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Abstract

The project area is not properly valued in many organizations because generally the company’s projects are spread across
several other areas. However, it is necessary to know how the projects and the project management provide the means for
organizations to achieve their goals. The goal of this study is to understand the influence of success and failure factors on
starting, developing and closing projects. Although many studies have explored success factors in projects, a few of them have
included the perception of formulation and classification of what really are a successful project and/or a failure project. This
paper considers the perception of success and failure by project managers through interviews and questionnaires made in
Brazilian companies. Firstly, a theoretical survey on this topic was performed. Secondly, qualitative analysis was applied to
group some important aspects of the interviews and questionnaires. Thirdly, the results of the answers were investigated
through statistical analysis to confirm the positioning of all the respondents. The analysis of the interviews might be used to
better understand the management perception about the determinant factors of success and failure of the companies surveyed
and a reflection of what happens in Brazilian IT industry.
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1. Introduction

The majority of articles about projects include factors of success and failure but only a few of them include the
perception of formulation and classification of what really is a successful project and/or a failed project. This
article presents what are the determinants of success and failures are and how they are ranked, related and graded in
the IT companies surveyed.

Analyzing these aspects enables there to be better knowledge of how project managers organize projects and the
influence of internal and external factors. The aim of this research is to investigate which factors has influence in
IT projects and also the relationship with the absence or presence of culture as an influencing factor.

There are some factors of projects such as there being an inadequate basis for the project, the wrong person as
project manager, talks inadequately defined, lack of technical project management and lack of commitment to the
project that contribute to the failure of projects (Munns & Bjeirmi, 1996). Other factors that can have an influence
on why a project fails are to do with time, cost, and customer satisfaction (Thomas & Fernandéz, 2008), and also
the management model (Haughey, 2010). To understand the perceptions of the factors of success and failure in
information technology projects, answers to questions about what influences the outcome of the project are needed.

It is widely known that the number of IT projects that fail is high. There have been many attempts to explain and
to determine what leads to this high number of failures and these include consideration being given to factors such
as time, quality and price, but it is noteworthy that cultural factors are being forgotten.

This work aims to observe which success and failure factors are most often cited by IT project managers, as well
evaluate their responses through a few sentences about behavioral attitudes in order to investigate its relationship
with the perceptions of stakeholders. The remainder of this paper is structured as follows: Section 2 shows the state
of the art of the researched subject, Section 3 explains the methodology of this research, Section 4 presents the
research and its analysis, and finally, Section 5 discusses the concluding remarks and future work.

2. State of the art and Related Work

In this section, will be described some previous works concerning the contributions through state of art of
project management and related work specifically in the area of information technology. To be accomplished, it
took a deep study and research in the IT projects area. The theoretical framework is based on national and
international articles, journals, books and several works done in the area of project management.

2.1. Determinants of success and failure in projects

As stated by (IPMA, 2006) in the IPMA Competence Baseline (ICB) a project is “a time and cost constrained
operation to realize a set of defined deliverables (with the scope to fulfill the project’s objectives) up to quality
standards and requirements”. And as reported by (Gustavsson & Zika-Victorsson, 2008) “the majority of real
projects are of a completely different character and organizations rarely run only one project at the time.
Organizations must have strategies, set for the projects which target satisfying stakeholders’ expectations.
Management’s role is mediate situations of conflict between all the stakeholders.

The project manager is “is not responsible for achieving the business benefits of the project, which accrue to and
are largely realized by the organization once the project is delivered” (IPMA, 2006). Effective management
requires the manager to have certain characteristics such as: Knowledge of project management (good performance
in terms of what he/she is able to perform while applying their knowledge); Attitude (sense of leadership and
guidance); Ability to achieve objectives and balance restrictions. To manage a project, certain requirements need to
be met that will result in effective implementation of the set of factors, methods, tools and techniques that the
manager has at hand. Therefore, in addition to implement the best practices in project management by using tools
and methods that are effective in helping to project management, it is also necessary that there be a concern with
the technologies to be employed, because the company that best combines the use of best technologies will
certainly develop better.
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The success of project management has often been associated with the final result of the project. The
management of a project and its success are not directly related (Munns & Bjeirmi, 1996). Thus, a project can be
successful even when managed badly and can fail even though it was well managed. Nevertheless, for some
researchers, management is the key to a successful project. According to (Haughey, 2010) it is necessary to
evaluate: behavior and technical skills, potential for leadership, personal strengths and weaknesses and experience,
factors that allow there to be a greater chance of better management.

Poor communication among stakeholders, managers and the project team causes a project serious problem since
the team comprises various professionals who interact for the benefit of all. Often, the language used by the people
who make up the IT field is so technical that the customer, for example, has difficulty in understanding the
information that the expert wants to convey to the consumer. The communication process widely used shows that a
failure at any point in the process causes a dysfunction which interrupts the way that the message is completed.
(Chiavenato, 2005) said that “communication is the process of transmitting information from one person to another
person then shared by both”.

The traditional view of how the success of a project is measured uses three criteria: time, budget and
requirements (Bakker, Boonstra & Wortmann, 2009). This structure, though criticized, is routinely used to
determine the success factors in information technology projects, as can be seen in Figure 1:
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Figure 1. Traditional view of success and failure in projects.

However, failures in information technology projects are constantly the subject of research, but the results are
always the same, which prompts questioning the depth of such analysis and the factors that are being evaluated to
be called into question. Few studies have evolved to find new insights about the factors that lead to the success or
failure of information technology projects, and there therefore remains the need to fill this gap.

With regard to success factors, (Cooke-Davies, 2002) lists twelve success factors of success that are
implemented by many national and multinational organizations. There are: Adequacy of company-wide education,
Maturity of an organization’s processes, Adequacy with which a visible risk register is maintained, Adequacy in
maintaining an up-to-date risk management plan, Adequacy of documentation of organizational responsibilities for
the project, Keeping the project as far as possible below a duration of 3 years, Allowing changes to the scope,
Maintaining the integrity of the performance measurement baseline, there being an effective benefits delivery and
management process, Portfolio and programme management practices, A suite of projects, a program and portfolio
metrics and An effective means of “learning from experience” on projects. However, as the (Cooke-Davies, 2002)
reports in his article, the human factor is omitted as a determinant of the extent of project success. This omission is
justified by two reasons: the research was focused on what people do and not the quality of their interactions and
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decision-making and secondly, because there was no separation of human factors and process factors, the human
factor is therefore implicit. And as reported by (Nahod, Vukomanovi¢ & Radujkovi¢, 2013) Cooke-Davies and
others researchers "investigated the factors of project success, success in project management and factors for
continual success of project realization, citing the omission of the human factor as the only possible omission in
their research".

According to (Repiso, Setchi & Salmeron 2007) to succeed in information technology project management,
certain peculiarities in existing IT projects need to be observed that make them different from other types of project
and increases the chance of failure. Over the years it has been recognized that project management is an effective
tool to deal with complex tasks such as those involving information technology projects, as these have evolved at a
rapid pace in recent years.

Organizational change is necessary when the organization needs a new direction. According to (Jung et al.,
2008) elements that make up the culture can have a significant effect on multinational companies when a new
management practice is implemented in a particular location. Management can influence many elements of
corporate culture; indeed all members of the organization exert some influence on the corporate culture (Mwaura,
Sutton & Roberts, 1998).

Globalization, as a phenomenon generated by integrating social, cultural, political and economic issues, is
present through the speed with which information is provided due to the emergence of new forms of
communication that allows anyone to have contact with people of different races, nationalities and ethnicities.
Projects and organizations are based and composed of people who need to communicate and understand each
other. Dealing with differences enables a professional to become more complete and the market increasingly
demands business to take place between countries. A multicultural team within an organization enables there to be
interaction, knowledge and understanding of the various behaviors and cultures of different groups and
nationalities. People must respect and know each other well if good commercial agreements are to be made.

Culture is identified as one of the areas wherein the main reasons for failure in projects is to be found, but there
are those who discourage the relationship of the cultural dimension with success and failure in projects (Muriithi &
Crawford, 2003). (Fishman & Kavanaugh, 1989) suggest that the culture of an organization and how people react
to change and innovation is based substantially on the behavior of the leader. Therefore, a relationship is perceived
between culture, manager and his management and the factors that lead to failure or success in projects. Studying
this relationship can provide more evidence of causes of faults in the project; however it is important to have data
to prove this assumption.

3. Methodology

The method applied in this research is that of an exploratory survey, using qualitative analyzes from interviews
and questionnaires with project managers of information technology companies. The sampling is non-probabilistic
intentional, which means the researcher chooses certain types of elements to belong to the sample. In this case,
these are the people directly related to the company’s information technology projects. The criterion used was to
find businesses in the area of management of IT projects that need to be better structured, organized and
developed.

The research methodology was partially based on an exploratory study regarding perceptions of project success
and failure, involving different countries (Ojiako, 2012). The first step taken in this article was to explore the
results for Brazil.

First, interviews were held with project managers from ten information technology companies in Brazil; a
primarily qualitative research was used, through observations in loco, in order to get insights about managers’
perceptions. There were 10 interviews. The second stage of our study was based on a questionnaire applied in 33
information technology companies, during the second half of 2010, to understand some cultural contexts which
may be related to the interview.

The study included visits and interviews, consisting of open questions that allowed the respondent to build
his/her answer freely, while the data analysis made a comparison between the responses at interviews and some
statements from the questionnaires, for which a Likert scale was used and which had values of 1 to 5 that
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represent: 1 — Strongly Agree, 2 — Slightly Agree, 3 - Neither agree nor disagree, 4 - Slightly Disagree and 5 —
Strongly Disagree. The data analysis was developed using tools of statistical methods and Statistica and NVIVO
software.

The first phase of the study, the interviews, bring a better understanding of how success and failure factors in
projects are ascertained and the relation with taking risks, the company rules, company norms and the achievement
of objectives; How is success/failure in projects classified and the connection with who the manager is who takes
the decisions; And if there are differences of opinion and perceptions among stakeholders, what portrays the
process of conflict management, the participation in company decision-making, flexibility during negotiations and
cooperation and disagreement with the other stakeholders.

4. Data Analysis

This research took place in information technology companies where people directly related to the company's
projects, such as project managers, responded to the questionnaires. In the following sections, a descriptive
analysis of the data collected from these companies is given. Thereafter, how the interviews were analyzed will be
explained. The data analysis uses statistical methods and Statistica and NVIVO software to understand the
relationship between the answers of the ten interviews.

Then, figures compiled by NVIVO software and adapted by the author for better preview of the questions and
answers will be given. Figure 2 presents the relationship of the most important success factors of the project
according to the companies interviewed. Each respondent mentioned the factors that they think are relevant for
success in projects. As reported by the interviewees, the factors most remembered as determinants of success are
complying with the requirements of the schedule, cost, quality and scope. The second factor most remembered is
the team, working with a strong team that cooperates with each other determines success and the third factor is
customer satisfaction, it being necessary to satisfy their needs and seek their feedback for the organization. These
three factors can determine the success or failure of a project.

Client

Scope

Figure 2. Circle graph of the success factors.
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As can be seen in Table 1, most respondents said that non-fulfillment of the success factors determines failure in
projects; in other words, the relationship between the factors of failure are inversely proportional to those that
determine success.

Table 1. Evaluation of interviews regarding failure factors.

Factors that most define failure Percentage

The relationship between the factors of failure are inversely proportional to those that 50 %
determine success

Team (cooperation, communication, expertise) 30%

Customers’ satisfaction 20%

How success and failure factors in projects are ascertained reveals that there is a relationship between
determinants of success and failure in projects and individual or organizational factors. On analyzing the attitude
survey, the authors note that most people define success and failure factors in accordance with the same behavior,
as regards the affirmative ones: Enjoy taking risks, Company rules are always to be followed, it is important that
people conform to company norms in order to reach company goals and People will achieve organizational goals
without being pushed.

Figure 3 shows the scale of agreement and disagreement concerning the affirmatives of the attitude survey. The
majority strongly agrees and slightly agrees enjoy taking risks, comply with the company rules and norms and they
have divided opinions about the pressure to achieve organizational goals. This type of attitude shows the
conservative behavior that implies they make judgments by using the most conservative factors of success (the
requirements of schedule, cost, quality and scope) and failure (non-fulfillment of the success factors determines
failure in projects).

People achieve gols without
punthment

Tcanachieve anythingl set outto
achieve B Strongly Disagree
m Slightly Disagree

Company mlesmustbe followed Neither Agree nor Disagree

B Slightly Agree

Tenjoytakmgnsks B Strongly Agree
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COmMpAany nomms
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=
i
[y
=

15 20 25

Figure 3. Scale of agreement and disagreement
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Regarding how respondents classify success/failure in projects, note that the classification of which stage of
project life cycle contributes to the understanding of success or failure in projects. Table 2 shows the classification
of success and failure in projects. Notice that 60% of the respondents classified success and failure into three
levels; 20% of the respondents classified them in two levels; and 20% in four levels. For the interviewees, the
absence or presences of factors are responsible for this classification: extremely successful, a success, failure and a
total failure.

Table 2. The classification of success and failure in projects

Classification Rating of Success and Failure Percentage
Two Levels Success and Failure 20%
Three Levels Extremely Successful; Successful; Total Failure 60%
Four levels Extremely Successful; Successful; Failure; Total Failure 20%

Relating the classification of success and failure in projects and the affirmatives about the person who manages
and takes the decisions, the majority of interviewees strongly agree and slightly agree that all the employees should
participate in the decision making process and not just the project managers and also that they must be qualified for
the job and not because of their length of service but on account of their specialization. Maybe this explains the
differences in the classification of success and failure because there is no standardization of rating just as there is
no standardization about who manages and takes decisions on how project success and failure are graded.

25
20
15
m Strongly Agree
B Slightly Agree
10
Neitther Agree nor Disagree
m Slightly Disagree
5
B Strongly Disagree
. L

Employees Managersmust Managersmust  Managers

should beanexperts m makeall selected by
participate m their field decisions senionty
decisions

Figure 4. Scale of agreement and disagreement

Following interviews about how project managers classify success/failure in projects, we explore if there are
differences of opinion and perception from stakeholders and the relation between how the company takes decisions
and manages their conflicts and perceptions among stakeholders. The interviews showed that all of the respondents
confirm that different stakeholders form different perceptions, and, everyone has moments of conflict with others
involved in the project.
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Negotiation is always used to try to manage this type of scenario. It was observed that lack of communication is
the main factor remembered as a determinant of failure in IT projects. The formalization of procedures and clarity
of communications goals is something deficient in this type of company, and the form of communication that
projects require needs to be revised so that everyone in the organization understands its real intention. Notice that
in Figure 5 the majority of the interviewees strongly agrees and slightly agrees that cooperation is important for
group harmony; disagreement is necessary to question changes; organizational conflict can be healthy if it build
new ways of working; flexibility during negotiations is necessary to give opportunities to everyone; there must be
trust in and cooperation with other stakeholders.

The research validates the previous affirmation when it concluded that the company has the power to manage
stakeholders’ conflicts, and that when organizations do not give an opportunity to all stakeholders to voice their
views, this result in stakeholders having different perceptions for each activity, project, and business. How the
company manages its decision making process impacts how stakeholders contribute to facilitating the working
process.

Itmst and cooperate with others

Itis mportant to be flexible
during negotiations m Strongly Disagree

m Slightly Disagree

Organizationalconflict is healthy Neither Agree nor Disagree

B Slhightly Agree

It 5 alright foremploveesto )

disagree with bosses B Strongly Agree

I cooperate toprom ote group
harmony

0 5 10 15 20

[
L

Figure 5. Scale of agreement and disagreement
5. Conclusion

This research, which was conducted on information technology organizations active in Brazil, concluded that
internal and external factors interfere in a project, but only direct factors were pointed out by the respondents as
research question 1 and 2 show. The project manager’s behavior, in this sample, was still conservative, and he
chose trivial factors such as schedule, cost, quality and scope as the most important ones to achieve a successful
project and non-fulfillment of the success factors as determining failure in projects. As to the understanding of
success or failure in projects, it was seen that this is not well formed. This shows that there is knowledge but not
standardization.

The most remarkable result to emerge from the data is that there was a disregard of cultural factors as the main
agent influencing the success or failure of IT projects, which partially explains why lack of communication has
been considered as a determinant factor in the failure of IT projects, because communication is linked to how the
organization interacts and how the organizational culture of the company is established. However, in all of the
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companies interviewed, the human factor wasn’t clearly considered through the cultural aspect as a determinant of
success and failure.

There is a search for cooperation, flexibility and confidence intuitively by those involved in the process.
However, according to the interviewees, there is dissatisfaction with the decision-making process and the authority
function. Sometimes clients do not know what they want to and the project manager is not prepared to understand
this client and get the organization to seek to do so. So, is not possible that project managers reflect on new factors
that would help to improve projects and relationships.

Moreover, another important result of the study is that because of bad communication, stakeholders’
perceptions are divergent and this results in a long process of decision making which involves the attempt to
satisfy the consumer. What determines success and failure is different in each organization. Managing conflicts is
an important area within companies and should be taken seriously, as seen on validation of research question 3.

It is recommended that future research should validate hypotheses in a representative sample of information
technology companies. But this small sample managed to achieve the proposed goals, despite some limitations of
time, distance and access to respondents.
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