparing and quantifying the data. |.ateifluence
diagram which clarifies the relationships between the actors and reafond b

unclear ideas and project escalation is developed.

The next chapter will analyse the data of the second stagataf
collection. In which this data represents the viewpoint of a numbarssémer
with respect to knowledge transfer and project escalation in ISapewent

projects.
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Chapter 6: The Analysis of the Second Stage of Data Collection

6.1 Introduction

The previous chapter analysed the data of the first stagdaiaf
collection, in which that data represents the perspecti\® pfoject managers

towards knowledge transfer and project escalation in IS developnugectisr

This chapter will consider the viewpoint of the customer, and amalys
the data of the second stage of data collection. Furtherntbis chapter
concerns the reasons behind and the relationship between the chatdénges
project escalation and unclear ideas, thus it focuses onrgteaiin of this
research.

6.2 The Analysis of the Second Stage of Data Collection

In the second stage, the data was collected by holding sentiistaic
interviews with 10 customers from seven different Saudi orgamisain Saudi
Arabia. Considering managing and running the project is the duty of the project
manager and the developers, it was not expected to retrieve taaibd
details from the customer regards the challenge of prcgeataion. However,
the majority of the customers showed a high level of understandjagdse
such a challenge. At the same time, this understanding did not réygort t
involvement with extreme escalation situation as mentioned iditérature
(i.e. Keil, 1995), For example:

“Up to my knowledge, in such a situation of escalation, there will be a huge
delay to deliver the final product for no clear reason. In whichcivrapanied
with a critical increase in the budget. Of course, this awfuh8on was not
expected at all when signing the contfg€ustomer_2)

The following will describe in more detail each step of the amalysi

process.
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6.2.1 Main Themes and Constructs

The first round of the analysis aimed to identify the main tiseofiehe

data, in addition to figure out the relationships between the thenmbsub-
themes. So the analysis began by using Open Coding and Axial Codiag. As
result, the first draft of the outcome contained 12 themes withingemeral
constructs. Then, after one more round of refinements, which focused on
selecting the more relevant themes and merging similar aréeg it ended

with eight main themes within two general constructs. These cotstand
themes were derived from the data literature, and guided bydhreaspects of

the research as follows.

Construct (A”): Knowledge Transfer

According to the customers’ viewpoint, this construct discovered the
process of knowledge transfer with respect to the customer’s requirements.
Moreover, it discussed a number of the challenges which may ob8tauct
knowledge flow process. This construct describes a customer’s replies with
what the project manager mentioned regards as the impact of custumtées

issue of unclear ideas.

Construct (B’): Project escalation

In this construct, the issue of project escalation is discussedrding
to the viewpoint of the customers, in terms of the reasons behind hoantb
respond when dealing with it, according to the customer’s viewpoint. The
construct describesistomer’s replies with respect to what the project manager

regards as the impact of customers on the issue of projecatestal

Tables 6.1 and 6.2 provide more details about the themes and their

subthemes.
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Table 6.1: The First Construct and its Themes

Construct (A’): Knowledge Transfer

A’.1 Knowledge transfer process
A’.1.1 Collecting and submitting initial requirements
A’.1.2 Conducting various styles of meetings to cover the details
A’.1.3 Developing a prototype
A’.1.4 Generating and verifying the requirements document
A’.1.5 Confirming the requirements by signing the contract

A’.2 Reasons behind unclear ideas and requirements
A’.2.1 The nature of IS development
A’.2.2 Requirements’ lack of details
A’.2.3 Poor analysis
A’.2.4 Inaccurate expectation
A’.2.5 Being tricked by developers

A’.3 Dealing with unclear ideas and requirements
A’.3.1 Meeting and verifying the situation with the developers

A’.4 Replies for customer’s responsibilities for unclear ideas
A’.4.1 Reply for: Customer is unable to clarify
A’.4.2 Reply for: The incompetency of knowledge source
A’.4.3 Reply for: Customés multiple knowledge sources
A’.4.4 Reply for: Customés lack of communication
A’.4.5 Reply for: The customer keeps adding requirements

Source: Developed by the author
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Table 6.2: The Second Construct and its Themes

Construct (B’): Project Escalation

B’.1 Actors behind project escalation
B’.1.1 The developers
B’.1.2 The customer

B’.2 Reasons behind project escalation
B’.2.1 IS development lack experience
B’.2.2 Poor planning
B’.2.3 Inaccurate progress reporting
B’.2.4 Poor contract
B’.2.5 Unclear ideas
B’.2.6 Scope and Deadline changing

B’.3 Dealing with project escalation
B’.3.1 Accepting the situation and continue
B’.3.2 Allowing certain escalation (10%-40%)
B’.3.3 Rejecting the project

B’.4 Replies for customer’s responsibilities for project escalation
B’.4.1 Reply for: The customer has a hidden agenda beyond
project success
B’.4.2 Reply for: Lack of awareness in terms of developing
and using IS products
B’.4.3 Reply for: The customer changes the project’s scope

Source: Developed by the author

The following are the developed analysis Tables 6.3 and 6.4 during this

stage of analysing the data.

184



Table 6.3: Identifying Themes ofonstruct (A’) Knowledge Transfer

Key Theme

Evidence

Interpretation Related theme

A’.1 Knowledge
transfer process

“In the beginning we collected our brief requirements, and then wrote the
in the (request for proposal form). Later we sent thiemfao the
development people.” (Customer_01)

A’.1.1 Collecting and submitting initial requirements

“During these meetings we brainstorm, and discuss what we want in the
computer program, alongside the expected business process.”
(Customer_03)

A’.1.2 Conducting various styles of meetings to cover the
details

“Through reviewing the sequence of these prototypes’ screens on the
computer, | can easily point out the pkohs.” (Customer_09)

A’.1.3 Developing a prototype

“We worked together to write the business requirements document. So they
described everything and then I corrected their mistakes.” (Customer_05)

A’.1.4 Generating and verifying the requirements
document

“Signing the contract means we’ve approved the requirements document,
and given the signal to start the project.” (Customer_05)

A’.1.5 Confirming the requirements by signing the
contract

A’.2 Reasons behind
unclear ideas and
requirements

“This is normal in these projects, because people aren’t working in the same
profession, so they may not understand everything we say.” (Customer_02)

A’.2.1 The nature of IS development

“I think they didn’t understand us because of our lack of experience when it
came to teaching our business concepts.” (Customer_01)

A’.2.2 Requirements’ lack of details

“The requirement gathering took less than a day, and they didn’t gather
enough information. Actually, we have been tricked by their level of
analysis.” (Customer_09)

A’.2.3 Poor analysis

“They did not create a prototype, this is why we faced a lot of problems
later.” (Customer_06)

A’.2.4 Inaccurate expectation
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Key Theme

Evidence

Interpretation Related theme

A’.2 Reasons behind
unclear ideas and
requirements

“They gave me a fake response that made me think they understood but the
truth was later revealed..” (Customer_06)

A’.2.5 Being tricked by developers

A’.3 Dealing with
unclear ideas and
requirements

“I can point out any challenge with requirement during monthly revie
meetings when we discuss the progress. Or maybe when téstirfmal
release of the IS product. So in case there were unclear omgn
requirements, then we should meet the developers to cheodgthieement
doaument, and to arrange to fix the code to deal with this problem”
(Customer_10)

A’.3.1 Meeting and verifying the situation with the
developers

A’.4 Replies for
Customer’s
responsibilities for
unclear ideas

“Our business roles are difficult to teach” (Customer_05)

“Excuse me, this is the developers’ job to collect the requirements, not
mine.” (Customer_06)

A’.4.1 Reply for: Customer is unable to clarify

“Yes it happened twice, what happened is that my manager took the decision
and filed the forms dunig the meeting without consulting us.”
(Customer_02)

A’.4.2 Reply for: The incompetency of knowledge sour

“I am a busy man, I can barely finish my work here. So how can I reply to
their random phone calls?” (Customer_01)

A’.4.3 Reply for: Customer's multiple knowledge sourc

“This happens due to the mis-coordination between internal departments.”
(Customer_03)

A’.4.4 Reply for: Customer's lack of communication

“The business has its own changes every day, which in turn forces us to
change cuemt systems to continue, particularly with the emergent changes.”
(Customer_0Q7)

A’.4.5 Reply for: The customer keeps adding
requirements
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Key Theme

Evidence

Interpretation Related theme

B’.1 Actors behind
project escalation

“Creating this IS product is the responsibility of us and the developers. So
we are all blamed for the escalation problem” (Customer_09)

B’.1.1 The Developers

B’.1.2 The Customer

B’.2 Reasons behind
project escalation

“They literally tricked us. They never committed to the schedule nor
respected the deadline. So our project was kept open for lamydrhat
delay cost us a lot.” (Customer_05)

B’.2.1 IS development lack experience

“... they increased the working time and later added more programmers
computers ... actually I told them to be more careful when they set their
project plan.” (Customer_06)

B’.2.2 Poor planning

“If we knew how to write these computer programs, they would not be able
to mislead us by fake progress reports” (Customer_07)

B’.2.3 Inaccurate progress reporting

“During the meeting we received a lot of verbal promises from the analyser
with respect to our requirements, later we were surprised & fhemises
weren’t included in the contract..” (Customer_06)

B’.2.4 Poor contract

“In this type of project, it is commonly known that a situation of unclear
ideas is highly expected, so we won’t be surprised for additional increases in
time or cost.” (Customer_05)

B’.2.5 Unclear ideas

“This maybe happened because we changed the scope at the last minute, and
this required major and rooted changes ... without these changes we will
would be able to issuet&kets for the airline companies.” (Customer_04)

B’.2.6 Scope and Deadline changing
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Key Theme

Evidence

Interpretation Related theme

B’.3 Dealing with
Project Escalation

“Unfortunately we had to continue, because we had a better chance of
completing the project instead of hiring another vendor.” (Customer_02)

B’.3.1 Accepting the situation and continue

“I was prepared and requested 7,000 additional working hours in advance,
which is 40% more time, just to be in case.” (Customer_06)

B’.3.2 Allowing certain escalation (%10-%40)

«

. enough wasting our time and our money, killing this out of contro
project is necessary here.” (Customer_07)

B’.3.3 Rejecting the project

B’.4 Replies for
Customer’s
responsibilities for
Project Escalation

“I can’t find any justification for such an irresponsible attitude... hiring a
corsulting or observational party may limit this unacceptable attitude.”
(Customer_04)

B’.4.1 Reply for: The Customer has hidden agenda
beyond project success

“Please, this is the fault of their project manager. He didn’t tell me about the
negative effest and kept accepting my new requests.” (Customer_04)

B’.4.2 Reply for: Lack of awareness in terms of
developing and using IS products

“The business has its own changes every day, which in turn forces us to
change current systems to continue, partitylevith the emergent issues.”
(Customer_07)

B’.4.3 Reply for: The customer changes project’s scope
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6.2.2 Narrative

This time the narrative summarises and links the research osreed
customers’ answers. In the following, the narrative will be presented based on

the customers’ viewpoint.

A’. Knowledge Transfer
A’.1 Knowledge Transfer Process

According to the customers, the process usually starts by audiebe
requirement internally at the customer’s organisation, through the people who
need the IS product or perhaps with the help of the internal IT degratrtThe
requirements, which represent general needs with almost no detailritten
into a form or template (e.g. Initial requirements form, egirest for proposal

form) in preparation for submission to the IS development org#nsat

“In the beginning we collected our brief requirements, and then virege tn
the (request for proposal form). Later we sent this form to thelafament

people.” (Customer_01)

Next, the customers mentioned that after receiving the general
requirements, the developers conduct a number of meetings in vatjbes
with the customer. These involve long discussions and brain stormindpto he
gaining a better understanding and more details and to also covefeainires
of the proposed IS product. Sometimes the customer may host ¢tiegrend
organise a workshop to explain more about the nature of a customer’s business.
Additionally, the developers can spend reasonable time and witness a
customer’s work in real time which may increase the chances of understanding

the cusomer’s ideas and requirements.

“During these meetings we brainstorm and discuss what we waiiein

computer program, alongside the expected business process.” (Customer_03)

“We present on our company and our profession during this workshop.”

(Customer_06)
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“Usually | ask the developer to visit us and see how we work. From
experience this will help them to understand our requirements.”

(Customer_01)

In the case where the developers have had previous experience in the
same business field as the customer, this may signifycaidtithe requirements

elicitation process

“I like working with these development people. We’ve worked together

before and they know exactly what I am talking about.” (Customer_04)

“They had a very good familiarity with my job. So they better undedsthe

requirements.” (Customer_02)

Later, the developers create a prototype based on their umdiémgta
or maybe by using interfaces sketches which provided by the cusioese
these sketches are available. This prototype shows the expectedtersace
and screen designs for the proposed IS product. Customers geoenailyer
this prototype as a significant method to verify the requirements clearance f
both sides. Furthermore, with each meeting, the customer’s comments and
notesare considered by the developer. So, based on the customer’s response,
an improved version of the prototype is created for the nextwawieeting. In
such meetings the progress of the achieved work and the facdenghal

should be reported by the developers to the customer.

“During the meeting we draw some sketches for the user scr8enin the
next meeting they will create a prototype based on our sketches and notes.”

(Customer_04)

“l liked the discussing the prototype. So | knew exactly what | getl later

on.” (Customer_05)

“Through reviewing the sequence of these prototypes’ screens on the

computerI can easily point out the problems.” (Customer_09)

“We see an improved version of the prototype based on our commants dur
the periodical reviewneetings as in these meetings we discuss the project’s
progress and problems, which includes our comments regarding the prototype.

By doing this it helps to verify the requirements.” (Customer_07)
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Next, the developers write down all the expected requirements and
support these by including the prototype in order to generate the requirements’
documents. It’s then the customer’s responsibility to review this document, in

terms of verifying or modifying the included process anditet

“This document includes everything, like the screen design, businesssproces

and printed pages from the prototype as well.” (Customer_07)

“We worked together to write the business requirements document. So they

described everything and then I corrected their mistakes.” (Customer_05)

Once the requirements’ document is finalised, it’s now time to sign the
contract and commit to the agreed specified requirements. Addijipthis
contract may include the project stages, cost, time plarglideaand any

further maintenance or support arrangements.

“Signing the contract means we’ve approved the requirements document, and

given the signal to start the project.” (Customer_05)

“It’s not just the requirements that are included in the contract. There is also
the project timeline, project stages, the monthly instalmentsrentrdining

plan.” (Customer_10)

A’.2 Reasons behind unclear ideas and requirements

According to the customer’s viewpoint, there are a number of
challenges that may face the knowledge transfer process. One s&f the
challenges is the nature of IS development, with regards to eacbf dhe
involved parties speaking different business languages, which real ne

reducing the likelihood of a complete transfer.

“This is normal in these projects, because people aren’t working in the same

profession, so they may not understand everythingaw” (Customer_02)

“...of course we need more time to explain. Not to mention the differences in

the used business language.” (Customer_04)
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Another challenge is the lack of detail in respect to the requiresme
and business roles from the customer’s side. This means, the customer may be
at a higher level of profession when it comes his business, howeveritvhen
comes to expressing the business needs or teaching others, péartitwdar
people who are from another business group, this may not be at theesaie |
of effectiveness. Another possible reason for this is the lackustomer

experience with respect to IS development.

“I think they didn’t understand us because of our lack of experience when it

came to teaching our business concepts.” (Customer_01)
“Our business roles are difficult to teach.” (Customer_05)

The data analysis suggested a number of challenges are alsdyaced
the developers. One of these is that the developers may suffeaftack of
experience in respect to requirements gathering and analysingybe wih
respect to IS development practice in general. The can lead taapalysis

and inaccurate requirements gathering.

“The requirement gathering took less than a day, and they didn’t gather
enough information. Actually, we have been tricked by their low level

analysis.” (Customer_09)

According to the customer, the absence of a clear imagination with
respect to the expected looks and performance of the proposed IS product may
obstruct the knowledge transfer process. In other words, this issue h#ppens
the developers skip the creation of the prototype. Actually, the yagdrthe
interviewed customers considered the prototype as a crucial techwmique
transfer and confirm their requirements. Also,, in a way, it Bogmtly

Mmanages the customer’s expectations.

“They did nofcreate a prototype, this is why we faced a lot of problems later.”
(Customer_06)

“Using this prototype makes me feel like this is the actualraneghat we
ordered.” (Customer_03)
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With regard to moral challenges, a number of the customers
complained because of being misled by the developers. This occurregdeca
the developers’ pretended to understand all the requirements. Also, the contract
failed to include some of the requirements and omitted the @evel verbal
promises. So, these developers’ aimed to sign the contract more than focusing
on learning and achieving the requirements. Such challengesaeiseuring

the development stages and the testing phase.

“Unfortunately we had been cheated by an IS vendor, who failed to complete

the project, and this cost us a lot more.” (Customer_07)

“They gave me a fake response that made me think they understood but the

truth was later revealét(Customer_06)

A’.3 Dealing with unclear ideas and requirements

The majority of the customers pointed out it is possible to detect the
issue of unclear ideas during review meetings or testing tpeotfict. In that
case, it is important to verify the situation by reviewing tkeguirements
document. Accordingly, the customers should meet the developers koaeac
suitable solution, in terms of modifying the code to include the ngssi

requirements.

“l can point out any challenge with requirement during monthly review
meetings when we discuss the progress. Or maybe when tdstinfinal
release of the IS product. So in case there were unclear or missing
requirements, then we should meet the developers to check the requireme
document, and to arrange to fix the code dial with this problem”
(Customer_10)

A’.4 Replies for Customer’s responsibilities for unclear ideas

When interviewing the IS project managers, they mentioned a number
of the incomplete knowledge transfer reasons. Additionally, they etiitine
customer was responsible for some of these. Two of these reasons were
“Customer is unable to clarify” and “The incompetency of the custorieer

knowledge source”, which means when it came to stating requirements, the
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customer instead provides general statements. Furthermore wtmmes to

reply to a developer’s inquiries, the customer’s knowledge source seems less
able to answer. In response, the majority of interviewed custoapgm®ve
these points. Also, as previously mentioned, the customers pointelisut t
possibly happens due to the lack of experience when it comes to teaching
others about their business role, and when it comes to engaging with IS
development practice. These requirements might be stated by avodved
person with the actual process (i.e. higher managers), thusithagt have

much to say when writing these requirements.
“Our business roles are difficult to teach.” (Customer_05)

“Yes it happened twice, what happened is that my manager took temuleci
and filled the forms during the meeti without consulting us.”
(Customer_02)

However, a number of customers claim it’s not the customer’s
responsibility to clarify everything. Actually it is the developer’s duty to
extract the requirement¥herefore, the developers’ lack of experience has led

to poor analysis problems.

“Excuse me, this is the developers’ job to collect the requirements, not mine.”

(Customer_06)

“Well you should blame their neglect when they collected my requirements.”

(Customer_05)

The next mentioned reason by the project managers‘@astomers
lack of communication”. The customers responded and justified this by stating
it was a matter of work priorities. The customer is involved wittumber of
duties that don’t include the IS development so they aren’t focused on that one
particular. Also, rather than answering random phone calls or repiging
emails, there should be a specific time to organise the comnionitetween
the customer and the developers to reply to all queries. For exguepiedic
gathering at the end of each project stage, or weekly reviewingee
Furthermore, such a meeting should be stated in the project plan andkedy

by the IS project manager from the developers’ side.
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“l am a busy man, | can barely finish my work here. So how caply te

their random phone calls?”” (Customer_01)

“It depends on my priorities, and what | should do first. Also, we caouss
this later in the weekly meeting but not during my own time. W&e

previously arranged for that.” (Customer_05)

Another reason behind knowledge transfer challenge happens because
of “Customets multiple knowledge sources” where each source’s requirements
may contradict another source’s requirements in terms of the business aspects.
The majority of the customer’s admitted this challenge, furthermore they
blamed the misoordination between these sources on the customer’s side

along with their absence at meetings.

“This happens due to the miserdination between internal departments.”
(Customer_03)

“If our people could get together in the atiggs, but they can’t because of
their duties.” (Customer_04)

The last highlighted point by the project managers is that, becaise
custaner keeps adding requirements”, this may contradict the previous points
and impact on the whole development procEssn the customer’s viewpoint,
this happens for a number of reasons. First, more requirements should ¢be adde
at the beginning in order to overcome the developers’ misunderstanding of the
original requirements. Second, the changes in the business, pditiché
emergent ones or during the long term project (e.g. more than 4 mdathe
the customer to add or change the requirements in order to fit withdhges.
Otherwise it’s not possible to use the proposed IS product based on the original
requirements. Third, the customer is not that aware of the ingbaadding
new requirements on the IS development process, particularlydetiedopers
keep approving these extras without any arguments or complaints. Mgreove
the customers claim that, because of the last two reasonssS tipeoject
manager should be blamed, as it is the project manager’s responsibility to
educate and make the customer aware from the very beginning., Adtitiona

due to the lack of the project manager’s rigorous commitment to the original
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project plan, he allowed these additional requirements to negaitivpct on
the development process without any prior warning.

“We have to do this because what they did is not what we asked for.”

(Customer_03)

“The business has its own changes every day, which in turn forces us
change current systems to continue, particularly with the emergent changes.”

(Customer_07)

“We add new requirements because we want to meet the new chranges
daily business, especially in a long term project which needexample,

more than 4 months.” (Customer_04)

“Why not adding more requirements as they approved them all the timg? The

never told me it could have a bad influence on my project.” (Customer_01)

“Please, this is the fault of the project manager. He did not &ehbout the

negative effects, and just kept accepting my new requests.” (Customer_05)

B’. Project Escalation
B’.1 Actors behind project escalation

According to a customer’s understanding, IS project escalation may

happen because of two actors, namely the developers and the customer.

“Creating this IS product is the responsibility of us and the develd®ense
are all blamed for the escalation probfei@ustomer_09)

More explanation with respect to the impact of these two actors is

coming next.
B’.2 Reasons behind project escalation

The customer’s mentioned @ number of reasons behind the issue of IS
project escalation. The following will discuss these reasons accotding

impact the each actor.
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On the one hand, the developers are responsible for a number of
reasonsin terms of the following. First, due to the developers’ lack of
experience with respect to IS developments, they spend longemhémevhat

originally planned to finish the tasks.

“They literally tricked us. They never committed to the scheduleespected
the deadline. So our project was kept open for longer, and that delays @st

lot.” (Customer_05)

Second, the subsequent increase of manpower, hardware, and cost

reflects poor project planning and underestimating of the refjtesources.

“... they increased the working time and later added more programmers and
computers ... actually I told them to be more careful when they set their

project plan.” (Customer_06)

Third, as the customer is less able to track or monitor thelalement
progress, they are being misled by inaccurate devefogmgrorts, which do not

reflect the actual work achieved.

“If we knew how to write these computer programs, they would not beable
mislead us by fake progress repdKiSustomer_07)

The fourthreasonis the poor contract in terms that it doesn’t cover all
the agreed details of the project. Furthermateés includes a customer’s
requirements and other issues. For example, the existence of ifi@dent
expenses (e.g. the cost of the hardware, the cost of thendgrdo use the
product), and not identifying the involved people from the developers’ side
(e.g. the system analyser who gave a lot of verbal prordisésy RE process,
the project manager who represented the link between the involveespart
So, the existence of such weak points in the contract may allodetleopers
to benefit by charging more to the customer and delaying the project’s delivery

time.

“During the meeting we received a lot of verbal promises fitenanalyser
with respect to our requirements, later we were surprisedeae tpromises

weren’t included in the contract..” (Customer_06)
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“In one project, the main project manager was in another country under the

pretext that his location was not specified in the contract!” (Customer_05)

“We had to pay more money to buy the hardware, because it waslaoede

in the contract. (Customer_04)

On the other hand, the customer shares the responsibility agaan ac
behind IS project escalation. For example, due to emergefitisits, the
customer may change the project scope or bring the deadline forwarther
words, it is customer’s response to sudden business circumstances which force
the changes to the original project plan. As a result, this will harm the project’s

operation particular, especially if this change occurs irtiee stages.

“This maybe happened because we changed the scope at the lastanishute
this required major and rooted changes ... without these changes we will

would be able to issue e-tickets fbe tirline companies.” (Customer_04)

“Our new higher management forced us to finish this projeceeadia way
to add more pressure... unfortunately by speeding up the process, the new

plan was useless and we lost control over everything.” (Customer_02)

On more reason behind IS project escalation, is Unclear ide&s wit
respect to the customer’s requirements. The majority of the interviewed
customers declared this was a common and well known challenge for IS
project escalation, regardless of whose responsibility it Wais.resulted in an
increase in time, effort, and cost to clarify misunderstandangisto overcome

what was achieved, based on inaccurate ideas.

“Of course this happened as a result of misunderstanding the requgeme
these programmers ddsomething which didn’t meet with our requirements.

So they had to start over again.” (Customer_03)

“In this type of project, it is commonly known that a situation of earcideas
is highly expected, so we won’t be surprised for additional increases in time or

cost.” (Customer_05)
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B’.3 Dealing with Project Escalation

According to the customer’s viewpoint, there is a limited number of
options to deal with the situation of project escalation. The iption is to
accept the situation and be patient until the end of the proggardless of the
huge increment in cost and late delivery. By doing this the chaffice
completing the escalated project is in a way better thawtirggethe whole

project and starting over with another IS development organisation.

“Unfortunately we had to continue, because we had a better chance of
completing the project instead of hiring another vendor.”

(Customer_02)

The second option is to allow a certain percentage of escalatiostin ¢
and/or in time (e.g. between 10% to 40%) and continue with the projdt
delivery. Actually, a number of customers have reasonablgidatg with 1S
development risks, and they expect incremental increases in cogharta the

in place from the start.

“l was prepared and requested 7,000 working hours, which is 40% more time,

just to be in case.” (Customer_06)

The last option is to reject the project and cut the waste in sg@Eemd

time, particularly if this escalation exceeded the coneiarlerances.

“... enough wasting our time and our money, killing this out of control project

is necessary here.” (Customer_07)

B’.4 Replies for Customer’s responsibilities for Project Escalation

When interviewing the IS project managers, they mentioned a number
of reasons with respect to IS project escalation, in addition ¢tesned the
customer’s responsibility for some of them. The first reason is“The Customer
has a hidden agenda beyond project success”. The majority of customers
acknowledge such an issue and identify it as a moral challengtheon

customer’s side. Also, they mentioned that dealing with it required internal
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monitoring from higher management levels. Alternatively, theyld hire a
third party (e.g. consulting organisation), to observe the entijeqirprocess

and challenge any irresponsible behaviour.

“Unfortunately such bad behaviour happens in my company... I believe our
higher management should be more rigorous, and keep their eyes open.”

(Customer_01)

“I can’t find any justification for such an irresponsible attitude... hiring a
consulting or observationgbarty may limit this unacceptable attitude.”
(Customer_04)

The second mentioned reason by the project managers is the
“Customer’s lack of awareness in terms of developing and using IS products”.
Customers believe it is the IS project manager responsibilisdtecate and
aware them about the process of developing an IS product. As custtmears
primary role is to know about their business and to state thpiireznents. On
the contrary, the IS project manager, who should be experiencéukeir
profession, should know the required needs and the pitfalls to avoid intorder

have project success.

“My role as a customer is to tell them what | want and whaprofession is,
well on the other hand it is their job to be aware of the requiredsr® have

a successful project.” (Customer_05)

“Please, this is the fault of their project manager. He didn’t tell me about the

negative effects, and kept accepting my new requests.” (Customer_04)
“Well, they did not tell me about these issues.” (Customer_06)

The last reason iSThe customer keeps changing the Project’s scope”.
The customer already replied to this point when they justified tieeid to add
on-going requirements, which occurs in response to emergent chantes
business. These changes force the customer to change the scoger ito or
make the IS product useful when it’s delivered. Otherwise, completing the IS
project without these changes may lead to neglect in using the prédsm,
there should be a clear procedure to add or change the requiremeriiat

called“Change order request”. This procedure concerns with the feasibility to
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add or change the requirements, and considers with the relatedbraaiditi
increase in cost and time. Furthermore setting such a procedutee is
responsibility of the developers.

“The business has its own changes every day, which in turn forces us to

change current systems to continue, particularly with the emergent issues.”

(Customer_07)

“It is my right to add or change my requirements as long | ayimg for the
(Change order request) in case they approve the feasibility amcphetant

impact on the project.” (Customer_06)

“Why complain about that? They were the ones who introduced the (Change

order request) system.” (Customer_04)

6.2.3 The Relationships between the Themes According to the
Customers

Based on this narrative, it is possible to summarise theomsaip
between the actors and the reasons behind both unclear ideas and projec
escalation as follows in Tables 6.5 and 6.6.

Table 6.5: The Reasons and Actors behind Unclear Ideas

Unclear Ideas

The Reason The Actor
The nature of IS development -
Requirements’ lack of details The customer
Poor analysis The developers
Inaccurate expectations, or not using the The developers
prototype
Being tricked by developers (False pretence The developers
understanding the requirements, breaking
verbal promises)

Source: Developed by the author
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Table 6.6: The Reasons and Actors behind Project Escalation

Project Escalation
The Reason The Actor

IS development lack experience The developers

Poor planning The developers
Inaccurate progress reporting The developers

Poor contract The developers
Unclear ideas The customer and the develope
Scope and Deadline changing The customer

Source: Developed by the author

The reasons of (Customer is unable to clarify, The incompetency of
knowledge source, Customgrmultiple knowledge sources, Custoiselack
of communication, The customer keeps adding requirements, The @ustom
has a hidden agenda beyond projecta&isc Customer’s lack of awareness in
terms of developing and using IS products, The customer keeps apangin
Project’s scope) were originally and only mentioned by the IS project manager
in the first stage of data collection. For this reason thessons are not

included in these tables, which only represent the customers’ opinion.

Worth mentioning, the theme ‘A’.2 Reasons behind unclear ideas and
requirements’ from the first construct will be replaced by the theme ‘B’.1.3
Unclear ideas’ from the second construct in order to facilitate discussion,
particularly as they both represents the same meaning. Fodieethe theme
of ‘B’.1.3 Unclear ideas’ is the only common one between these two
constructs, in which it sets the theoretical coding process lglingithout any

complications.

The following is the developed analysis table 6.7 to identify the

relationships between the themes in this stage of datatootie
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Key Theme

Evidence

Interpretation

Related theme

B’.1.1 The Developers

“The requirement gathering took less than a day, and they didn’t gather
enough information. Actually, we have been tricked by tlair level
of analysis.” (Customer_09)

A’.2.3 Poor analysis

B’.2.1 Unclear ideas

“They did not create a prototype, this is why we faced a lot of
problems later.” (Customer_06)

A’.2.4 Inaccurate
expectation

B’.2.1 Unclear ideas

“They gave me a fake response that made me think they understood
the truth was later reveal&dCustomer_06)

A’.2.5 Being tricked by
developers

B’.2.1 Unclear ideas

“They literally tricked us. They never committed to the schedule nor
respected the deadline. So our project was kept open foerloagd
that delay cost us a lot.” (Customer_05)

B’.1 Actors behind project
escalation

B’.1 Actors behind project
escalation

B’.1.2 The Customer

“I think they didn’t understand us because of our lack of experience
when it came teeaching our business concepts.” (Customer_01)

A’.2.2 Requirements’ lack
of details

B’.2.1 Unclear ideas

“This maybe happened because we changed the scope at the last
minute, and this required major and rooted changes ... without these
changes we will would be able to issue e-tickets for thenai
companies.” (Customer_04)

B’.1 Actors behind project
escalation

B’.1 Actors behind project
escalation

A’.2.1 The nature of IS
development

“This is normal in these projects, because people aren’t working in the
same profession, so they may not understand everything we say.”
(Customer_02)

B’.2.1 Unclear ideas

B’.2 Reasons behind
project escalation

B’.2.1 Unclear ideas

“In this type of project, it is commonly known that a situation of
unclear ideas is highl expected, so we won’t be surprised for
additional increases in time or cost.” (Customer_05)

B’.2 Reasons behind project
escalation

B’.2 Reasons behind
project escalation
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6.2.4 Drawing Influence Diagram

It is possible to represent the relationship in the above tablesimg

the influence diagram as follows in Figure 6.1.

Figure 6.1: Ifluence Diagram of the Relationship between the reasons behind
Unclear Ideas and the Project Escalation According to the
CustomersViewpoint

- IS development lack experience
- Inaccurate progress reporting [~
- Poor planning
- Poor contract

- Poor analysis
- Inaccurate expectations, or not using
the prototype

Developers - False pretence understanding
the requirements
- Breaking verbal promises Project
Escalation
Unclear N
| The nature of IS development |—> ideas >

@ Requirements’ lack of details

;! - Scope and deadline changing |_’

Key: Influence
—>

Source: Developed by the author

This diagram summarises all the relationships between the reasons
behindunclear ideas and the project escalation from the customer’s viewpoint.
It appears the relationship looks to be direct rather than camisleother
words it is not that complicated, and it is not that deep cangao the IS

project manageierspective.

Moreover, the size of the boxes on the developers’ side seems to be
larger, which in a way confirms the previous suggestion that thelajers
have a more responsible role when it comes to the reasons behind betr uncl

ideas and project escalation.

This is the end of the analysis of the second stage of data collection
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6.3 Conclusion

This chapter analysed the data of the second stage ofalktetion, in
which the resulted outcomgsesented the customer’s viewpoint. The main
constructs and themes are identified first. Then a narrative whiomarises
and links the research concerns angtomer’s’ answers is generated. Later, an
influence diagram which clarifies the relationships between the actors and

reasons behind unclear ideas and project escalation is developed.

The next chapter will shed light on the analysis on the related data t
knowledge transfer between the customer and the developer in IS degatopm

projects, in which it addresses the second aim of this research.
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Chapter 7: The Analysis of Knowledge Transfer related Data

7.1 Introduction

Chapter 5 and Chapter 6 analysed the data of the first and seqyesl sta
of data collections respectively. The analysis in these tvapters addressed
the first aim of this research, in terms it concerned with abtors and the
reasons behind the challenges of incomplete knowledge transfer @edt pr
escalation. In addition, the analysis figured the links batwibese reasons

according to the viewpoints of a number of IS project managersietadnoers.

This chapter will address the second aim of this research. In Wisch
chapter will focus on the knowledge transfer related data from bojesstaf
data collection. That is in order to identify the incorporated astefwithin RE

process.

7.2 Developing a Framework for Knowledge Transfer in RE Process

7.2.1 Identifying Knowledge Artefacts

This round of analysing the interview data from both stages of data
collection, with its focus on knowledge transfer practice in |Selbgment,
was able to mainly classify five types of knowledge artefawsely: ‘Initial
Request ‘Feature§ ‘Process Diagrams ‘Prototypé and ‘Requirements
Additionally, the analysis clarified how these artefacts wemeated and
utilised, the parties involved in their creation, and described functions to
facilitate knowledge follow between the customer and developers ssroce
during the RE activit on five steps, namely ‘Requesting a Project‘Meeting
and Brainstorming ‘Creating Process Diagram‘Creating Prototype and
‘Generating Requirements Documieritater, based on the findings of this
round of data analysis, a suggested process model for knowledge transfer in RE

process was developed.

The following is the developed analysis Table 7.1 which used to

identify the knowledge transfer steps and their relatedaaitef
206



Table 7.1: Identifying Steps of: Knowledge Transfer in RE Pra&eserding to the viewpoint of Project Managers and Customers

Key Term

Evidence

Relation

Interpretation

Step-1: Requesting a Projec

(‘Initial Request” Artefact)

“In the beginning we briefly collected our requirements, and then wrote

Involved Actor

Customer

them in the Initial Request form. Later we sent this foonthe

Action to be taken

Filling in paper forms

developers.” (Customer_01)

Artefact type Paper Forms
"First, the customer should fill in a number of formgetb us about his Contents Getting brief idea about the proposg
business, and what the inputs and outputs are, what thepngiose IS product and customer business
of the system is. I'll use this information to get bdetails about the — S _
new system, and to find the project manager and developens| 'Mmplication Assigning a project manager a_nd
experience of the customer's business."(PM_25) developers with suitable experience
"When | say (Balance) this word has a meaning when talking | Implication Establish a common lexicon around

banker; at the same time it has another meaning when taltkiag
airplane pilot. So you should consider reading these fonarsy times
to maintain your expectations."(PM_6)

the customer’s activity

Step-2: Meeting and
Brainstorming

(‘FeaturesArtefact)

"In such a meeting, we all sit and start talking about thigesysthen

Involved Actor

Customer, Project Manager,

we move to the brainstorming phase and discuss all the itissib
during this we write notes and draw sketches on paper abol
expected interface and reports."(PM_2)

Action to be taken

Meeting, Brainstorming, Hand
writing sketches and drawings

“We present on our company and our profession during this
workshop.” (Customer_06)

Action to be taken

Slide presentation

"After long hours of meetings and discussions, we end upanithge

Artefact type

Set of papers

amount of papers that include hand sketches, presentsliites,
sample reports, the expected interface design, and the busilessdn
short, these papers contain all the required features aatidios of the
new computer software ..."(PM_02)

Contents

all the features of the IS product , li
business roles, the probable screen
design, the desired functions, and t
expected produced reports
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Key Term

Evidence

Relation

Interpretation

Step-2: Meeting and
Brainstorming

(Continue)

"Later we keep all these documents in the project folder, becagse
represent a reference for the design and functions of the cenm
software. Let’s say all the needed features are stored in th
documents, and they will be the guide to get to the reqeinesy
(PM_13)

Implication

Represents the main reference that
guide the analysis to reach the
requirements

Step-3: Creating Process
Diagram

(‘Process DiagrairArtefact)

"Later, we met without the customer to analyse his ideas. Mg d

Involved Actor

Project Manager, Developers

model diagram which represented the business model using ahd
flow charts. We then run some business cases to simulagpeoitess."

Action to be taken

Creating process diagram using flo
chart or UML

(PM_15)

Artefact type Process Diagram

Contents Description of IS product process
according to number of possible
scenarios

Implication Provides comprehensive

understanding to the developers wi
respect to the process of IS produci

“...because this project manager understands the banking business, he
taught us and helped us to maintain the process and cgBixig 8))

Action to be taken

Brokering
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Key Term

Evidence

Relation

Interpretation

Satge-4: Creating Prototype

(‘Prototype ‘Artefact)

"Now is the time to confirm your understanding so yauehto create ¢
prototype to show the customer your ideas about tisterm, like

Involved Actor

Customer, Project Manager,
Developers

screen design, expected process, and a limited number of figig
The customer will test it and focus on the GUI on the cdermcreen
and tell you about any modifications. This is s the besf and bes
time to get his feedback."(PM_14)

Action to be taken

-Creating Prototype, by designing t
(GUI) using pictures and text with
almost no serious coding. Or by
creating a smaller version of the
proposed IS product with very basiq
functions

Artefact type Prototype

Contents Number of the features of the IS
product, like business roles, the
probable screen design, the desireq
functions if possible.

Implication Manage expectation, Confirm the

received knowledge,

“Through reviewing the sequence of these prototypes’ screens on the
computer, I can easily point out the problems.” (Customer_09)

Action to be taken

Testing the prototype, Identify any
challengewith respect to customer’s
requirements
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Key Term

Evidence

Relation

Interpretation

Step-5: Generating
Requirements Document

(‘Requirements* Artefact)

"Once the customer likes the prototype, we write everything dove
generate the requirements document. Everything goes intg

Involved Actor

Customer, Project Manager,
Developers

document, including the prototype, process model and customer’s
notes during the meetings.."(PM_9)

Action to be taken

Write down and document all
verified specifications and
requirements of the proposed IS
product

Artefact type Requirements document
Contents all verified specifications and
requirements of the proposed IS
product
Implication Stating the wanted requirements,
“We worked together to write the business requirements document. | Implication Confirm knowledge transfer
They described everything and then | corrected their nastado tha
only my accurate requirements were recorded.” (Customer_05)

Process Iteration "Sometimes it’s good to take the prototype to the JAD sessions and | Implication Gaining better understanding by
start the process over again; this helps to have a betterstenoding to dealing with customer’s comments
negotiate with the customer of course this in turn will iowe the and notes
UML diagrams and the prototype." (PM_15)

“We see an improved version of the prototype based on our commel Implication generation improved version of the

during the periodical review meetings as in these meetings wessl
the project’s progress and problems, which includes our comments
regarding the prototype. By doing this it helps to werihe
requirements.” (Customer_07)

requirements document
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7.2.2 Narrative

Noteworthy, part of this narrative is mentioned earlier wheaudised
in the themes of (A.2 Knowledge transfer techniques) and (A’.1 Knowledge
transfer process), however this one will give more focus and ade mor

comprehensive detail.

Step-1: Requesting a Project
First, according to the interviewees, the customer should complete
specific forms that cover some basic information about thettégproduct,
like the nature of the customer’s business (e.g. finance, human resources,
legal), the main purpose of developing the system, the expectes] tiee
expected inputs and outputs, and the existence of similar producdofrhiis
called a Project Request Form in some organisations, or calteal Request

in other organizations.

“In the beginning we briefly collected our requirements, and therewhetn
in the Initial Request form. Later we setitis form to the developers.”
(Customer_01)

At this level, a simple part of the knowledge is transferred ftioen
customer through using these forms. As they contain basic informatiout
the customer’s requirements, it is possible to consider them as preliminary
needs. At the same time, these forms represent an ‘Initial Request’ artefact in
which it initiates the request to start the project. Theprogect manager and
developers, who have experience with the custsraativity as laid out in the

‘Initial Request’, will be assigned.

“First, the customer should fill in a number of forms to tell us alhsit
business, and what the inputs and outputs are, what the main purpose of the
system is.’ll use this information to get brief details about the new syste

and to find the project manager and developers with experience of the
customets busines3(PM_25)

“Learning about similar products, from this form, would help to mainay

expectations about customer’s business and hisneeds” (PM_13)
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“We call it an Initial Request form, as it contains the mininmequired

information to start the project.” (PM_5)

Moreover, the data analysis suggested the developers maiverec
training or perhaps spend a reasonable amount of time at the customer’s work
place to learn about the business this helps to manage the develope
expectations, and to enable them to establish a common lexicon around the
customer’s activity. This will enhance their level of understanding. For
example, if the customer works in finance, the developersaexpgct to use a

number of terms related to that practice (e.g. debit, clead@nce).

“Usually | ask the developer to visit us and see how we work. From

experience this will help them to understand our requirements.”

(Customer_01)

“When | say (Balance) this word has a meaning when talkingoemker; at

the same time it has another meaning when talking to an airplaheSa you
should consider reading these forms many times to maintain your
expectations(PM_6)

Step-2: Meeting and Brainstorming
The interviewees highlighted that once the basic concept of the

customer’s business is established, and the parties involved have been
identified (project manager, developers and the customer’s knowledge source),
they may now be involved in various meeting styles. One styehen the
customer arranges a workshop to explain about the business. Another common
type of meeting is called a Joint Application Development (JAd3gisn,
where the customer’s stakeholders meet the project manager and the
developers. In such a session, all parties discuss, or pertapstémm, the
desired requirements and the ideas behind the proposed IS product. These
meetings may occur more than once. Thus, all parties do theatlibg stage
to retrieve as much as possible of the customer’s knowledge, which may
include business roles, the probable screen design, the desicibris, and

the expected produced reports.
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“In such a meeting, we all sit and start talking about thitesysthen we

we write notes and draw sketches on paper about the expectedcmtend
reports’(PM_2)

“During these meetings we brainstorm, and discuss what we want in the

computerprogram, alongside the expected business process.” (Customer_03)

“We present on our company and our profession during this workshop.”

(Customer_06)

Next, according to the data analysis, all the materials usmih as
slides, handwritten papers, sketches, report samples and maéatimgs will
be gathered together. This set contains all the features thatrdposed IS
product should have, like the expected user screens design, funictprts,
outputs, the possible usage scenarios, security levels and motelingreater

detail. Therefore, this set of material represents the regjthsaturesartefact.

“After long hours of meetings and discussions, we end up with a mmena

of papers that include hand sketches, presentation slides, sampls, rdport
expected interface design, and the business roles. In short, thems pap
contain all the required features and functions of the new computeassf
.2(PM_02)

“We answer all their inquiries and give them hard copies of #heeptation

slides ad reports samples.” (Customer_06)

At the end of this step, this set of paperskd#aturesartefact will be
saved in the project folder. As it represents the main referesith respect to
the required features of the proposed IS product, all the nextwileps built
according to the stored information in this artefact in order to nieet

requirements.

“Later we keep all these documents in the project folder, becaeye t
represent a reference for the design and functions of the computearsof
Let’s say all the needed features are stored in these documents, and they will

be the guide to get to the requiremen(BM_13)
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Step-3: Creating Process Diagram
As mentioned by the interviewees, during and after meetings eth t
customer, the project manager and developers revieW#auresmaterial to
try to understand it and clarify it further. Next, at this step, the develogeus tr
learn about the business process according to the stated rohes daystomer.
They also represent this piece of knowledge in a more comprehensiple wa
through using a language they better understand. Therefore, riicislcfor
them to identify how this IS product will perform in terms of whibve process
starts, how it flows and where it ends according to different mngas the
process may perform differently depending on the number of casesfdree
one of the techniques used by developers is to create a proceasndidgch
employs visual representation shapes, like a flow chart or dnifiedelling
Language (UML). This diagram also uses drawings associated with
descriptions and technical phrases to show the expected product’s procedure
and reactions based on various possible scenarios. This meadsey¢hapers
translate the data in th&eatures artefact into something more in line with
their own way of thinking, in order to reach common meaning between
themselves as a team and the other involved parties. In oréehieve this,
they translated the data intoRrocess Diagrairartefact.
“Later, we meet without the customer, to analyse his ideas. We drew a process
diagram which represented the business model using UML or flowschart
because this is the technical language we understand. Then wennan s

business cases to simulate the prot&3sl_15)

“It is just few sketches to close the idea to our minds using, @l we can
better understand different scenarios and how they work. This should happen

before creating the prototypéPM_27)

Given the experience that the project manager may have of the
customer’s activity, the data analysis pointed out such expertise plays an
important role in absorbing and explaining the custosnleusiness roles to the
developers. This helps the developers to recognise the impde btisiness
roles on the proposed IS product functions, even if the customer has

inadvertently failed to mention some of these Thus, it sedmsptoject
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manager acts like a broker who facilitates the knowledge flowth&

developers. For example,
“l remember in a banking project, one of the required functions avashit
money from a customer account. So the developer wrote the function in a
way to directly subtract the amount from the balance. The projecager
recognised a problem just before testing, and told us there aeeoases
where we cait just subtract the money, like if there was a zero balance.
Therefore, because this project manager understands the banking himness

taught us and helped us to maintain the process and ct{éilg.8)

“l enjoyed working with the delopment team. We’d worked together before

and they knew exactly what I was talking about.” (Customer_04)

The customer’s involvement is not always expected during this step.
However, occasionally, the customer may become involved if bHzeye a

reasonable understanding of using process diagrams.

“Usually we don’t expect the customer to understand these drawings. Every
now and then the customer was able to comment because he had expérience

computer programming.” (PM_5)

Stage-4: Creating Prototype

According to the data analysis, the develtperext aim is to confirm
their vision and understanding of the proposed IS product with the customer.
As the customer may not be able to understand the develdperss and
drawings, there is a need to transform the received knowledge imtorex
accessible form, which all the other parties can assess némhdt with.
Therefore, the developers create a prototype of the proposed IS tp@daof
most commonly used methods of prototyping is to design the expected
graphical user screens (GUI) using pictures and text with almoseraus
coding. Another method is to create a smaller version of the prop8sed
product with very basic functions. This prototype can be accessecdamas
a computer screen. Hence, at this level of the process, the dagmvlis
transformed into aPrototypé artefact that all parties can recognise and work

with. Another meeting will then take place where the customea lchsince to
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interact with the prototype and to confirm the screen sequencesliagcto

the expected process as outlined in the last step, and tapestex functions.
This is actually considered to be one of the most effectnethods of
confirming the customés ideas, because the prototype closely matches the
look and feel of the proposed IS product. The custsnfsedback here is
therefore critical, both in terms of accepting the prototype greeang to

modify it.

“Now is the time to confirm your understanding so you have to create a
prototype to show the customer your ideas about the system, likenscre
design, expected process, and a limited number of functions. The customer
will test it and focus on the GUI on the computer screen and tell you about any
modifications. This is s the best way and best time to get his
feedback(PM_14)

“We interact better with the customer through the prototype. It is a smadler a
simpler version of the system where it shows the main sceah$iow to
move between thei{PM_5)

“Through reviewing the sequence of these prototyseseens on the

computerI can easily point out the problems.” (Customer_09)

Step-5: Generating Requirements Document

Next, the interviewees mentioned when all the parties have agreed and
approved of the prototype, it is time to write down and document evenytthing
conclude the IS product specifications and requirements. This isclixge
process model, prototype and full description of the proposed IS product and
its functions, in addition to any documents or records which have been
produced and approved during the entire process. Therefore, the final
document generated will cover all the requirements of this IS prodiech

means, this document is tHeequirementsartefact.

“Once the customer likes the prototype, we write everything down and

generate the requirements document. Everything goes into the document,
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including the prototype, process model and custtmnotes during the
meetings:(PM_9)

“This document includes everything, like the screen design, businesssproces

and printed pagesdm the prototype.” (Customer_07)

“We worked together to write the business requirements document. They
described everything and then | corrected their mistakes, so thatrgnl

accurate requirements were recorded.” (Customer_05)

Process Iteration

As highlighted by the interviewees, it is possible to iterbate same
processing and repeat the steps from two to five in terms ofving the
prototype in the JAD-sessions. This leads to modifying the diageards
accurately updatg the prototype, according to the customer’s comments.
Moreover, with each session, it is expected that the develapkreave a
better understanding with regard to the custosieusiness knowledge and the
proposed requirements. Approving and implying the changes suggested each

time leads to the generation of a new version of Reguirementsdocument.

“Sometimes i good to take the prototype to the JAD sessions and start the
process over again; this helps to have a better understanding tateegith

the customer of course this in turn will improve the UML diagraand the
prototype” (PM_15)

“Usually we detect the unclear ideas in a status update mewtieg, we
show what has been completed and the achievements so far. Actutily, w
each meeting, there is a good chance for the customer to ansvirguities

and to tell us about his comments regarding the prototypes which were

improved after each meeting.” (PM_27)

“We see an improved version of the prototype based on our commants dur
the periodical review meetings as in these meetings wesdigbe projets
progress and problems, which includes our comments regarding the prototype.

By doing this it helps to verify the requirements.” (Customer_07)
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Finally, once the‘Requirements document has been finalised, the
project manager draws up, and attaches, a time plan. Theustioener should

accept and sign the contract in preparation for the actual progrgnphase.

“Signing the contract is the trigger to start the development, as the customer

won’'t add any further requirements or descriptions”(PM_2)

“Signing the contract means we’ve approved the requirements document, and

given the signal to start the project.” (Customer_05)

7.2.3 Drawing a Process Model

The next Figure 7.1 is a process model for knowledge transfer during
RE phase in an IS development project. This model is developed acctwding
clarified analysis in Table 7.1 and the narrative in secti@27.This model

represents the described steps according to the involved autioastefact.
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Figure 7.1: A Process Model for Knowledge Transfer during RE PhaS§e i
Development Project According to the Viewpoints of IS Project
Managers and Customers
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This model illustrates a logical and practical procedure to wansf
knowledge between customers (principals) and developers (agentsyeon fi
steps. Also, this model clarifies the applied knowledge proogss (i.e.
transfer, translate, transform), and the involved actorsadh si@p. In addition,
this model points to a possible iteration in the process, in whichmber of
the categorized steps (i.e Step-2, Step-3, Step-4, andBtep be repeated to

enhance the results of employing this model.

It is worth noting that the project manager in the framework can be
replaced with a developer or system analyser who is experiencéiae i
customer’s business. The reason for placing the project manager here is that
this was the process described by the majority of responses thiem
interviewed sample. Particularly, this manager should be awfattee whole
requirement of the proposed IS product, in order to make decisions dnd dea

with issues when they arise.

Furthermore, the role of the identified knowledge artefact asctsbj

will be discussed in section 9.3.2.3.

7.3 Conclusion

This analysis chapter addressed the second aim of this reseaitsh by
focus on the related data to knowledge transfer in both stages taf da
collections. Thus, by using evidence from this data, a novel framework f
knowledge transfer in an IS development project was developed, @modess

diagram showing the identified knowledge artefact was created
The next chapter will analyse a number of IS development project cases

to find out the reasons behind each specific outcome of a projdcRE

process in each case.

220



Chapter 8Analysing a Number of IS Projects’ Cases

Chapter8: Analysing a Number of ISProjects’ Cases

8.1 Introduction

Chapter 5 and Chapter 6 analysed the data in both stages of data
collection, in which this analysis addressed the first aim of thengsddence,
one of the outcomes of these two analysis chapters is the developinsant
influence diagram that links between the reasons of unclear Ideas and project

escalation (as presented in Figure 5.1).

Chapter 7 concerned with the second aim of this research. In which it
focused on the related data to knowledge transfer. Thus, the analgsepiter
7 created a suggested process model to transfer the knowledge during RE

phase (as clarified in Figure 7.1).

This chapter will use the developed diagram in Figure 5.1 and the
created model in Figure 7.1 to analyse a number of IS developmenttproje

cases.

8.2 Analysing a Number of IS Projects’ Cases

During the two stages of data collection, some of the intervietodgs
a number of stories about their participations in escalated projfdiisd
projects, and successful projects. In addition, some of the intexege
described their involvements in RE processes, in which process outcomes
resulted a number of situations including complete and incomplete knowledge
transfer. The following analysis attempts to investigate sontbesie stories
and situations, in order to identify the main reasons and actors beluhd ea

outcome of a project and RE process.

In order to simplify the analysis and discussion, the developed
(Influence Diagram of the Relationship between the Reasons Behind Unclear
Ideas and IS Project EscalatiAncording to the IS Project Managers’
Viewpoint) in Figure 5.1 will be referred to as Project Escalatianfework.
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In addition, the developed (Process Model for Knowledge Transfer during RE

Phase in IS Development Project) in Figure 7.1 will be referedag

Knowledge Transfer Framework.

Story

8.2.1 Case 1: The Project of Warehouse Storage System

According to (PM_3)1 was leading on a project that involved developing a
warehouse storage system that would contain vehicle replacementTgaets
main functions of the system were not that complicated. However, the maj
challenge was to understand the tangled relationships inside thesatab
these werederived from the customer’s business roles. Unfortunately, the
customer was not that aware of the difficulty in understanding daabas
relationships, so he did not pay close enough attention when it came to
collecting requirements. This led to skipping a lot of importandildein the
requirements phase. At the same time, our senior IS manager beliexeda
simple system to develop. Therefore, the senior IS manager forcém us
undertake and complete the project within a month. So, we had tot ¢hbec
data in a very short time, this led to a lot of confusion regardingdirect
business concepts and requirements of the customer, particulanlythei
absence of an effective process diagram and clear prototype, decaulsd

to jump to writing down the requirements directly. After few wseek the
development, the IS product failed at the testing stage and required major
modification. So, we rewrote the requirements documents according to the
customer’s comments and feedback, and we had to extend the project running
time. Unfortunately, we became trapped in this loop of testing éaidund
requirement modification. Actually, that project kept in an endless @op
modification and lasted 14 months instead of four weeks as originally

planned.

Analysis

Regarding the knowledge transfer part, it seems this project has

complicated business roles in terms of the tangled relationghspte the

database. At the same time, the customer’s participation during the RE phase

was not very effective. This participation led to vagueness indipginements,
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as a number of critical details were missing. This is theoreor rewriting the
requirements after each failure test. What seems impogahow this IS
project manager, under the pressure of the IS senior manaddn ‘hamp to
writing down the requirements directly”, which led to “the absence of an
effective process diagram and clear prototypeccordingly, this presents a
shortcut with respect to the introduced five steps in the Knowledgesfera
Framework. In this sense, some of the steps are missed anedtistb a

situation of incomplete knowledge transfer. See Figure 8.1.
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Figure 8.1: Shortcuttinght Process of Five Steps to Elicit Customer’s
Requirements Leads to Incomplete Knowledge Transfer
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Regarding project outcome, there were significant signs of aswa)
as expressed by the project managbat project kept in an endless loop of
modification and lasted 14 months instead of four weeks as originally
planned. In this respect, this project outcome is the result of a number of
reasons. These reasons include inadequate analysis because ofsémotS
manage€’s added pressure, poor planning and operating as project running time
was extended many times and did not reflect the original plan, and unclea

ideas as mentioned earlier. Figure 8.2 highlights this situation.

Figure 8.2: The Relationships between the Actors and Reasons Behind IS
Project Escalation in a Warehouse Storage System Project
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Source: Developed by the author

In this framework above, number of the figured reasons, actors, and
links between them were already identified in Project Escalatiamé&work.
This sing of acknowledgement between these two frameworks adds more

credibility with respect to the finding of this research.
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8.2.2 Case 2: The Project of Human Resource Management System

According to (PM_27)“This discussion about escalation and other
challenges reminds me ofie of the most troubled projects in my life... This

project served as a human a resource management system for a very big
organisation, where about 35000 employees were working. You can imagine
the level of complication with respect to the requirements, intiaddio the

huge size of the project. | remember the original planning time 2
months! | faced problems in collecting requirements from custometbgeees

were seven different internal departments involved in this project.
Unfortunately, | could not gather all of these customers at once anedtis |
confusion in terms of their requirements. Anyhow, we began reading each
customer’s initial request form and then discussed the details during a number
of repeated JAD sessions. However, because of the difficud ofleeach
costumer’s business, we had to completely rely on the prototype to show our
understanding of the requirements. In addition, we utilised the prototype to
present the expected sequence of GUI screens according tdwesobss
scenario as mentioned by the customer. Later, the contract includéstp
pages of all these prototypes in addition to the final requirements... At the

testing phase, we faced a lot of troubles because of a number ofitifréde
possible business scenarios were not mentioned by the customer. Thus,
dealing with these errors required more efforts to fix the codtually, due

to the resulted workload, we had to add more staff to help us. Unluckily,
educating these additional staff about the nature and requiremeritss of t
complicated project consumed more time and efflmh expected... The
situation became even worse when the customers added more functions to the
system. These new requirements put more pressure on the peaj@ctwho

now needed to make further modifications. In this respect, | amhabstire

why my senior manageorced me to accept these new requirements... Later,

| resigned from my role as project manager, and declared the pject

failure”.
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Analysis

In this project, the project manager followed most of the stepkcto e
customers’ requirements as clarified in the Knowledge Transfer Framework.
The process started by reviewing the initial request form. This ellasved by
conducting a number of meetings with customers to discuss the requiseme
and to retrieve more details. After that, the project managationed that he
and the developers had to crucially depend on the prototype to reflect thei
understandig with respect to the customer’s ideas, and to simulate a number
of possible business scenarios. Later, the requirement document cheude
printed page of the used prototypes. What is interesting during tiegw is
the absence of developing and using process diagrams. The impact of this
absence was clear, in particular at the testing phase whenngesllpresent
themselves because o6finidentified possible business scenarios were not
mentioned by the custonierIn this respect, this research suggested earlier:
developing process diagram in (Step-3) by using flowchart or UMistgsin
learning more about system process, and how this system may perform
differently depending on various conditions and situations. Moreover,ep-St
3), the role of an experienced project manager as a broker should Help to
any gaps with respect to customer requirements. However, it $henis not
the case here, as this project manager kept complaining fromiete of
complication with respect to the requirements”, besides this (Step-3) was
totally skipped in this project. Furthermore, though the prototype mariaged
clarify the scenarios which were informed by the customer, thedaallenges
at the testing phase pointed out this way of utilising the prototype did not
effectively serve as the process diagram would. According to talyss,
skipping developing the process diagram leads to incomplete knowledge

transfer. See Figure 8.3.
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Figure 8.3: Skipping (Step-3)hwn Eliciting Customer’s Requirements Leads
to Incomplete Knowledge Transfer
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This project was declared a failure. The project manager mentioned a
number of reasons behind this result, in which they include the following.
Firstly, the project size was too large, as it was supposed ve sehuge
number of users. As such, it involved seven different internal depatsmand
originally planned to be undertaken over 20 months. Secondly, the
requirements of this project were challenging with respect todhwplicated
business roles, and the contradiction of different multi-knowledge souoras fr
different departments. Thirdly, the later workload and the needingdtonare
staff reflects the poor planning and operating of this project. Fgurthl
considering actors’ impact, this takes account of the senior management
support lack, in terms accepting the additional requirements ofustencer
regardless the viewpoint of the project manager. Also, actors’ impact takes
account to the developer, as the newly added staff required moreatidne

efforts to learn about the project. Figure 8.4 visualises thetisitua

Figure 8.4: The Relationships between the Actors and Reasons Behind IS
Project Failure in Human Resource Management System Project
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The above figure covers a lot of the cases and actors behind the
challenges of unclear ideas and IS project escalation as figureih ¢l
Project Escalation Framework. However, it is worth mentioning, tresssons
and actors led to project failure this time. This illustratagther dimension to
the Project Escalation Framework in that it is likely possible thsatithis

framework to investigate IS project failure.

8.2.3 Case 3: The Project of Online Hotel Reservation System
Story

According to (PM_18)‘Let me tell you about my favourite project. The
customer was working in the tourism business, and he came to us wdimaan
about an online hotel reservation system. When | knew about this dystam
the project request form, | volunteered to lead on this project, betduask
used a number of similar systems before. So, | spent two days witf tne
developers at the cusber’s workplace to learn what his exact needs were.
After that, we focused on brainstorming to retrieve the requiresrfesin the
customer. Developing the flow chart was not that hard, as | waadsl
familiar with this process and its various possibilities. Actyalte customer
was so cooperative and helpful, as he aided us in drawing these diagnams
in creating prototypes screens. In general, the project was ndbithago |
knew the required number of developers needed to undertake this project in
one month. After three weeks, the system was ready for testieg, @ealing
with a few miner errors took three days. Finally, after two meeeks, the

system was deployed and accessihliene”.
Analysis

This project covered number of successful knowledge transfer factors,
in terms of visiting theustomer’s workplace, and the familiarity of the project
manager with the customer’s business. In addition to the reasonable experience
the customer has with respect to IS development practice, asustmmer
helped to create the process diagrams. Moreover, it seems fh@edss went

through all five steps of the Knowledge Transfer Framework. The story
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involved reading the initial request form, meeting and brain shgynureating
process diagrams and developing prototypes. However, it seems there was no
need to iterate the process of five steps to transfer the knowledgeoshkibly
happened because the customer was involved in all these steps irstthe f
place. Actually, this adds the role of the customer to (Step@)(Step-4)

when creating the process diagram and prototype. In addition, the project
manager’s previous experience with the customer’s business effectively
assisted him in developirig process and its various possibilities”. See Figure

8.5.
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Figure 8.5: Following the Five Stepswn Eliciting Customer’s Requirements
Leads to Complete Knowledge Transfer
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With regards to project outcome, it may be that this project redehse
challenging reasons and factors, and turned them into successful .f&aors
example, the project size was not that big, the requirements wegrelear due
to the experience of the project manager and the cooperation of themeus
and the planning exactly identified required time frames and necessargn
resources. See Figure 8.6 below.
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Figure 8.6: The Relationships between the Actors and Project &uEaetors
in an Online Hotel Reservation System
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The above figure has a similar structure and utilises opposite effects
the reasons of the Project Escalation Framework. These reasons lead tb projec
success this time. Thus, this analysis suggests the fegdibilise the Project

Escalation Framework to study project success.

8.2.4 Case 4: The Project of Financial Management System
Story

According to (PM_24)1 was working on a Financial Management System
project for an educational angisation. One of the customer’s representatives

was not very cooperative: he missed a number of meetings and did mot full
respond to our inquiries regarding project requirements. However, we
managed to gather requirements from other representatives, andvéhen

moved on to development phase. Later at the testing phase, the unceeperati
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representative claimed the IS product did not meet his requirenagictd)e
insisted that we make some changes and more requirements. | riyatied
‘doing such major changes would impact on other parts of the IS product, and
this would involve numerous modifications throughout the entire coding’. We
settled the situation by extending the project time scale and charfgeng t
scope. However, due to the resulted workload, | had to employ additional staff
to help. Unfortunately, the same uncooperative representative fagédg
again, and requested further modifications. At that time, | realisevas a
hopeless project as long as this uncooperative representative Kemg fai
testing for no clear reason. The project failed after 8 months aubet

unreasonable workload, and due to wasted time and’effort
Analysis

This story did not provide details about which knowledge transfer steps
were followed. However, it seems the requirements were not tdatlmbcause
of an“uncooperative representative” who presented a lack of communication
by skipping meetings, and presented incompetency in terms of knowledge
when it came to liaising with developers about the requirements. Mameo
this project failed for a number of reasons which include the followingtIyi
changing the scope of the project because of later added requiremeitésl cre
problems. Secondly, changing the original time plan (which led to amid m
staff in order to deal with the state of workload) began escalptimiems.
Thirdly, as the project manager did not consider the impact of undeas
because of the uncooperative representative, poor planning and operating i
terms of skipping risk management resulted. Fourthly, the irresperaiitlide
of one of the customer representatives led to poor communication and testing
failure. This attitude reflects the existenceadhidden agendaand goals other

than those related to project success. Figure 8.7 highlights thégisrt.
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Figure 8.7: The Relationships between the Actors and Reasons BebjectPr
Failure in the Financial Management System Project
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Once again, in this story, project failure resulted due to aetyaaf

challenging factors as discussed earlier, in which these factorausedan the

Project Escalation Framework. Therefore, this is another sign afieéé to

employ a Project Escalation Framework to investigate IS projietda
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8.2.5 Case 5: The Project of Online Library Borrowing Systs

Story

According to (Customer_8) “I faced some issues with an Online Library
Borrowing System Project | was involved in. At that time, | did entbran
what | supposed to do as a customer. | collected the requirememsligtan
my organisation, and | filled in the project request form accordindtenT
during a meeting with developers, | helped draw up the follow chattseof
required system. These processes were fairly clear and. ddesides, the
project was not that big in general. Later, | verified the bgsimequirements
in person, and signed the contract to launch the project. After fekswee
when testing the system, | faced some troubles relating to creems. Most
of the requested functions were there; however, the user-screen desig
confusing and didn’t reflect a logical organisation. So, accessing these
functions was not that easy. | fed back to the developers and adfiigren
week, the user-screens were re-designed and the system vedlednahd

running in our organisation”.
Analysis

This time, one of the customers told about his experience with an IS
development project. Regardless of the mentioned challenges, thet projec
succeeds in the end. There was not much evidences of project sucoess fact
except that the project size was not very large, and that the regutenvere
clear. When it comes to the knowledge transfer process, it look®agtt this
customer was involved in all steps. As such, the customer filledeinnitial
request form. Following this, during the meeting with the developges, t
customer helped them to draw the process diagram. Though, creating the
prototype was missing in this process. As result, the design ajréphical
user interface (GUI) waSconfusing”. A possible reason for skipping the
process of creating the prototype by the developers might be thacsiyngl
the requirements, and the small size of the system. So, deatmghis issue
of “userscreens design” took a short amount of time (i.e. one week). This

suggests missing step-4, which involves creating the prototype, eaalytb
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incomplete knowledge transfer, even where requirements are oteslityed.

See Figure 8.8 below.

Figure 8.8: Skipping (Step-4) wn Eliciting Customer’s Requirements Leads
to Incomplete Knowledge Transfer
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8.2.6 Analysis Conclusion

The analysis suggests that the Project Escalation Framework showed
potential signs when it comes to investigating project failure ieN&lopment
practice. Here, project failure shared the same reasons and fastthese
behind project escalation. Additionally, the relationships between thasens
and factors had the same structure of the Project Escalation Fraknéusmr,
when reversing the reasons and factors behind project escalation, it is
empirically possible to use them to create a framework for pgrejecess. In
this framework, the relationships between these reasons or factors behind
project success had the same structure as the Project Escalatioewerk.
Therefore, the Project Escalation Framework has potential to be used for
further investigation for purposes besides IS project escalatiorstlikiging IS

project success and failure.

When it comes to investigating knowledge transfer in IS development
practice. The empirical evidence reflects the significaridellowing the steps
of the Knowledge Transfer Framework in order to successfully elicit
customersrequirements. Moreover, other evidence suggests that shortcutting
the process, or skipping one of its steps, or miss-utilising orns afantified
artefact, is high likely lead to incomplete knowledge transfer. Bhike case

even when requirements are clearly outlines.

8.3 Conclusion

The analysis in this chapter discussed the extent of applicability bf bot
the Project Escalation Framework and the Knowledge Transfer Framework by
testing them in a number of illustrative examples of IS developmejaqisoof
varying contexts. These contexts ranged from Warehouse StoragamSyst
Human Resource Management Systems, Online Hotel ReservasoentSy
Financial Management Systems, and Online Library Borrowinge8ys

Furthermore, five stories about different projects were analysed.
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The analysis highlighted the reasons and factors behind certain
outcomes of each project. In addition, the analysis trackedttps that had
been followed to transfer knowledge in each project. Moreover, numbers
diagrams (i.e. ifiuences, and process models) were developed to support the

analysis.

The next chapter will discuss the analysis outcomes of chapter§ 5, 6,
and 8. In addition, the next chapter will relate the analysis findinghdo

reviewed literature in light of the employed theories andifiesl assumptions.
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Chapter: 9 Discussion

9.1 Introduction

This chapter presents an overview of the core findings of the analysis. It
begins by providing a comparison between the outcomes of eacho$tdgia
collection. Then it discusses the findings, and relates thethetaeviewed
literature in light of the employed theories and the used assumptiates, it

provides answers to research addressed questions.

9.2 Comparing the Responses Between IS Project Managers and the

Customers

IS project managers and customers are both involved in the IS
development project. Each party has their own viewpoint which mayrepnfi
oppose, or add to the viewpoint of the other party. This section willotr

identify the similarities and differences between these two viewgoi
9.2.1 Knowledge Transfer

To begin with, it seems the IS project managers are more
knowledgeable with respect to the topic of knowledge transfer, in tertine of
factors facilitating the process, the used techniques, the effeetanfidkas and
requirements, the reasons behind unclear ideas, the impact ediceas and
requirements, detecting unclear ideas, and how to deal with i$®ses. In
comparison, customers who only mentioned the process of knowledge rtransfe
and the expected challenges gave fewer details. In alwsaynakes sense in
terms of that the process of requirements elicitation represemgsificaint part

of IS project managers job.

It seems that both parties acknowledge a number of the asp#ats wi
the constructs of knowledge transfer. In this regard, as mentionigst,eaoth

parties’ stories suggest there is no contradiction when it comes to the process
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of RE. For example, the involvement in various styles of mgstiusing the
prototype, and writing the requirements documents. Furthermore, \sjikat
to the reasons behind unclear ideas regardless of whose respongilslitg i
number of reasons are repeated, this includes: general requirenigntack

of details, poor analysis, and the nature of IS development.

Moreover, with respect to the reasons of unclear ideas, the IS tprojec
manager suggests the customer is responsible of five out eh seasons,
about 71%. Whilst the customer response shows the developerspanesiele
of three out of five reasons which represent about 60%. Additionally, when
reviewing customer replies for these responsibility of the numibeasons, as
mentioned by the IS project manager, it appears the cust@oknswledge
these reasons. However, the customers justify such situation by a number of
excuses which includes the involvement of the developers and their
responsibility. For examplehe customers claim it is the developers’ duty to
retrieve more specifics, and to spend more effort in the sisaly order to
overcome the lack of requirements details. Another examplecubtomers
mentioned they had to add more requirememieal with developers’ earlier
false pretence of understanding the requirements, in addition thes
developers’ responsibility to teach and inform the customer about the negative
impact of changing or adding more requirements, particularly in theskaiges

of the IS development project.

9.2.2 Project Escalation

Noteworthy the differences in the expected understanding and the
perception that each of the customers and IS project managemhaspect to
the concept of project escalation, in terms the IS projeniagers are more
familiar with project escalation phenomenon due to their professionedxer,
the author was cautious with this point, particularly when interviewing the

customers.
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When it comes to the reasons behind project escalation, hejEt
managers’ responses identified a number of the reasons, which includes Poor
planning and operating, Lack of human resources, Workload, Unclear ideas,
Scope changing, and Project size is too large. Furthermore, thpeoj&ct
managers mentioned five possible actors, namely Customer,ldpevs
Project Manager, IS Senior Manager, and Other parties. Ttierfuanalysis
suggests a relationship between the customer and a number of réaghiss.
respect, quantifying the data suggests that the impact of the customer’s attitude
as a reason has the frequency of 30% which is quite close teetheehcy of
other actors. On the other hand, the customersponses identified some
reasons behind project escalation which include IS developers lack experience
poor planning, Inaccurate progress reporting, Poor contract Unclearaiddas
Scope and Deadline changing. Additionally the customers’ responses outlined

two possible actors namely Developers and Customer.

It seems that both parties acknowledge a humber of the asp#uts wi
the constructs of project escalation. For example, a number obrnease
repeated. These reasons include Poor planning, Unclear ideas, Scopeghangin
and IS developers lack experience. Further example, both groups considered
allowing certain degree of escalation, and rejecting the pragchethods to

deal with such situation.

According to customers’ responses, it appears that the developers are
responsible for three reasons of project escalation, while the cusieme
responsible for two, and they both share responsibility for one reasan. Thi
suggests that the customer may regard the developer as theeasponsible
actor, with respect to reasons behind project escalation. Mdi@sirrespect,
when reviewing customers’ replies for their responsibility for number of
reasons as mentioned by the ISjpromanager, it looks like the customers’
acknowledged these reasons in a way. However the customers justified such
situation by number of excuses which include the involvements of the
developers and their responsibility. For example, the customersssugat it
is the developers’ responsibility to teach and inform the customer about the

required awareness for IS development project, and it is the developers’ duty to
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create a clear process to manage the added or changed meqisrgi.e.
change order request). The exception here is with the reasdh®fCustomer
has hidden agenda beyond project success” which appears to be the customer’s

sole responsibility.
9.2.3 Section Conclusion

Generally, the IS project manager’s responses are richer in terms of the
amount of information provided. This includes more in-depth detail andra
sophisticated relationship between the identified ideas. Furtinerrthis may
occur due to the difference in the number of the interviewweesch stage of
data collection (i.e. 30 IS project managers in the firstestegrsus 10
customers in the second stage). Also, it may occur becausteoértes in
professional experience in IS development practice. The IS proj@cager
answered questions based on their daily job, while the custofeereck to

their job role or their limited involvement in such projects.

Actually, this discussion presented an acknowledgement of a number of
aspects between the viewpoints of both IS project managers amaneust
This includes for example the reasons behind IS project escalation aedruncl
ideas, how to deal with these challenges, and the used methods dering th
process of RE to transfer the knowledge. Accordingly, this refléice
effective level of comprehension the interviewed customers, hasetheir
responses confirms a number of mentioned points by the profess®nal |
project managers.

One interesting point is how each party blames the other and tries to
present them as the more responsible party for the chadlesfgincomplete
knowledge transfer of IS project escalation. To expand this poidisasssed
earlier, according to IS project managers, the customesonsible for the
most of reasons of these two challenges. On contrary, the custgsests the
involvements of the developers and their responsibility in thet mbghe
reasons behind the same two challenges. Such behaviour will be dnalyse
further in section 9.3.1.3, in this chapter, when discussing the sig6elf-

Serving Bias in the findings.
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9.3 The Findings

For both stages of data collections, the main themes were dniven
respect to the research objectives and aims, in termsdésiified two main
constructs namely (Knowledge Transfer) and (Project Escalatiwh)tteey

included a number of subthemes within each construct.
9.3.1 IS Project Escalation
9.3.1.1 Relationship with the Reviewed Literature

Regarding the construct of (Project Escalation), the responses of |
project managers discuss the reasons behind such an issue, how to detect it, and
what the best practice is when it comes to being prepared bmgledth it.
Considering the mentioned reasons, on the one hand, it is possible t
distinguish the reasons/hich occurred by certain actors’ behaviour. For
example, on the agent side, the developers suffer the la&k dgvelopment
experience, the commitment, and the sense of responsibility, thjectr
manager has insufficient qualifications or experience to maragelS
development project, in addition to the influence of a poor relationgttighe
developers; and the lack of senior management support and theiergmed
with the IS project manager’s duties, and the impact of self-justification
attitude (e.g. fulfil an earlier promise without consulting tt® project
manager). Furthermore, at the principal side, a numbeeaktsons occurred
because of the customer’s behaviour. For example a resistance to change,
having a hidden agenda in terms of the existence of other gdhty than
project success, and interfering with the IS project manadaties by
exploiting the good relationship with the IS organisation’s senior management.
Additionally, other parties may be involved as responsible actors behind
project escalation, in which IS project manager has no autlométythem. For
instance, the delay occurred by outsourced providers (e.g. hardwugpéer,
trainers), and the mis-coordination with other internal IS development

departments (e.g. Security, Quality).

On the other hand, there are number of the IS project &ésoaleasons

which are related to other factors. This includes the impact of glaaning
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and operation, a lack of resources due to underestimating tlwesethe
beginning or the unavailability of scare resources (e.g. dipeclaexperts in
certain fields), the pressure of workload, the influence of undtesas and

scope changing, and the difficulty of dealing with a large project

When referring to the four determinants that influence project
escalation as suggested by Staw and Ross (1987), namely PragtotsF
Psychological Factors, Social Factors, Organisational Factorsiris geessible

to fit the mentioned reasons by this study in these determinantsaxesfol

Project Factors: this includes poor planning and operation, lack of
resources, workload, the influence of unclear ideas and scopeirahatige
project size is too large, and the delay occurred by an ouezbpesty. These
reasons are in some way related to the nature of the progttis how the

management views its objectives and sets its plan and tketeg@ifficulties.

Psychological Factors: this includes the impact of completiorcteffe
from Approach Avoidance Theory, in terms of gaining valuable crelgliich
the IS senior management will receive when it comes to a project’s success.
Additionally, on the impact of self-justification attitude by tkenior IS
development management (e.g. meeting earlier promisesjms t&f saving
face and dignity. This is regardless of the consequenceshandesulted

escalation of commitment.

Social Factors: which is represented by the existing competition
between the involved actors in the project? For instance thdergnce of
senior management in the IS project manager’s role, to present them as the
owner of the success, the poor relationship because of the managerial
privileges the IS project manager has over the developeeg]dition to the
exploitation of the relationship the customer has with the IS senior
management in order to interfere with project management duatiesier to

gain increased benefits which might be other than projecesscc

Organisational Factors: in a way this includes the impathefother

internal departments in the IS development organisation workinghen
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project. For example the lack of support to the IS product due toigiolat

the security or quality standards within the organisation.

It appears in most of the identified reasons in this study fit withe
categories of (Staw and Ross, 1987) as factors that have & ithpact on
project outcomes. The analysis of this study investigated tla¢ioreship
between these reasons, and then clarified how each one may impact en other
Furthermore some of these have a direct impact on projeataéen (e.g.
workload, lack of resources) while others may impact on other reasgnshe
reason of unclear ideas leads to workload). Thus, it seems tnly st
complements the previous literature by introducing the relationshvpeba
the mentioned factors. For example, the social factors, whichreddoetween
the senior management with the role of IS project manager to mas®plod
credit of project success, may lead to create projecoriach terms of the
negative impact on planning and operation. Another example, the
organisational factors, which happened because the IS producedidts
security standards of the organisation, leads to projearfact terms of the

delay occurred by an outsourced party.

Regarding the addressed psychological theories which were used to
explain how project escalation evolves, the findings of this study found
evidence with respect to Self-Justification Theory and Approach Avoidance
Theory in terms of the IS senior management attitude as previexpslgined
in the psychological factors. This study’s finding addressed the IS senior
management as the responsible actor which suffered the mentioned
psychological issues, rather than the IS project manager sasned by
previous studies. Thus it seems the interviewed IS project ma@nagee
trying to avoid stating their involvement by blaming their senm@anagement.
Therefore, this complements and expands the effect of these psyichbl
theories to include more actors other than the IS project raemagough both

of them are on the agent side.

Additionally, the customer responses presented evidence with respect to

the impact of the standard Agency Theory, in terms of the eesintormation
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asymmetry as the customer (Principal) is less ableattk tor monitor the
development progress, so they are misled by inaccurate developers’ reports.
Actually this point, in addition to the reasons behind project esocaland the

way to deal with these according to the customers’ viewpoint, covered a
number of the challenges in the relationship between the prinaimhlthe
agent which are mentioned in the literature. This includes, Adbterse
Selection, as the customer discovers later the lack of developers’ experience

with respect to IS development, and the poor planning and resources
estimation, further, such issues were not that clear at égenring of the
project. Second, Moral Hazard, which occurred due to the lack of the
developers commitment in terms of the inaccurate developers’ reports which

did not reflect the actual work achieved. Third, Hold-up, this ocatmsn it
comes to dealing with an escalation situation, as the cussmmatimes keeps
the project running regardless of the huge increment in oostage delivery,
because the chance of completion is better than rejectingrtject and

starting over with another IS development agent.

When shedding light on the IS project managers’ method to detect
project escalation, there are three points mentioned hesg. éomparing the
progress with the original project plan, as any significantess® in the
estimated resources (e.g. developers, budgets, and time) @wadsign of
escalation, in addition to the role of the project milestoags way to confirm
whether or not the phases have been completed on time. Secondeasdrin
the customer’s requirements, particularly during and at the end of the
development stage, as this may lead to a scope change, wiiok &f the
reasons behind escalation. Third, monitoring the project by a thitg (eag.
consulting organisation) or introducing a progress tracking systerhwiay
help to detect any sign of project escalation. In this reghedfirst and third
methods seem to be mentioned in the study of Kiel et al (2003), irhwnec
study derived a number of constructs for the literature on projetageanent
in order to aid differentiating the escalated projects, nafedject Planning
which includes checkpoints and deadlines; Project Specificatmudies the

unclear ideas, frequent modifications, and scope changing; PEggctation
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which includes resource guesstimate; Project Monitoring and Colttselems

this study confirmed the impact of these derived constructgsp@splanning

and underestimating resources as reasons behind IS project escalatio
addition to the impact of unclear ideas as a form of poor projecifispgon.
Furthermore, this study supported the use of project plans and monitoring when
it came to detecting the escalation. Actually this confiromatvas expected as
both studies, this one and Kiel et al (2003), employed the knowledge from the
field of project management. However, this study provided rdetails with
respect to the mentioned constructs and how to explain theicirmpanore

than one way (e.g. as reasons and indicators to detect projdeatiesga

When checking the process of IS project escalation model which
developed by Mahring and Keil (2008), that model identified two uncertai
elements which have an influence in an early stage (i.e. Drifgse elements
are project charter ambiguity, and the conflict of progaal and direction.
Furthermore, such elements are referred to the lack of a ol#aome
definition and what should be accomplished, in addition to the impact of
vagueness and deviation in a projegberception and future. Moreover, the
findings of that study suggest escalation may occur as a céghi continual
ineffective handling of difficulties that present themsehbde the project is
running, besides, frequent mismatching remedies with problemsnaiéase
escalation behaviour, In particular, the signs of escalagonbe seen in the
early stages when a project is framed. In this respectiniti@gs of this study
mention the unclear ideas as a significant reasons behind propadates,
which starts early on during requirements gathemphgse. This study’s
findings described how the project situation developed while the progect
running, in terms of how the reasons behind both project escalation and unclear
ideas impact on each other. Thus, this supports the description tf fDese
of Mahring and Keil (2008) model, as the unclear ideas may bena dbr
project’s charter ambiguity. Additionally, such impacts of that factor, it seems
to lead to the conflict of project goal and direction. Moreovensiering the
early signs of escalation, in terms of the incomplete knowlé&dgsfer by the

incompetent principal, in addition to the continual ineffectiamdling of this
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issue would fuel the escalation behaviour. This consideration waallyniti

assumed by this study since the beginning.

Moreover, in response to the mentioned challenge of continual
ineffective handling and frequent mismatching remedies with @nablthat
present themselves while the project is running, particuelnlgn reaching the
last phase of (Outcome: De-escalation), this study identifiedraradiuced a
number of methods to deal with IS project escalation. For exarbplag
prepared to avoid this challenge which includes (e.g. focusing ororthe
analysis stage, hiring more experienced project managers, dskngnalysis
when planning), temporarily stopping the project to accurately asbess
situation, and splitting the project into stages or sub-projertease the
management process. Moreover, while there were no specifies actthe
model of Mahring and Keil (2008), this study identified a numbeaacibrs
who may have an impact on the project and lead to escalatiortifstgmer,

developer, IS project manager, IS higher management, otheispartie

9.3.1.2 The Various Perceptions of | S Project Escalation

The comparative analysis, which was performed on the IS project
managers’ responses, reflects the various perceptions of IS project escalation in
terms of organisational type (i.e. Governmental or Privé@®a)one hand, the
responses of the governma organisation group ‘K.U.” support a particular
viewpoint that the development people are employees who work for their own
customers, performing the development business as a servicefofdeesen
in the case of a project being extended because their cusputseforward
unclear ideas or changes the scope of the project, they wilvkesking until
the project is completed, regardless of the increasedokitee project. Also,
this seems to be the reasonywln ‘K.U.’, the project managers failed to
mention using risk analysis or adding tolerance to time and resoutwss
planning, as a technique to prepare fivject Escalation’. At the same time,
rejecting the project is not a possibility when dealing with esical.

Therefore, in this type of organisation
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“... generally projects escalate in terms of consuming morea&indjtionger

than what was expected in the plan and needing more resources. To $te hone
we dorit feel danger of such problems, as we are employees in the
governmental sectdr(PM_26)

Further, as mentioned by a project manager fiorh.’, it seems that

“... escalation problems do exist but what they are, how they ingrathow
they are dealt with, depend on the nature of the company. | assurbayou t
when it’s a governmental company, escalation has a different effect than if it
was a private company(PM_11)

On the other hand, the response of the private organisation as group
‘Others’ seems more rigorous in terms of following the rules when it comes to
gathering the requirements in the initial stage, or adding hamging
requirements. Particularly in case these changes may imopattie original
project plan. This can be considered to be one of the main diffeseetween

the private organisationgroup ‘Others’ and the governmental organisation

group.

9.3.1.3 Explaining | S Project Escalation Using Attribution Theory

Worth mentioning, within the responses of the IS project managers i
this study, they almost never mentioned the ineffective handlgfrequent
mismatcling remedies with a project’s problems, which is the responsibility of
the IS project manager. Additionally, there is almost no signeoirtipact of
Prospect Theory, which suggests escalation may occur as a oéshie
choices of decision makers or in this case, the IS projecagea. Moreover,
the study of Keil (1995) pointed out that project escalation probably®due
to the inaccurate decision-making taken during operation. Furthernévide
suggests that when comparing the reasons of IS project escaldti@ebehe
viewpoints, as mentioned earlier in this chapter in sectio,9t2seems that
each party (Principal and Agent) was trying to justify theiritpms and to
defend their responsibility, with respect to the reasons of uncleas ided

project escalation, by blaming and involving the other party.example, on
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one hand, the project managers complained the customer is umaibéeift
the ideas in terms that the ideas are general and laak, @etd on the other
hand, the custometdamed the developer’s lack of experience and their poor
analysing skills which led to this vagueness. Another examipée,ptoject
managers claimed the customer suffers the lack of awaremessnis of
developing and using IS products, and the customers replied it wds the
project manager’s responsibility to educate them about the process of

developing an IS product which include the much needed awareness.

Based on this, it seems possible to introduce an explanation to the

performance of IS project escalation, through the concept of attritheony.

e Overview of Attribution Theory

This theory comes from the literature of Psychology. The theory
explains certain behaviours by identifying their causes (Weiti686).

Additionally, this theory:

“represents an extensive examination of the perceived causesathyaapply

to events involving themselves or others. A central tenet ispibgple are
motivated to render their world controllable and attributions functimn
achieve a sense of systematic personal control over environnenies ...
Many will perceive causes for success by locating themsab/ése key agent

in the success thus in control of, or responsible for successful outcomes.
Further, often there is a discounting of their own role in any fail@aehieved

by explaining away failure events as external to themsehesantrolled by
external forces” (Standing et al, 2006, p. 1149)

In this respect, Campbell and Sedikides (1999) argue that humans act
like amateur scientists in order to make sense of the world and the
surroundings. As such, people naturally try to identify cause andt effe
situations and events, even if it may not exist. Furthermarentain ideas are
introduced to clarify the attribution behaviour. Firstly, thexean assumption
that people act in a certain way due to internal attribution,béteg naive or
jealous. Secondly, people may act in a certain way due ¢éonektattribution

(something within the situation or environment). In addition, according t
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Weiner (1986), an attribution can be highlighted through a three step process as
follows: the behaviour is observable, the behaviour is intentiomal, the

behaviour is attributed because of internal or external causes.

e The Impact of Selberving Biases

Under the umbrella of Attribution Theory comes the concept of Self-
Serving Attributional Bias or Self-Serving Biases (SSB)ese concepts are
concerned with the behaviour o¢taking credit for personal success but
blaming external factors for personal failure” (Campbell and Sedikides, 1999, p
23). This means a person is more likely to agree to takeeip@msibility for
successful results, and refute the responsibility for failelte (Weiner,
1986). According to Campbell and Sedikides (1999), there are number of
factors which influence the behaviour of SSB, the following wilcdbs some
of them. Firstly, ‘role’ reflects the difference in judgement between who is
observing and who is acting. So the SSB is the refagsahe actor’s behaviour,
but has no impact on the observer because of other reasons. This means that the
effect of SSB is more significant with the actor than with tieserver.
Secondly, ‘task importance’ means the observer, who informs on task
importance, will exhibit a greater effect of SSB than thetigpant who
believes the task is not that important. Thirdly, ‘self-esteem’ reflects the need
for people to maintain respect and identity. Ultimately, humans whe kgt
levels of self-esteem are likely to show more SSB than tivitbelow levels.
Fourthly, ‘Locus of control’ is concerned with internal or external attribution.
Here, people with internal or personal attribution traits belithar own
actions affect situations or states. Conversely, people withnektattribution
traits believe that outside events, rather than their astiores, affect things.
So, people with external locus attribution traits are more heefilyenced by
SSB than the other group.
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e Explaining | S Project Escalation

According to above discussion, it is possible to say the eswalati
occurs due to the inexperience of dealing with project challengbih
includes for example the lack of details with respect to id#es lack of a
customer’s awareness in terms of developing IS products, and the continual
requirements’ adding particularly in later project stages. Such challenges would
compound and negatively impact on project operation and outcomes. This
inexperience was ignored by the developers or by the IS projecyseramnader
the pretext these challenges were not their responsibityhese challenges
evolved because of another party’s mistakes (i.e. the customer). In which, this
inexperience reflects the signs of external attribution, argkpte the effect of

SSB concept.

Employing attribution theory is used previously within the context of a
project’s failure (e.g. (Standing et al, 2006) and (Peterson et al, 2002)). To the
author’s knowledge, this study used attribution theory for the first time within

the context of IS project escalation.

9.3.1.4 Factors negatively impact on project operation and outcome

The analysis in both data collection stages identified a number of
reasons behind the challenges of (Unclear ideas) and (Projetatest. In
order to emphasis the meaning and to avoid repetition amongst the ma
themes within the construct of (Project Escalation) in the anabydise first
stage of data collection, these reasons were divided betweemathehemes
of (Actors behind project escalation) and (Reasons behind projedatsa).
This division led to separating some reasons and attaching themydicetiie
responsible actor. For example, according to the IS project manageing a
hidden agenda beyond project success is a reason behind project @scalati
However the analysis put it within the impact of the custonseam actor
behind project escalation. Doing this separation later was quefelushen
investigating the relationship between the themes and when crahgng
influence diagrams. Besides, the remaining analysis was built on ivisanh

of themes from the first round of the analysis.
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Another point, considering the impact of all these reasons s from both
stages of data collection, as clarified in the narrativesetiians 5.2.2 and
6.2.2, the following Table 9.1 shows them as 29 factors whichtinegya
impact on project operation and outcome.

Table 9.1: Factors Negatively Impact on Project Operation anco@et

Factors

Customer is unable to clarify his ideas

Customets lack of communication

The incompetency of customerknowledge source

Customets multiple knowledge sources contradicts

The customer keeps adding requirements

Inaccurate expectation because of the developers ¢ the prototype)
Being tricked by developers (Breaking verbal promises)
Developersinadequate analysis

The nature of IS development

The project manager’s lack of experience and qualifications

Unidentified duties and responsibilities of the project manager

Poor relationship between the project manager and dearslop

The developers learn new technology during working

Educating the recent added developer about the profss id

Lack of a develper’s experience and commitment

Dewlopers’ individual differences

Lack of supporting developers by the IS senior Manageme

The existence of corruption and hidden agenda aStlsehior Management
The IS senior Management Overlaps functions within theagamal hierarchy
The IS senior management adds pressures in time andces

Customer has a hidden agenda beyond project success

Customer’s lack of awareness in terms of developing and using IS products
Poor planning and operation

Lack of human resources

Workload

Unclear ideas

Scope changing

Project size is too large

Poor contract

Source: Developed by the author

It’s not surprising that a number of these factors are mentioned in other

studies about critical failure factors in ERP projects. For el@mpexperience
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of project leader, Inadequate training for the team membersk bf team
member commitment, and Little use of a prototypetérson et al, 2002This
is because all these factors within this research and other stodisson what
challenges the success of IS development project in general.veioviRis
research confirmed them and identified their impacts within theéegbrof

investigating 1S project escalation.

9.3.2 Knowledge Transfer in IS Development Projects
9.3.2.1 Thelssue of Unclear Ideas

Regarding the construct of (Knowledge Transfer), based on the
responses of IS project managers and customers, it included amomb
themes which discussed the following: Factors facilitating knowledgesfeer,
Knowledge transfer techniques, The effect of clear ideas equirements,
Reasons behind unclear ideas and requirements, The impact of udekesar
and requirements, Detecting unclear ideas, and Dealing with undkss.
Furthermore, the related narrative provided further detaiespeact to these
mentioned ideas. Additionally, as the process of RE starts eady stage in
the 1S development project, which involves various knowledge transfer
methods between the customer (principal) and the developerst)(ads
impact is evident during the remaining project stages (e.g.lajewaent,
testing) in terms of the extent these ideas are cleaguse everything seems
to be based on the outcome of the RE stage. Thus, a number of negative
conseqguences of unclear ideas is mentioned, for instance poor gfatig/ 1S
product, poor customer satisfaction, the inaccurate planning in tefrtise
needed time and resources, more modifications and fixes aretekpater
which requires spending extra effort and adding more resources (i.e. increase in
cost). Additionally, a number of the project managers’ responses suggest that
project escalation could be another crucial result becauseesé tmentioned
impacts of unclear ideas. Thus, this seems to confirm this research’s
assumption in terms that there is a link between the idspmject escalation

and the unclear ideas of the customer.
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9.3.2.2 The Responsible Actor of Unclear 1deas

When discussing the reasons behind unclear ideas, on the one hand, a
number of these reasons presented the responsibility of the devegens),
for instance the inadequate requirements analysis, theefadumanaging
customers’ expectation (i.e. not using the prototype), and tricking the customer
by false pretence of understanding the requirements or brealrigalv
promises. Such reasons it seems may be possible to define shagercy
challenges in terms of Adverse Selection as the customecifal) discovers
later the lack of developers’ (agent) experience with the RE process. And in
terms of Moral Hazard leause of the lack of developers’ (agent) commitment
to fill the lack of developers commitment in terms of the inaccurate developers’
reports of understanding and achieving the requirements. On thehatibr
through customers’ responses and replies, there is evidence with respect to the
impact of the customer (principal) as a responsible actor forisgwe of
unclear ideas, for instance the customer is unable to cléndy ideas,
custometrs lack of communication, the incompetency of the custtaner
knowledge source, customermultiple knowledge sources, and the customer
continues to add ogeing requirements. This seems to support the research’s
assumption, in terms of the impact of the incompetent cust@pniecipal)
when it comes to the transfer of the knowledge to the develdpgest).
Therefore, this provided further explanation with respect to the phermmof

IS project escalation using an extension to agency theory.

9.3.2.3 The Roles of Objectsin Knowledge Transfer within RE Process

Considering the theoretical part, investigating the proceBEofvithin
the IS development project led to identify a number of relekaowledge
artefacts, namely Initial Request, Features, Process aweyrPrototype, and
Requirements. Hence, it seems the knowledge of the customer took arnumbe
of forms during this process. Moreover, in siepthe artefact of ‘Initial
Request’, which is created and filled by the customer at the beginning, does not

appear to have a rich amount of data, as it only seemed trepdration for
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the next steps (e.g. selecting an experienced project mamdigerd suitable
training). In step-2, the artefacf ‘Features’ includes a large amount of detail

and descriptions, as described according to the customer’s understanding, as it
contains the customer’s presentation slides, sample of reports, sketches and
transcribed replies to developers inquiries. Then in step-3ethef snaterials

of ‘Features’ artefact is represented in a drawing format and tiReocess
Diagrani artefact, which is a favourite technique the developers usiarity
customer ideas in terms of the desired procedure which the propBsed |
product should follow. Next in step-4, the same knowledge takes armother
screen shape as the ‘Prototype’. The ‘Prototype is the expected GUI screens
with almost no serious coding, so the customer can use it anccinietta it,

and The final IS product should look and react in the same way as the
prototype. In ste[, developers’ artefact of ‘Requirements document is
produced. Worth mentioning, the process can be repeated from stegpepH
which includes involving the prototype in the JAD-sessions. This naa te
improvements in the visual diagrams and the prototype accordinipet
customer’s suggestions during each meeting. Lastly, signing the finalised
release ofRequirementsdocument by the customer reflects acknowledgment
of the customer’s ideas, and gives the trigger to start the actual programming

phase.

Based on this, the following will shed light on the role of eatéfact

as object.

e Boundary Object

It seems theProcess Diagramand ‘Prototype’ artefacts are another
form of the °‘Features’ artefact which have the same knowledge of the
customer’s ideas. To expand this point, the set of joint papers which were filled
with text and simple sketches and were provided by the custontan wthie
‘Features’ artefact,signifies the customer’s knowledge. This set of materials is
then translated into a set of meaningful drawings for the develgpers
‘Process Diagramartefact). At the same time, though customer interaction

with this object is unexpected, the fact that it occasiofppens, supports its
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function as a boundary object. So, the same knowledge of the custome

appeared here in two different shapes..

“Most of the time | work with the developers to create the prodieggam,
the customer can help us in case he has a reasonable ideaisvhiha

common occurrence.” (PM_7)

The same concept occurs with theototype’ in terms this artefact is a
transformation of théProcess Diagramartefact , rélecting the developers’
understanding in regards to the knowledge gained at the first Sagéhis
knowledge is transformed from meaningful drawings for the develop@rsin

prototype which the customer can then see on screen and intefact wit

Therefore, it is possible to say these two artefacts functiora as
boundary object by presenting in more than a form, in terms okdhee

knowledge of the customer is appeared in two different shapes.

Thus, as mentioned by Nicolini et al (2012) this feature of multiplic
aids these boundary objects to act as a translator between theethpalties.
Additionally, because these boundary objects keep details which boths partie
can understand and interact with, at each stage a boundary aiprohides
what is required to be learnt through the boundary. This means it Hesn@ss
no critical need for each party to completely cover the confexéebecause a

boundary object mediates between these two parties.

When considering the asped ‘dependencies’, which concerns with
how two involvements form different practices count on each otherhievac
the target (Carlile, 2004), a sign for this aspect presentee cooperation
between the customer and the developers in terms of that the eugtoimts
out the mistakes or ambiguity in the requirements when this custestarg

the prototype.

“Sometimes it’s good to take the prototype to the JAD sessions and start the
process over again; this helps to have a better understanding to teegdtia
the customer of course this in turn will improve the UML diagraand the
prototype” (PM_15)
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“We see an improved version of this prototype based on our comments during
the periodic review meetings, because in these meetings we discuss the projec
progress and problems, which include our comments regarding the prototype,

by doing so this we caverify our requirements.” (Customer_07)

In other words, the function of the ‘Prototype’ artefact on the computer
screen as a boundary object and how it was gradually transformedHheom t
written data within the ‘Features’ artefact, impacts and changes what was
learned across the boundaries. So, this form of prototype on the esmput

screen formed the collaboration between the developers awddtomers.

e Epistemic Objects

Emphasizing the role of boundary object in the process of knowledge
transfer seems to inform the work across boundaries in terms dffdre
provided by each party. Furthermore, to provide a better understaofdihg
concept of the epistemic object appears to be helpful, as itde®a source of
motivation which influences perusing and finding out what is not yet kndwn.
reasonable example from IS development practice of an objedh abis as a

motivation is theéProcess Diagraimas mentioned by the IS project managers:

“Later, we met without the customer to analyse his ideas. We anawodel
diagram which represented the business model using UML and flows.char
We then run some business cases to simulate the piogegs.15)

“It is just few sketches to close the idea to our minds using,{dlwe can
understand it better by imaging the different situations and howrtimeyrhis

should happen before creating the prototype.” (PM_27)

“These drawings clarify the picture, maybe they only appear torbe/s and
symbols, but they are useful to discover what is missing, so vaskamore
questions about thensequences.” (PM_13)

These quotations resemble a situation in which there is a nekedlitp c
the customer’s knowledge in a better way than what is written in the ‘Features’
artefact Therefore, it seems this need is motivated by thained unfulfilled

knowledge and understanding. Furthermore, it is possible to assume the
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developers spend more effort and arrange another meeting lat@uivibe
customer under the sensual influence of objects’ lack of completeness.
Moreover, through the knowledge transfer process, this epistéjeict seems

to remain in the middle between the written data of the ‘Features’ and the
‘Prototype’ on the computer screen. Therefore, with each repetition, where the
knowledge becomes closer to being absorbed, this may add more options a
significantly push the process forward. Moreover, this lack ofptet@ness
from the epistemic object leads to more queries being generatetmmadf the
newly figured scenarios the IS product can follow. This in turn, eseaiore
gueries about the consequences. So, this process of creatimgisteEmic
object of ‘Process Diagraimas expressed by Cetina (1997), is a sociality and
object centred procedure which builds on the reciprocity among the
professional subject and objects. Although the customer interactibrthese
drawings is not that expected, only a few IS project managergioned that

the customer may understand these drawings, where the customer has
reasonable idea or experience which allow providing hints to improse the

drawings.

e Activity objects

According to Nicolini et al (2012), in addition to the characterisfic
the epistemic object in terms of providing motivation and theaciexistic of
boundary object in terms of translating the meaning, the actjgcts is
known by its emergence nature, and by it initiating the negotiatrah a
contradiction. Within the practice of IS development, theretare artefacts
that may function as aeity objects, namely ‘Prototype’ and ‘Requirements’

artefacts.

Thinking about the ‘Prototype’ on a computer screen, the projected
design (i.e. GUI) of this artefact and the continuous alignmertteofrivolved
parties to figure it out are emerged at the earlier RE sfliges, with each
meeting and discussion, this artefact is changing to reflecindegls and

purposes of the customer. At the same time, this artefactyssirailar to the
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final product in terms of the screen designs and the sequentatows.
Actually these screens represent how the proposed IS product should look and

perform, as is the outcome of this practice.

“We are trying to figure out what the customer wants according €0 hi
imagination, so this prototype helps a lot as it can reflectctrstomers
expectations as we understand them ... the screen designs and the proces
sequence are changing and become more accurate with each round of
meetings.” (PM_17)

“During the meeting we draw some sketches for the user scr8enin the
next meeting they will create a prototype based on our sketches and notes.”

(Customer_04)

“l liked the discussion using the prototype. | will now know exactiatwo

expect later.” (Customer_05)

Moreover, the practice of IS development involves other panties
addition to the developers and the customer, like people from gaa$ityance
and security departments. In this respect, each party hasvitsinterests
during the project, in which these interests should be maintained but not
eliminated. So, the effect of such interests may impacthenimagined or
suggested design of the prototype, and on the eventual prototype which
represents the final products, for example:

“The security department added some obstacles and delayed the deployment

besides the administrative issues with their department” (PM_21)

“Because some features did not align with security standards, thty qua
assurance department forced us to modify the prototype and the meentise
document.” (PM_26)

Furthermore, it appears that Activity object embedded variousesitsm
within its material in which this happens when it exists in the real world, as this
allows involved parties to interact with. Therefore, it progressam being an
imaginary concept into a form on the computer screen. As a refstitis
object’s content of various elements (e.g. beliefs, tools, abilities) which belong

to various professions, it opens doors for negotiation and present cortraicti
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in terms of the compatibility with the customer’s requirements and needs, and
in terms of its agreement with the developers understandings anitly qual
standards. Hence, this presents the ‘Prototype’ as works space to deal with
challenges.

“Through reviewing the sequence of these prototypes’ screens on the

computerI can easily point out the problems.” (Customer_09)

Moreover, such issues resulted because of the contradiction in the

activity object, they may stimulate extensive learning, for gotam

“When the customer tested the prototype, at one of the GUI screerskelae

for a lengthier text input field which exceeded our ability toestord retrieve

on the database [it is a technical issue], at the same tiriegsthe data in
this condition was important to run other functions like searching and
replacing the stored text. So we had to ask for help and introducedbas#ata

management expert to teaghhow to deal with this situation.” (P.M. 25)

Such a contradiction led to add more developers and relatively
reorganised their importance in terms of the experience. In additchanged
one of the prototype aspects. In other words, the prototype allcovetthef
introduction of new conditions because of an emergent situation, wiakhs

it appear to be an endless source for learning and change.

Worth mentioning, the document of ‘Requirements’ artefact has the
same impact as the ‘Prototype’ artefact. Furthermore, it receives the same
changes and modification as well. This happens because the resithiache
prototype is declared in the requirements document at each giemtin
discussion between the involved parties. This document is the aimthe
collaborative work during the RE process between the involved paxtiésh
the customer should acknowledge by signing the contract that incuicies
copy of this document of requirements.

“Because some features did not align with security standardsjuiigy

assurance department forced us to modify the prototype and the meeptise
document.” (P.M. 26)
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“We see an improved version of this prototype and the requirements
documents based on our comments during the periodic review meetings...”

(Customer_07)

According to what was previously mentioned, this discussion
theoretically developed a novel framework to categorise the knowledge artefact
as an object based on the role they perform within the knowledge transfe
process. Moreover, this reflects how the practice of IS develapimgacts on

the shape and function, which each object performs during REtactivi

9.4 Analysing a Number of IS Development Projects Cases, and the

Significance of the Role of Knowledge Artefacts

In the beginning of this research, the perspective of Agency Yheor
offered an overarching theoretical perspective to invdstittee phenomenon
of IS project escalation. Ultimately, this perspective empkasthat dealing
with such a phenomenon requires addressing information asymmetry, which
occurs due to the challenge of incomplete knowledge transfer at thegpptin
side. Investigating the role of incorporated knowledge artefacsemie an
effective solution for this challenge. Building on this perspectivis research
progressed and developed Project Escalation and Knowledge Transfer
Frameworks using empirical evidence derived from the experiences of
number of IS project managers and customers. In chapter 8, tese t
frameworks are used to analyse different IS project cases. tasse covered
a number of contexts, for example warehouse storage systems, lesoarce
management systems, financial management systems, bimtarg borrowing

system, and online hotel reservation systems.

Eventually, Project Escalation Framework exhibited multiple prakti
applications with respect to managing issues building up to and de&alin
several project outcomes. Additionally, the knowledge artefad&owledge
Transfer Framework presented themselves as critical lincbpiais otherwise
fragmented process when it comes to eliciting the requirementhieFuore,

these two frameworks highlighted the critical link between the fpeci
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outcomes of the knowledge transfer process (i.e. complete, incejnalet 1S

development practice (i.e. success, failure, and escalation).

For example, in the case of the warehouse storage system project, short-
cutting the suggested steps to transfer knowledge and neglecting armimbe
artefacts led to incomplete knowledge transfer. Dealing withsthisition led
to iteratively gathering the requirements and modifying codes numerfous

times (thus escalation).

Another example is the case of the human resource management system
project. This project mainly failed due to a lack of requiremeautitgl In this
respect, the procedures followed to transfer knowledge in this project
eventually skipped creating ®rocess Diagramartefact, which resulted in
incomplete knowledge transfer.

Furthermore, in the case of the online hotel reservation rsygte
successful IS development project), knowledge transfer progressed tkaibugh
appropriate steps and employed the mentioned five artefacts Kntvdedge
Transfer Framework. Hence, knowledge was completely transferrekisin t

project.

Based on these illustrative projects examples, the resuieafitapter 9
analysis set more focus on the crucial impact of transferred kdgeldue to
its significant relationships with IS project outcomes. Thdhésanalysis of a
number of IS development project cases showing that utilisinge thes
knowledge artefacts in the right and effective way (i.e. inohjstontributes to
the success of the project (i.e. the impact of CSFs). Alsagubie same
concept, mis-utilising or missing one or more of these knowledgiaetgdi.e.
omission) contributes to the failure of the project (i.e. the impadCFFs).
Furthermore, these critical functions of such artefacts lgghthat knowledge
has further implications that go beyond project escalation. In othedswor
learning the roles of the incorporated knowledge artefactseirkKttowledge
Transfer Framework serves a broader purpose than just enabling customer

requirements to be elicited.
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According to the above discussion, employing Agency Theory to
illustrate the investigation in this research has led to broadderstandings
with respect to the role of the identified knowledge artefact eénkithowledge
Transfer Framework. Consequently, this understanding will result in
improvement of IS development investigation in general, rattiem

exclusively enhance RE processes between the principal and agent.

9.5 Answering Research Questions

There are a lot of analysis findings and discussion results. The
following summarises the main points, through the analysis and discussi

which addresses the research questions.

Question 1: What evidence is there of conflict and contradiction by the
customer, in terms of knowledge transferring to the 1S developers? And what

areitsimpacts in terms of project outcome and project operation?

The analysis presents a number of actors who have an impact on the
process of knowledge transfer during RE stage, and the customer & one
these actors. The customer’s impacts were stated within the main themes of
(Reasons behind unclear ideas and requirements) as mentioned by the
interviewees in both data collections and analysis stages, whikciuescthe
inability to clarify the ideas, lack of communication, the incorapey of the
knowledge source, the contradictions of multiple knowledge sources, and the
keeping adding of requirements. Then, the narrative provided more expfanati

with respect to each of these impacts.

During the first round of analysis, some of the unclear ideas
consequences are considered. The theme of (The impact of uncleaandeas
requirements) presented some of them which included Prsdomor quality,
Negligence when using the product, Failure of the project, Incredke cost,
time and effort. Then, the further analysis described the link batweelear
ideas and other challenging factors. Moreover, theince diagram of the

relationship between the reasons of unclear ideas and the projectiescala
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shows that unclear ideas has a direct impact which leads to poor planding
operation, at the same time, unclear ideas has a number of ingipacts on
other reasons of project escalation which includ&sope changing’,
‘Workload’, and ‘Lack of human resources’. This suggests the challenge of
unclear ideas’ has more impact than the other reasons which leads to project
escalation. Unsurprisingly, such a challenge scored the highgsefrey by
87% as one of the main reasons of project escalation in the firstalégeation

stage.

Though the involvement and the impact of other actors with respect to
the challenges of unclear ideas and project escalation, the e\sdientiee
analysis confirm the assumption at the beginning of the researdh teans it
assumed the incompetency of the customer when it comes to trangstbei
knowledge to the developers. Thus, this research provided and confirmed a new
perspective to investigate project escalation through employiregreefvork by

the extended agency theory, as explained earlier.

Question 2: What form of knowledge transfer is evident between
customers and developers, in terms of the practical techniques and tools

provided by the project manager and devel opers?

When this research began, it suggested learning from thessficcRE
applications in terms of investigating the roles of knowledge at®fwithin
the practice itself, as one of the possible and recommendedtavpysvide a
solution to the challenge of unclear ideas. Therefore, therdusd of analysis
and the narrative presented a brief version of the RE processrieve a
customer’s knowledge. Then, the later analysis focused more on the role of
knowledge artefact as an object to facilitate knowledge flow betwieen t
involved actors. Additionally, the analysis comprehensively expliaihem in
five clear steps in which each step described how to useuthent artefact,
that it represented, how to use it to create the next artefiadtwho are the
involved actors during this process. Later, the discussion efaifie roles of

each one of these knowledge artefacts acts as object.
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Additionally, analysing a number of IS development project cases
chapter 9 pointed out the significance of following the suggestedstieps
when it comes to effectively elicit customeilideas. Furthermore, empirical
evidences suggest missing one of these steps is probably leadsuatiarsiof

incomplete knowledge transfer.

Consequently, this reflects the significant usability of usogs and
methods from the practice of project management. To expand on this point
these artefacts manage to embed the knowledge at each stepemntheir
change in form and shape in the next step works like a checking poiertfly
their content. This happens gradually at various steps to suitlbowvd the
interaction of all involved parties, until it reaches thealffiiorm of the
Requirements document which is included in the contract. At thige,sthe
customer should confirm the transferred knowledge by signing the contract
Therefore, as previously mentioned in the discussion, dealing Wwith t
challenge of incomplete knowledge transfer is critical in dgalvith 1S
project escalation in the first place. Hence, this researchides a further

perspective from which to investigate and deal with this topic.

9.6 Justifiability and Transferability of this Research

As discussed in section 4.4.5, instead of relying on the ptsc#
reliability, validity, and generalisability traditionally ssociated with
guantitative approaches, the qualitative approach has signitdinhatives.
They are “Justifiability” and “Transferadity” (Auerbach and Silverstein,
2003).

This research achievediustifiability” by carrying out certain
procedures. Firstly, this research viessparent with respect to the ability to
track the steps followed to reach the findings. These steps included
categorising themes and constructs from the raw data as tHeyuaiut of
repetitive ideas. These themes were prioritised by using quangtifgethods,
identifying the differences between various viewpoints by usingpeoative
methods, figuring out the relationship between the themes, andfyiemtine
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five steps to describe knowledge transfer by presenting theneeida the

data. In addition, the diagrams with respect to the Project |dsoa
Framework the Knowledge Transfer Framework were based on the result of
previous analysis. Secondly, this research ezsmunicableas the identified
theme provided sensible points of view. Additionally, the descripgfo@ach
theme is written clearly and in a very digestible style. Tlésity covers the

main construct, the main themes, and all related sub-themasoiér, the
author was able to explain these themes through gaining approval tippéeti

in a number of conferences, and presenting a number of papers ang poster
about this research and its findings. Thirdly, this research deratetbt
coherence In this respect, resulting narratives in this research combihtdta
constructs and themes, and linked their ideas to provide a number ofrtohere
stories with respect to project escalation and knowledgesfénann IS
development practice. Though the findings in this research represeats
possible way to analyse the datgustifiability’ focuses on the simplicity of
applied methods in reaching these findings, and on the ease of understanding

themes and constructs, and on the rationality to form the data.

The concept of‘transferability’ in concerned with the existence of
similar abstract themes when studying different samplesydiega of the
deeper details of each of the inner themes, which differ accordingpe
samples themselves. In this respect, this research pdsenaisferability’ in

the following ways.

Firstly, the data was collected in two stages, in which e&apes
involved a number of interviews with different samples. In tlespect, the
discussion in section 9.2 (which compared the responses between IS project
managers and the customers) highlighted an acknowledgement of a mafmber
aspects between the viewpoints of the two samples. Thesesaspeet for
instance: the applied procedures during RE processes and the reasons behind 1S
project escalation and unclear ideas. This acknowledgement providzal c
signs of ‘transferability’ with respect to the findings, in terms of the similarity
between the inducted themes by analysing the data of two diffenties.
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Secondly, as discussed in section 9.3.1.4 (factors that negatiygct
on project operation and outcome), a number of reasons behind IS project
escalation and Unclear ideas were previously mentioned in otindiestas
critical failure factors (CFFs) in ERP projects. At the same tthe analysis in
chapter 9 highlighted the significance of using these reasons to igatest
project failure in IS development practice, or even to ingasi project
success when reversing these reasons to act as criticatsudactrs (CSFs).
This suggests that the identified reasons behind IS project escatatbn
unclear ideas share theansferability’ with a number of previous studies in

terms of repeating the critical failure factors and criticalcess factors.

9.7 Conclusion

This chapter presented an overview of the research’s core findings of
the analysis. At the beginning, it compared between the outcoheesxh stage
of data collection. Then, it linked and discussed the data analysesheit
related reviewed literature. Later, it provided answers teareti questions.
The next chapter will discuss the contributions, implications, and limitstof
the research. Additionally, it will draw a number of recommendaticm the

current research and provide conclusions.
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Chapter 10: Conclusion and Recommendations

10.1 Introduction

In this chapter a number of recommendations are provided to support
the field of IS development in response to the recently reported pratide
and failed projects. In particular, those escalated projecishvelie often due
to a misunderstanding of a customer’s requirements. The practical and
theoretical implications of the research are then highlightedalliz the

research limitations and recommended future research dinscetre discussed.
10.2 Implications and Contributions

This research indicated a number of findings with respect to the
challenges of project escalation and unclear ideas in thd @&l IS
development projects. Additionally, by using qualitative methodology tay
analysing the interviews with a number of IS project managers usidneers
in Saudi Arabia, the outcomes have clarified the understanding \sjieaketo

the relationship between these two challenges.

The findings of the research have practical implications fopthetice
of IS development, and have theoretical contributions to research meiggdol
and to the available literature on IS project escalation and knowtemlgsfer
within the same field. The next section will discuss these impicatand

contributions.

10.2.1 Practical Implication

Research into the practice of IS development in terms of thiebat
facing this profession seems quite crucial from both a pradtigdication and
a theoretical perspective. In this respect, the following waitass a number of

these as reported by the research outcomes..
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The findings stated in this research lead to a number of valuabl
implications for general practice. Though numerous organisations and
governments have been increasingly investing in IS developmnedtcts and
solutions, the reported rate of problematic IS development progeems
significant. Additionally, what worsens the situation for somehesé projects
is the continuous consumption of resources without achieving targetisolV
calling a stop or putting appropriate management checks in phésean lead
to problems escalating. This is known as project escalationrtioyar where
these projects are due to an inaccurat@lerstanding of customers’
requirements. In this respect, the waste associated withhtiermyes of 1S

projects has been estimatedaitlions of dollars annually.

In response, this research provides some useful awareness for IS
managers in terms of identifying the reasons behind projecaéisca how to
detect it, and what the best practice is when it comes to dealthgit.
Moreover, this research presents the factors and practicesfaitihtate
knowledge transfer between the customer and the developers, igdetitid
reasonsof customers’ unclear ideas and its impact on project planning and
outputs, and how to deal with the issue of unclear ideas. Such hidts a
recommendations derived from the research’s findings, provide some valuable
insight when it comes to making decisions on dealing with problem@tic |
development projects and knowledge transfer when considering thengeall

of project escalation.

Moreover, the development of finence diagram of the relationship
between the reasons behind unclear ideas and the project escalatiorgs
the awareness with respect to these reasons for IS practitiofleus,
recognising the impact of each of these reasons should afford a avefael c
and cautious scheme which should positively reflect on the prafetS
development. Additionally, the suggested (process model for knowledge
transfer in IS development projects) offers a useful guidelirerins of how
to significantly utilise the mentioned techniques and tools dt etsp, which

lead to establishing an effective strategy for RE processagh projects.
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Another point, although the developers’ perceptions with respect of
dealing with project escalation challenge seems to be the gaough various
IS development organisations, the empirical investigations stgteir
response is different and depends on the organisation type in temhetbier
it is governmental or private. As previously discussed in @e@i3.1.2, this
refers to the nature of governmental organisations in whichdbee&lopers are
committing to complete the IS development project regardlegseahcreased
size of the project. On the contrary, private organisatiomsraare rigorous in
terms of following the rules and preventing later changes,cpéatly those
occurred by the customer. Recognising such aspects provides a more
comprehensive understanding with respect to an organisation’s performance,
particularly when investigating the reasons of such challengesgdition to
how to appropriately manage and deal with them according to each

organisation’s type.

In this research, the empirical evidence suggests tlatettective
knowledge transfer from the customer to the developers during RE istag
considered to be a crucial step to success for the IS devetaproject, as it
represents the base for the rest of the project to be built &kbthe same time,
the failure or incomplete knowledge transfer seems to lead iticalty,
unfortunate results with a likely chance to escalate the proJéws, it is
significant to recommend setting more focus in terms of spgnslifficient
time and effort during the stage of requirement gathering andysaal
Actually, spending additional effort in the early project stagfeRE might be
the key to avoid or to effectively deal with later challengesich saves a lot
of effort in fixing or modifying the code. Moreover, is how crudia role of
knowledge transfer is in IS development. This research advocatestingvie
prepare and to train the developers in order to achieve g#ektiowledge
transfer skills and abilities to reflect positively on IS pebjeperation and
outcomes. Hence, by doing so, this offers the developers taepffjc
scrutinise the rest of the development process and to buil&theotluct on a

stronger base of gained knowledge.
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Additionally, this research illustrates a number of techniques and
methods in response to a project escalation situation, in thisypar, it seems
guite important to be prepared for this challenge from the beginAlag, in
addition to the reviewed literature, the empirical evidescggests that
although the high level of professionalism in terms of managidgoaerating
an IS development project, there is still the chance for thermwe of
escalation for various and unexpected reasons, as discussed iralyssan
Therefore, this research highlights the importance of utilidiegpreparation
mechanisms in order to be ready for any challenges in casarth@resented,
which in turn should increase the chances to effectively haheie tand

impact positively on project operation and outcomes.

Additionally, this research illustrated the expected roles tfo
involved actors in an IS development project, to be exact thelogpeve
(agent) and the customers (principals). Furthermore, evidanespect to the
impact of both actors is identified. This means that no onetadly to blame
for the challenges a project might face and that actualbth ene of these
actors is responsible to a certain extent. Thus, based on the fircdinigis
research, it is recommended that the customer spendsi@estifamount of
time and effort to seek a trustworthy and reliable IS developorganisation.
Additionally, to not being tricked with inaccurate advertisements heag
prices, as this may lead to potential cost consequences inafige of an
escalation. Regarding the developers, this research encourtdmges
establishment of a transparent and trustful relationship hatlcustomer. Also,
it seems crucial to discuss project challenges with the customerder to
significantly solve and deal with these, and of course, thitudes the
knowledge transfer issues. More importantly, the requirement doduand
contract are the vital reference for actors, hence, ngfiand reviewing these

documents is high encouraged by this research.

The demand on IS solution products is increasing daily by governments
and organisations, so the IS development industry represents a huge
investment. Considering the reported rate of problematic psogaat the huge

associated costs, it is hoped that the results of this rese#irsbpport and aid
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IS project managers in terms of effectively managing andingewavith the
potential challenges of project escalation and unclear ideas Wiriehten 1S
development practice. Thus, by offering a comprehensive lisugfestions

and advice, and by presenting the awareness with respect to the epossibl
obstacles and issues, this should maximise the chance of projeessushich

can save escalating costs and s&iltions of dollar$ annually because of the
problematic and failed project. In conclusion, such expected beshbidd
positively reflect on the industry of IS development in particldad on the

economy in general.

10.2.2 Theoretical Implications and Filling the Research Gap

This research has contributed to various aspects of the current, available
literature. The presented findings to IS project escalation, leuysltransfer,
and the relationship between these have been empirically exarhinedi a
gualitative analysis from a triangulation of data sourcesgehathe IS project
managers and the customers. Through conducting a number of serirsttuc
interviews this allowed an in-depth discussion and the involvemerdarmfus
opinions which includes new issues not already considered. Furthetimore,
data analysis was guided by the initial proposed conceptual framework and
assumptions. Hence, this permitted the author to conduct the analyisis
prior specific expectations. At the same time, this gave anagh for the

emergence of other unexpected explanations and issues.

In terms of the existing literature, this research supported and
complemented a number of their results. First, in additionttngimost of the
identified project escalation reasons within the four determintatt®rs of
Staw and Ross (1987), this research clarified the relationshiebetihese
mentioned factors and identified their impact on each other. Sethoisd
research found evidence in respect to the impact of previoushjoged
psychological theories to explain the project escalation evolvertient, the
findings expanded the psychological impact to include more actbrs; than

the obvious ones. Third, this research’s findings declared the effect of the
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standard agency theory, which in turn highlighted a number ofhhilkenges
in the relationship between the principal and the agent which is menhtione
the literature. Fourth, regarding the process model of Mahringaih@2008),
according to the identified evidence, this research was ablistably run that
model through applying the issues of unclear ideas at the begimmdghen
tracked its development through the rest of model’s levels. Additionally, there
was no sinificant contradiction between this research’s findings and the
reviewed literature. Therefore one part of this research’s contribution is its
support of the findings of the previously reviewed literature. Howetes
research achieved that through providing a different way of eralbyrtesting
these aspects by doing the investigation based on the proposed friswdor
by interviewing both the IS project managers (agent) and the oeistom
(principal). Furthermore, the findings of this research wereeaeliwithin the
context of IS project escalation through the empirical applicatican mumber
of organisations in Saudi Arabia. This reveals that investigatiS
development in Saudi Arabia seems not to be that different in tefrtise

theoretical findings compared with similar studies in other glace

Furthermore, considering the achievement of ‘“transferability” as
discussed in Section 9.6 which focuses on the existence of rsabd#ract or
general themes when studying different samples, this achentesuggests
that the findings of this research are highly likely to extend beyondahmples
of people and organisations studied here. In turn, this means thhetretical
contribution and recommendations of this research should relate te futur
studies in a range of different contexts using other people and business

samples.

Considering the identified gap in the literature through the apiglica
of agency theory, in terms of the implicitly adopted assumptioprbyious
studies that the issue of project escalation is only occub@wause of the
attitude of developer (agent) which ignored the impact of theomest
(principal) at all, this research took the initiative and respdnibward that
gap. Hence, this research provided a new explanation which highhghtsle

of the customer (principal) this time. In this respect, a nunobesignificant
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evidence were empirically figure out. In which these evidences ackdgede
the customer’s tolerance of knowledge transfer incompetency in terms of
declaring the ideas and requirements to the developers, whicbrigaslly
assumed by this research. Therefore, this research addresseetiened
gap, andprovided “compelling and logical justifications for altered viéws
(Whetten, 1989, p. 491) with respect to investigate phenomen@a pfoject
escalation.

Additionally, the analysis revealed a relationship between cussbmer
unclear ideas and IS project escalation. This finding contributesirtent
literature. Indeed, identifying relationships between pagicuariables, rather

than simply listing them, is “the domain of theory” (Whetten, 1989, p. 492).

Furthermore, as discusses in chapter 9, the Project Escalation
Framework presents great usability in various contexts of ISlajgvent
projects outcomes. In this respect, project escalationggrdpilure, and
project success can be regulated via the framework. Ulfynate Project
Escalation Framework represents multiple applications with cespe
managing reasons building up to and resulting specific project outd®dme
this, Whetten (1989, p. 493) has suggested:

“a general rule of thumb is that critiques should focus on multiple elements of
the theory. This approach adds the qualities of completeness and thoroughness

to theoretical work™.

This research also extended the existing literature by sheddihgrfur
light to explain IS project escalation through employing Attribufiteory by
examining both involved parties (i.e. principal and agent) in the IS
development project. This would help to clarify the behaviour of these
involved parties which occurred to justify their positions by blaneiach other

(i.e. Self-Serving Bias).

Additionally, the findings of this research add new valuable insights
with respect to the studies of IS development, in terms aforsribution to
knowledge transfer literature within that field. Thus, the emglir@vidence

identifies a number of relevant knowledge artefacts throughout the protess
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RE, in addition to recognising their roles as various typedbjafcts. Moreover

in this respect, this research theoretically developed a ricamlework to
categorise the knowledge artefact as object based on the rglepdherm.
Furthermore, investigating such objects helps to notify its dpuetnt in
terms of the form and function through different stages and knowledge
boundaries, which spell out the ohjesmature and role which are affected by

the practice. Besides, the concept of pluralist with respettiet@bject role
aids to clarify the possible challenges during this collaborationitgcti.e.
Knowledge transfer) in terms how each involved actor views ancgatsewith

a specific object. In which, these viewpoints and interaction couldifberent

from an actor to another actor, in terms whether this object isjostdium to
pass the knowledge, or source of motivation, or the result ofsemdled
collaboration. Thus, learning such aspects seems important, in t@rms
providing a comprehensive understanding of the knowledge transfer process

particularly in the field of managing an information gyst

Whilst numerous past studies focus on IS development projects, very
little is known about the best RE practices. Thus, this research w&tek into
this direction by emphasising the various roles of knowledge aetsct
objects within this practice, in terms of how to utilise thes¢héofullest as
empirically verified. This is despite the existing critiques deddisadvantages
of using project management tools as boundary objects (Sapsed and
Salter,2004; Yakura,2002). Therefore, it seems that those stodiesed on
specific artefacts which are useful in managing the tasksopatdating the
project in general (i.e. Gant charts and Timelines) rathem those which
assist knowledge flow in particular However, this researchtiitksd a number
of knowledge artefacts and clarified their benefits through the RE mditers

providing a further perspective from which to study this topic.

Furthermore, analysing a number of IS development cases inoas/ar
contexts suggests the artefacts in the Knowledge Transfer Frambaoek
much broader implications that go beyond acting as just a procedefeit
customer requirements. The ‘inclusion’ or ‘omission’ of these artefacts

contributes to project success or failure respectively. Constguehis
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understanding will result in improvement of IS development invesgtiyst

rather than exclusively enhance RE processes between priraipldgents.

10.2.3 Contribution to Methodology

This research is one of only few studies that have employedusg
gualitative approach to address the challenges of projeclagsoaand
incomplete knowledge transfer in IS development projects in general.
Moreover, this research is believed to be the first to qtigbls address these
challenges in Saudi Arabia in particular. As clarified iradét Chapter 4, this
research has applied an inductive approach to meet the aims of the reséarch a
to answer the research questions. Such an application has providedegpthn-
investigation and understanding of the phenomenon under consideration in
terms of the perceptions and viewpoints of the participants. gemeral
inductive flexible strategy used has permitted us to find a close contidcthei
participants who are directly involved, to an extent that has signifly
allowed us to understand what it happening in the field. Moreoversehe-
structured interviews allowed us to undertake a detailed discuasionto
introduce new insights not previously thought of. Additionally, interviewing
two different groups (i.e. IS project managers and customersjreagthened
the findings through the application of data triangulation which hasgedwva

rich and descriptive account of relevant events.

Furthermore, this research has employed a number of criticalseal
technigues including thematic analysis, narrative analysis, comalysss, and
data display analysis. It is also worth noting that the analysisubad a
number of rigorous coding methods, namely open coding, axial coding, and
theoretical coding. Additionally, this study has applied two more sophistl
analytic procedures (i.e. comparing and quantifying the qualitadata).
Consequently, this variety of applied analytical methods has produdeep
level of comprehension, allowed the researcher to get below trecewand to
explicate the complexities of the huge amount of collecteddata (i.e. the

various opinions and perceptions of 40 participants in total).
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Gaining access to the participants was arranged using convenighce a
snowball sampling techniques. At the same time, ethical consateravere
taken into account in terms significantly maintaining the anonyuofitgll the
participants. In addition, the data was kept confidential throughibuhe
stages of the research. Given that such a rigorous ethical gratas applied,
this led to an increase in the likelihood of gaining honest, atzuaad
thorough responses. Moreover, the field study associated with tleiarchs
took place in Saudi Arabia, a country which is witnessing an importaniatevi
in the field of IS development, as the growing market assalcisitd this field
was valued at $8.6 billion US in 2013. As a result, this interest in stud$§ing

project escalation markedly increased the importance of thiarodse

One more striking feature of this research is the employment of a
number of computer software packages during the analysis, partyctie
usage of ‘Microsoft Office Access 2010’ which is a database management
system. This computer software was valuable in that the researabable to
store a great deal of detail about the participants, tbeganizations, in
addition to a huge amount of raw data. Moreover, this software alloeed
researcher to efficiently manage to run a number of critigads of coding, to
identify the relationship between different themes, and to produce a nwibe
detailed analysis tables. Actually, the flexibility ofglgomputer software in
terms of running customized and specialised data queries alloed
researcher to effectively apply a number of analyticdiniegpies, which it led

to the production of more transparent, rigorous and accurate results.

10.2.4 Section Conclusion

According to the aforementioned detail, the findings of this rekea
have a number of practical implications for IS development pmctic
addition, they have a number of contributions to make to methodologypand
the available literature on IS project escalation and knowledgefar within

the same field.
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The practical implications include raising critical awareneggiims of
identifying the reasons behind IS project escalation, and behind dkeola
clarity in terms of customersdeas. Moreover, this research has pointed out a
number of methods that can be used in response to a projechatiescal
situation, with regard to which it seems crucial to be prepared uoh s
challenge from the beginning. In addition, this research providesulusef
guidelines in terms of how to significantly elicit customersquirements.
Another point is that the empirical evidence suggests thatlopers’
perceptions with regard to IS project escalation are different, and depend on the
organisational type (i.e. governmental or private). Thus, leasueh aspects
support IS project managers in making suggestions about how to appropriately
respond tosuch a challenge according to each organisation’s type. Regarding
the parties involved in a project (i.e. the customer and tneslopers),
evidence in this respect pointed out the expected role of théses,aand
clarified that no one is totally to blame for the possible ptophallenges. At
the same time, reviewing and refining requirement documentsuisakr
because it represents a vital reference for all actoriserevent of challenges
they might face. Therefore, suggestions and recommendationsdl&n the
research’s findings, introduce valuable insights with regard to practice when it

comes to managing a project, or dealing with its challenges.

This research contributed to various aspects of the current literatur
One of these aspects is considering the identified gap in thprdofect
escalation literature by addressing the impact of the custaiven that this
impact has been ignored by the majority of previous researgthdfmore,
this research has supported and complemented a number of other saiif res
found in the literature. In particular, this confirmation haer achieved by
using a new perspective and setting, and by undertaking the empiridglistu
Saudi Arabia. Thus, this research should suit and accompany other siualies
wider range of contexts. Another point is that this research provides further
clarification and altered views with respect to the phenomenon pfdfect
escalation using the Extend Agency Theory and Attribution Theory. In

addition, the analysis reveals links between the links betweeradtas,
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reasons behind unclear ideas, and reasons behind project escalation (
relationship between variables). Moreover, the developed Pragsalation
Framework exhibits multiple applications with respect to managingetisons
building up to, and resulting in, precise project outcomes (i.e. multiple

elements of the theory).

Additionally, this research introduced further insights with respect
knowledge transfer in the IS development literature, in termseoitifying a
number of relevant knowledge artefacts throughout the process of RE, in
addition to distinguishing their roles as various types of ahjéearning such
aspects has provided us with critical comprehension regarding the knowledge
transfer process, particularly in the field of managing infoilonasystems.
Furthermore, later analysis has revealed that such artéfagesimplications
that go beyond only being just a procedure to elicit requirements. The
‘inclusion’ or ‘omission’ of these artefacts, contributes to project success or
failure respectively. Accordingly, such understanding leads improvement
of IS development investigations in general, rather than enharRig

processes in particular.

In terms of the methodology employed, this research is among the few
that have used rigorous qualitative approach to address the challefhg
project escalation and incomplete knowledge transfer in IS development
projects generally. The adoption of an inductive approach, and thefuse o
general inductive strategy enabled an extensive investigatimhprovided an
in-depth degree of understanding about the phenomenon under consideration.
In addition, addressing the responses of two different groups using sem
structured interviews introduced a deeper comprehension and new insights.
Furthermore, applying a number of critical analysis techniquesetadmplex
set of raw data, provided rich and detailed findings and perceptions.
particular, this raw data is collected through using rigordhica protocols,
which it led to a rise in the likelihood of obtaining accurate and thorough
feedback. In addition, the use of database management sofiveaiMicrosoft
Office Access 2010), allowed the researcher to run a number of customize

data queries in order to obtain critical types of coding, idengfythe
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relationship between different themes, and producing a number dfedeta

analytical tables. This has led to the production of more accuraiéses

10.3 Limitations and Direction for Future Research

Despite the potential of the contributions identified by this mebea
there are number of limitations that need to be declared. Thysptbeide

several research and investigative opportunities for futucbest.

First, this research only took place in Saudi Arabia, and it wasted
according to the large size of IS development investmentla®istudies could

be applied in other countries around the world.

Second, from the beginning, this research had an exploratory nature.
Additionally, its findings were generally inducted from the emplrgvidence
through the qualitative analysis. These findings need to examirevalidity
in order to generalise them. Hence, to achieve this, it igesbed to perform a
deductive research, which employs a quantitative method (e.g. aneyti
across the entire population of both the governmental and prigaters in
Saudi Arabia.

Third, this research used convenience and snowball sampling
techniques as it was useful alternative option to perform datactiolie Such a
technique was quite useful in terms of conducting a number of ietenand
identifying various opinions and perceptions as declared by thevieveres
themselves (i.e. the IS project managers and the cusforrethis respect, it
could be argued that using the interviewing method seems effdotisapture
many of the elements and to clarify specific points whichenaal the larger
context of data, although, such a method is dependent on the intertieige
honest in terms of providing correct and elaborate replies. This rtrespss a
risk that the interviewee’s answers are not that accurate due to a feeling of

nervousness or responsible, or due to unconsciously forgetting.

Actually as these interviews were conducted individually, this might

have given the interviewees a chance to present self-sdrdngattitudes, in
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that there is no one to argue with their statements regartliesaccuracy of
such statements. On this ground, Myers and Newman (2007, p. 2) editices
“very artificial situation” of interviewing sessions. This is because during
interview, the interviewee responds to a stranger’s questions by answering or
maybe creating an answer under time pressure. Thus, recommendations
future research include perhaps carrying out a longitudinal study which
considers using observational methods, so the researcher dabetas/iour

and witness the interaction between the different actors as dheur
throughout the different project stages. Such future study maygstren the

robustness of IS project research with respect to the findingssatesearch.

Fourth, this research took the consideration of IS project maager
customers in terms of their perceptions and opinions. The fingiregented
other involved actors, like IS development higher management, gpéoph
the security and quality assurance departments, and out-sourdileg.pEhus,
this research might be extended to count the response of theseadtors in
terms of considering their feedback and responses in respect toatlenges
of IS project escalation and unclear ideas. Additionally, shisuld give a
chance to defend their position in respect to what has beemnmehagainst
them, as a result, this should provide a balanced awareness, aidtear

understanding in respect to research interest.

Fifth, as a result of adopting and employing the suggested tluadbreti
framework this research started with, which was inspired by thvepoiat of
the extended agency theory, the findings mainly contribute to twdsfiel
namely project escalation and knowledge transfer within the practid®
development. Thus, it is suggested for future research to eongidse
findings, and then extend the investigation of each field separates seems
to provide a more concentrated insight and focused understanding witbtrespe

to each field.
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10.4 Research Conclusions

When considering the limitation in the current empirical stuthes
ignored the impact of the customer (agent) in terms of the ipetancy to
transfer the knowledge to the developers (principal) which legrogect
escalation, this research has significantly added to the cuiterature of 1S
development. Moreover, the identified findings of this reseahave
contributed to both theory and practice in that industry. Most odi¢veloped
hypotheses and introduced relationships have been empirically conducted using

gualitative analysis.

Overall, from the theoretical perspective, it is significe consider the
impact of the customer on IS development projects, particuldrgn it comes
to knowledge transfer, as any challenge could be a potential riesiqmoject
escalation. Moreover, learning about successful method and yilegtihe
right role for the used tool and artefacts would help to clanédevelopment
and the form that knowledge takes during the transfer process. Consgquentl
this can improve the knowledge transfer process outcome by providing the

right response each actor can make at different stages throtighguocess.

From the practical perspective, this research provides a nuaiber
serious awareness and useful suggestions which reflect the pemedyeid by
a number of IS project managers and customers from reahgdiécations.
Thus, by considering learning from such rich experience in teframploying
the pointed advantages, and avoiding the figured drawbacks would positively
reflect on the practice. This includes managing and dealing witthealges of
IS development projects and RE process.

Finally, it is arguable that the research’s findings meaningfully
contribute to the theoretical understanding and how they directlyctngra
practical values. The author hopes this research affords a reasonable foundation
and inspires further fruitful studies to investigate deeper timt interesting

and growing research topic.
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10.5 Conclusion

This chapter has discussed the contributions that this research’s
findings provide. Moreover, a number of practical and theoreatigalications
have been discussed in terms of the contribution to the field aéu8lopment
studies and practice. Some limitations and recommendations toe fwbrk

were then presented. Later, this chapter ended with thachsmmclusion.
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