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ABSTRACT 

 

No organisation has an endless and unlimited supply of money, especially in a recessive 

economy, and therefore decisions have to be made as to which areas an organisation will 

invest in.  As organisations, such as YZ1 financial services organisation, are focused on seeing 

returns on investment (ROI), implementing software that is not being used will not render any 

benefits to the organisation. 

 

Research problem: Project Managers (PMs) in YZ organisation’s IT department need to 

perform mandated processes, as defined in their centralised repository. PMs need to use 

Financial and Planning Software (FPS)2 software to perform certain project management 

activities, as required by their job function. However, it was found that MPP3 software, 

another tool, was used for more detailed project schedules, as well as activities that were not 

strictly enforced by management, the Project Office or the Quality Assurance team.  

Therefore, from this discovery, it was not clear whether the intended benefit of implementing 

this mandatory software (FPS) was being realised – since implementing software that is not 

being utilised fully would not deliver the intended benefits to the IT department (Devaraj & 

Kohli 2003), even if the software is termed ‘mandatory’.  

 

Objective: The primary objective of this research was to explore and optimise the key success 

factors for an effective implementation of mandatory software in a department, in order to 

derive the intended business benefits. 

 

Literature Review: Literature was reviewed in the search for models or theories that explore 

the relationship between the use of mandatory software and the achievement of business 

benefits. The Information Management Body of Knowledge (IMBOK) was selected as this 

framework defines the relationship between IT and the realisation of business benefits, and 

ultimately the achievement of any business strategy.  

 

The literature review focused predominantly on the level of user involvement, change 

management, as well as factors that influence the usage of mandatory software by individuals. 

                                                 
1 The name of the organisation utilised has been changed. Refer to Ethical Consideration 
2 The name of the tools utilised has been changed. Refer to Ethical Consideration and list of acronyms 
3 The name of the tools utilised has been changed. Refer to Ethical Consideration and list of acronyms 
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Focus was given to organisational factors affecting usage, such as top management support 

and organisational processes. A model was compiled using unique constructs in the 

Technology Acceptance Model (and TAM2), the Motivational Model (MM) and the Model of 

PC Utilisation (MPCU) – in order to test user acceptance of mandatory software.  

 

The literature study concludes with a review of an approach to benefits management including 

five stages, namely: identifying and structuring benefits, planning for the realisation of 

benefits, executing the plan, in addition to the evaluation and the review. 

 

Research design and methodology:  A case study was used in this research, as it examined 

the phenomenon in its natural setting, employing multiple methods of data collection to gather 

information from a few entities (groups and data sources). In this way, it was not limited to 

only qualitative or quantitative approaches, but utilised mixed methods instead. A mixed 

methods approach was used in order to elaborate, enhance and clarify the results from the 

qualitative research through the results of the quantitative analysis.  

 

Findings: The main finding, based on the compilation of three models of user acceptance, 

proved that FPS was not being utilised as intended. There was also no evidence of an 

improvement in business operations. Therefore, benefits management was negatively 

impacted. Organisational processes were identified as the most important organisational 

factor, influencing the usage of FPS software. Own technological capability was considered to 

be the least important factor, as respondents believed that they had sufficient IT skills in order 

to learn how to use FPS software.  

 

Change management was rated negatively; and as a result, it impacted the usage of FPS, as 

users were not involved in the decision to implement, and had limited interaction in the 

implementation process. In addition, there was no evidence found that benefits management 

was conducted in the IT department; and therefore, the impact of using alternative software 

could not be quantitatively assessed. 

 

Recommendations: In concluding this research, it is recommended that the “best practice”, 

derived from the pertinent literate should be followed more diligently if YZ organisation is to 

benefit from the implementation of mandatory software.  For example, in this research, it was 

found that top management’s support of FPS (second most important organisational factor 
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influencing use) was lacking, despite the literature suggestion that senior management 

involvement in changing technology is crucial for organisational commitment.  

 

It is suggested that a more formal approach to benefits management should be implemented. It 

is also recommended that further study should be conducted – in order to explore the 

applicability of the Japanese framing (achieving benefits from IT software through the 

concept of strategic instinct, rather than strategic alignment) in the context of a developing 

country (such as South Africa).   
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CHAPTER 1 

 

1 NATURE AND SCOPE OF THE STUDY 

1.1 BACKGROUND 

The Financial Services industry in South Africa is subject to legislation and government 

regulation, such as the Financial Advisory Intermediary Services Act and the Financial 

Services Board Act, (Act 97 of 1990). These conditions affect the environment in which 

organisations operate. One of the organisations operating in this environment is the YZ4 

organisation. YZ is the most well-established financial services provider in Southern Africa, 

with a prominent position in the industry that is reflected in a strong operating performance 

across all businesses.  

 

The organisation has a strong financial flexibility with demonstrated access to international 

capital markets and a diversity of business interests. This diversity of business interests is 

facilitated through partnerships with other organisations. The Information Technology (IT) 

department in YZ organisation plays a key role in establishing these partnerships; and this 

enables the organisation to offer a variety of financial products and services. These span 

investment, life assurance, asset management, banking, healthcare and general insurance with 

a client base comprising of individuals, businesses, corporates and institutions. Product and 

service solutions take into account what clients need and deliver these needs through 

collective skills, years of experience and value-driven people.  

 

This comprehensive business model does not come without some challenges, especially in the 

IT department. One of these challenges includes an increased pressure on organisations to 

decrease their costs (for example, the cost per insurance policy) and to increase their 

profitability (net Client Cash Flow). YZ’s strategy is to reduce IT spending and to improve 

performance -- particularly in today’s recessive economic environment, where disposable 

income is declining, and as a result purchases of YZ’s products are affected.  

 

When individuals purchase fewer products, it means that YZ organisation’s income decreases; 

and this places additional pressure on profitability targets. On account of this pressure, the YZ 

                                                 
4 The name of the organisation and tools utilised has been changed. Refer to Ethical Consideration 
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organisation places its emphasis on decreasing costs in each business unit, especially in the IT 

department. This currently adds the biggest percentage cost to the cost per policy figure and is 

the most expensive of all operational units. 

 

Hence, decreasing costs in the IT department has become a strategic initiative due to its 

impact on the cost and profitability of YZ organisation as a whole. In summary, decreased IT 

costs would lower the cost per policy (for example, insurance and risk policies) and increase 

the profitability, provided the prices of YZ’s products remained unchanged.  

 

One way of decreasing costs is for organisations to invest resources in implementing 

information technology – in the hope that these investments would result in increased 

productivity for employees and would accrue substantial direct or indirect benefits for the 

organisation (Jain and Kanungo, 2005).  

 

A direct benefit would result if cost per policy was lower, while profitability remained the 

same; then the products would become more affordable to more people; and this could result 

in more sales and an increased market share. This is directly related to YZ’s strategic 

objective of becoming the leading financial services organisation. 

 

An assumed direct benefit of implementing software in YZ’s IT department would be to 

ensure delivery to its clients, together with the business units within the organisation, within a 

specified cost, schedule and level of quality. Based on a preliminary investigation, if costs are 

not within budget and the additional spending cannot be recovered from clients, then any 

overspending would lead to IT department losses. In addition, not delivering within the 

specified time would also lead to IT department losses, as the cost of time and material can be 

substantial.  

 

It is believed by clients and Management at YZ organisation that when the IT department 

delivers poor quality systems, it leads to incidents and production downtime that affect 

Service Level Agreements (SLAs) – and ultimately costs too.  

 

To manage the spending on cost, schedule and quality for projects, a decision to purchase 

*Financial and Planning Software (FPS) was made by an executive member. FPS’ 

functionality is available for perusal in Appendix 1a. The information has been obtained 
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directly, without any amendment – except for the name change, from the FPS website. 

Because of ethical considerations connected to this research, references for the website will 

not be included.  

 

After implementation, FPS was then mandated for use by Project Managers (PMs) by 

implementing IT governance, via IT policies and processes, to enforce its usage.  

YZ’s IT department defines policies and processes, in a central repository to which PMs have 

to adhere, with the aim of ensuring efficient and quality project management deliverables. 

These processes are based on the Project Management Body of Knowledge, PMBOK, and 

include the following phases:  

 Initiating – projects need to provide a signed project contract so that they can obtain a 

project ID in FPS and these projects are linked to high level plans to ensure strategic 

alignment; 

 Planning – projects should have detailed schedules to ensure that delivery can be 

adequately tracked. This leads to improved project delivery, as any project delays can 

then be immediately noticed and addressed; 

 Controlling – detailed project schedules shows actual vs. planned effort, as actual time 

spent on activities and tasks will be captured in FPS; 

 Executing – resources book time against activities and tasks (which management 

needs to approve); and these costs are tracked for financials purposes; and 

 Closing – project review reports need to be provided to the Project Office so that the 

FPS project IDs can be closed and the client billed. 

 

This IT governance is implemented via a top-down approach – in order to manage project 

costs, quality and schedules – with the ultimate objective of lowering the IT department’s 

costs, and hence the organisation’s costs.  

 

However, this cost-reduction strategy will only be successful if the governance is effectively 

applied and enforced. Adherence to these processes is enforced by the Quality Assurance 

(QA) team whose job it is to verify that work products, as defined in the centralised 

repository,  

 Actually exist; 

 Have been peer-reviewed (to ensure content quality); and  
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 Have been approved by the necessary approvers.  

 

Without meeting the three criteria above, approval for projects to be promoted to the 

production environment, to be used and accessible to clients, is not given. Previously, the QA 

team extracted data from FPS to provide metrics on the amount of time spent on testing and 

ensuring content quality through peer and code review, but the data proved to be incorrect and 

invalid, as not all PMs were capturing time at such a granular level in FPS software.  

 

A preliminary investigation has shown that FPS functionality is not being used to its full 

extent, as additional MPP5 software is being used in addition to the FPS – in order to manage 

project schedules. MPP allows for projects to be broken down into activities and tasks; and it 

then then allows for resources to be assigned. It generates a Gantt chart that provides a 

graphical representation of the tasks and the activities; and they can be used to illustrate 

critical paths.  

 

A critical path is the series of tasks (or even a single task) that dictates the calculated starting 

date and end date of the project, taking into consideration the constraints of the preceding and 

successive tasks. A detailed description of the MPP functionality is provided in Appendix 1b. 

The information has been obtained directly from the MPP website, without any amendment, 

except for the name change. On account of ethical considerations for this research, references 

for the website will not be included here. 

 

Based on the information available in Appendix 1a and Appendix 1b, it would appear that 

FPS is well suited to align PMs to PMBOK processes, as it supports best practices. Both FPS 

and MPP allow for Project Management activities, but PMBOK alignment is not evident for 

MPP. In addition, it would appear that the FPS enterprise portfolio management will allow 

management to track projects and resources across the IT business with one single tool; and 

this should assist in managing IT finances, especially if the focus is on lowering IT costs. This 

would not be possible for MPP, as MPP does not allow for resources to allocate time worked 

against the tasks and activities for which they were assigned, unless the MPP enterprise 

project management tool is added. 

                                                 
5 The name of the actual software has been changed for (the previously mentioned) ethical reasons. Also, please 

see the “List of acronyms and abbreviations”.  
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In addition, the IT department’s profitability or loss is linked to the productivity of its 

resources, as clients are invoiced for time worked (time multiplied by a resource rate) on 

projects, delivered by the IT department, for the business. It is therefore important that the 

implemented FPS system be used as intended, in order to produce the intended business 

benefits. That would assume that PMs have a choice as to whether they want to utilise FPS or 

not. However, FPS is used in a mandated environment, where the use of FPS is required for 

the job performed by PMs, especially for functions such as time capturing and financial 

reporting. 

 

1.2 THE PROBLEM 

PMs need to perform the mandated processes, as defined in the centralised repository; and 

additionally, they need to use the tool specified to perform certain project-management 

activities, such as, for example, using FPS to log projects, capture time and extract financial 

reporting.  

 

It was discovered that some PMs in this organisation interchangeably use FPS and MPP, 

placing only the required high level project schedules in FPS (this is a requirement according 

to the defined process and is checked by the Project Office); and they then use MPP for more 

detailed project schedules, as well as activities not strictly enforced by management, the 

Project Office or QA. MMP was also utilised for activities, such as assigning resources to 

specific tasks at a granular level, whereas FPS allows for these resources to allocate actual 

hours worked to a high level activity.  

 

As a consequence, PMs are potentially duplicating effort and wasting time, as project 

schedules would need to be updated in both FPS and MPP when changes occur. As time 

utilised needs to be billed to clients and affects the overall project costs, using FPS and MPP 

would not be aligned to the IT department’s interests and YZ organisation’s objective of 

lowering IT costs.  

 

As FPS was implemented via a top-down approach, and it is furthermore unclear whether 

PMs actually utilise the functionality provided by FPS software or whether they understand 

how to use the software in the best manner, or are simply refusing to do so because they may 
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not have been sufficiently involved in implementation – or whether this resistance is due to 

the fact that the implementation has not been adequately changed managed.  

 

Consequently, from this discovery, it was not clear whether the intended benefits of 

implementing this mandatory software (FPS) was being realised, since implementing software 

that is not being utilised fully would not deliver the intended benefits to the IT department 

(Devaraj & Kohli 2003).  

 

1.3 RESEARCH QUESTION AND SUB-QUESTIONS 

In order to address the identified problem, the following research questions were formulated:  

 

Does the implementation and use of mandatory software derive the intended business benefit 

for the IT department? If not, what would be the optimal way to derive benefits from the use 

of the mandatory software? 

 

In order to answer these questions comprehensively the following sub-questions needed to be 

answered as well: 

 Which factors were considered necessary to successfully implement mandatory 

software into a department in order to derive the intended business benefit? 

o What is the level of involvement from the intended user group in the decision 

to implement mandatory software? 

o Was the implementation of FPS adequately change-managed? 

 Which factors influence the usage of mandatory software by individuals? 

o Which organisational factors influence the acceptance of mandatory software? 

o Which factors influence the acceptance of mandatory software by individual 

users?  

 What are the impacts of using alternatives to mandatory software on expected business 

benefits? 
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1.4 RESEARCH OBJECTIVES 

In order to address the identified problem by answering the defined question, the following 

objectives of this research were established: 

 To explore and determine the factors considered necessary to ensure the successful 

implementation of mandatory software into a department – in order to derive the 

intended business benefit: 

o To explore and determine the level of involvement from the intended user 

group in the implementation of mandatory software; 

o To explore and determine whether the implementation of FPS was adequately 

change- managed; 

 To understand and determine the factors influencing the individual usage of 

mandatory software: 

o To describe which organisational factors influence the acceptance of 

mandatory software; 

o To explore and determine the factors that influence the acceptance of 

mandatory software by individual users; 

 To understand the IT department’s approach to measuring business benefits related to 

the use of mandatory software and the impact when alternatives to FPS are being 

utilised; and 

 To suggest possible solutions that are required to optimize factors that lead to business 

benefit realisation when utilising mandatory software, i.e. to suggest a possible way to 

effectively use a mandatory PM software application.  

 

1.5 OUTLINE OF THE LITERATURE REVIEW 

In order to assist in answering the main research question, the literature review was structured 

in such a way that it followed the logic of answering the identified sub-questions. Thus, the 

literature review explored in this thesis provides insights into the problems senior executives 

have with IT, namely: that the payoffs from IT investments are inadequate.  

 

In order to understand the relationship between the use of software and the achievement of 

business benefits, it was necessary to review literature in search for models or theories that 
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explore this relationship. That search has returned a number of results, including the benefits- 

realisation capability model (Ashurst et al., 2008), Jacob’s ladder (Bytheway, 2003) and 

Zachman’s framework (1987).  However, Jacob’s ladder was expanded by Bytheway (2004) 

in the Information Body of Knowledge.  

 

Consequently, it appeared that the Information Management Body of Knowledge (IMBOK) 

was sufficient for this study, as this framework defines the relationship between IT and the 

realisation of business benefits, and ultimately the achievement of business strategy.  

 

The study continues by describing factors that should be considered when implementing 

mandatory software into a department – in order to derive the intended business benefit – 

focusing specifically on the level of user involvement and the change management process 

when comparing the three models for emergent change.  

 

It explores those factors that influence the usage of mandatory software by individuals, with 

the focus on organisational factors, such as top management support and organisational 

processes. It identifies seven models and theories for the individual acceptance of information 

systems (technological and human components that work together to produce services that an 

organisation needs) including the Technology Acceptance Model (and TAM2), the 

Motivational Model (MM) and the Model of PC Utilisation (MPCU).  

 

Some useful concepts are discussed, such as the differences between a volitional and a 

mandatory-use environment and whether IS, mandatory or not, can succeed in delivering 

business benefits if the IS has improved business processes which could bring about 

improvements in business operations. 

 

The literature review enables certain propositions to be formulated.  It is shown, for example, 

that if business change is not correctly managed, the realisation of business benefits will be 

negatively affected; and therefore, the method of implementing mandatory software, the level 

of user involvement and the change management approach when implementing FPS software 

was examined in this research – in order to explore the factors required to ensure the 

successful implementation of FPS into the IT department to derive the intended business 

benefits. 
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The literature study concludes with the review of an approach to the management of benefits,  

including the following five stages, namely: identifying and structuring benefits, planned 

realisation of benefits, executing the plan, the evaluation and the review. In order to answer 

the research question, the approach to business benefits was discussed with the target 

population in this research to determine whether this – or another logical approach – should 

have been applied. When found to be unsuitable, recommendations were made to address the 

problems found. 

 

1.6 RESEARCH METHODOLOGY 

A case has thus far been made for the need to determine whether implementing mandatory 

software derives the intended business benefits that the IT department had intended. Thus, the 

research design, which is a “blueprint or detailed plan for how a research study is to be 

conducted” (De Vos, 1998) was considered. Research approaches can broadly be categorized 

as quantitative or qualitative. Quantitative research incorporates facts to study the associations 

between different sets, while qualitative research deals with understanding perceptions 

(Myers, 1997).  

 

However, Schwandt (2000, 2006) argues that the differentiation between the types of research 

is simply a “paradigm war”, and that it is no longer useful, as he believes that all research is 

interpretive, and that there are a multiplicity of methods that are suitable for different types of 

insight.  

 

A case study,  the research method used in this research, examines a phenomenon in its 

natural setting, employing multiple methods of data collection to gather information from one 

or a few entities (people, groups, or organisations), and is thus not limited to qualitative or 

quantitative approaches alone, but can utilise mixed methods instead. Such a mixed method 

was used in this research.  This was due to the fact that the small sample in this research 

would not lead to conclusive results, but would rather be useful to complement the qualitative 

findings.  
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It was, consequently, considered appropriate to adopt a mixed methods approach, as this 

research elaborates, enhances and clarifies the results from the qualitative research through 

the results of the quantitative analysis.  

 

This study is exploratory in its nature, as the purpose of this research was to gain new insights 

and a better understanding of the use of the mandatory software, FPS, – in addition to the 

benefits derived from its usage – in a particular organisation. The explorative nature of this 

research is highlighted by the fact that one of the objectives of this research was to contribute 

to an understanding of the dynamic relationship between the utilisation of mandatory software 

and the realisation of benefits, especially when any alternatives to the mandatory software are 

being used.  

 

As a result, this phenomenon was examined in its natural setting, employing the following 

methods of data collection: 

 Semi-structured interviews with PMs, including the use of a survey; 

 An interview with management;  

 Observation of the FPS helpdesk; and 

 Data from QA. 

 

The survey was administered as a pilot study, to a representative sample of the desired 

universe – to highlight any inconsistencies and biases in the survey that could have affected 

the findings. This research used models (TAM2, MM and MPCU), as well as users (PM, FPS 

helpdesk and management) to implement triangulation – to ensure validity, as this showed 

that there is compatibility between the constructed realities in the minds of the respondents. 

These steps were used to produce an internally consistent set of items. 

 

1.6.1 Data gathering 

The data gathering process was undertaken by using the purified survey. PMs were identified 

from an email group list created by the FPS team, available in the organisation’s global 

address list (GAL). It was assumed that the list has been maintained since inception, and that 

it is therefore an accurate representation of all FPS users, since important information 

regarding FPS is sent via email to all the FPS users. 
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The population for this research was chosen from sources available in the organisation.  The 

sources used to compile a list of PMs to obtain primary data were as follows: 

 List of FPS users from the Global Address List (GAL); and 

 List of PMs from the QA team, as they engage with PMs for verification purposes. 

 

These lists were cross-checked to ensure accuracy. The GAL list contained users that were 

PMs, but had subsequently changed jobs. These individuals were no longer PMs, but were 

still users.  Given the limited number of PMs in the organisation, it was decided to include 

these individuals for purposive sampling, because of their level of experience and insight into 

the organisation. 

 

Data gathering was done by setting up interviews with PMs on the FPS list on the GAL. 

Meeting invitations were sent out via email, and when no response was received within a 

week, PMs were called and an alternative time was suggested and arranged. The view of 

respondents may have contained a measure of bias, since using FPS is required by the job 

function, and failure to use it may result in disciplinary action. 

 

1.6.2 Data analysis 

Quantitative research (descriptive statistics) was used as to expand the qualitative research 

(thematic content analysis) component – to thereby give a more holistic perspective, and to 

satisfy the stated research objectives.  

 

The thematic content analysis involved three steps: 

 The structure of the interview was focused on specific questions first, and introduced 

additional probing questions on an ad hoc basis as needed, to cover aspects not 

adequately addressed by the original general question, or to gain further insight into 

the comments provided.   

 The second step of the content analysis involved categorising the employees whose 

attitudes towards FPS usage were either clearly positive or clearly negative – with 

special attention being paid to the degree of sincerity, enthusiasm, and coherence that 

employees expressed when evaluating FPS, and to account for any possible social 

desirability bias. In cases where there was doubt, the employee was classified as 

moderate.  
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 The third step focused on employees with either a positive attitude or a negative 

attitude – instead of focusing on “the moderates”. This process allowed for a clear 

distinction between the factors associated with opposing attitudes toward the usage of 

FPS software. To best achieve this contrast, the content of each code was extracted, 

once for the "positives" and once for the "negatives." Within each of the "negative" 

and "positive" categories, redundancies were eliminated by merging perceptual 

elements (for example, views about FPS implementation), where the meanings were 

comparable or convergent. 

 

Organisational factors influencing usage and the impact on the realisation of business benefits  

were described; and then measured and analysed, via quantitative analysis, without the 

manipulation of treatments or subjects. The quantitative analysis used descriptive statistics 

that described the sample data obtained.  

 

The qualitative data of this research have supported the qualitative analysis. Descriptive 

statistics were preferred, in which the frequency, such as percentage and counts, was 

determined rather than the mean (for a normally distributed sample) or median (for a not 

normally distributed sample) value, due to the fact that the variables are predominantly 

ordinal. 

 

1.6.3 Conclusions and recommendations 

The results are presented in written, tabular and graphical form, and are discussed in terms of 

their correlation with the literature.  

 

The findings, presented in terms of the research objectives, enabled certain conclusions to be 

formulated regarding implementation and the use of mandatory software – in order to derive 

business benefits based on a case study from a South African financial services organisation.  

 

The main finding, based on the three models of user acceptance, proved that FPS is not being 

utilised as intended; therefore, benefits management was negatively impacted, as there was no 

improvement in business operations.  
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 The conclusion is followed by a discussion on the implications of the study, and the 

presentation of some recommendations for further research. 

 

1.7 THE SCOPE AND LIMITATIONS OF THE STUDY 

The research was geographically confined to a single financial services organisation in the 

Western Cape, with a head office in Cape Town. It was limited to the use of particular 

software, due to the resource and time constraints existing in this research. Although this 

study incorporates the latest findings from the pertinent literature (the selected period for the 

literature review is that prior to the first quarter of 2010, with the earliest reference being 

1989, the year in which the Technology Acceptance Model [TAM] was introduced). The 

empirical exploration of only one organisation inevitably limits any generalisation of this 

study’s findings.   

 

1.8 LAYOUT OF THE DISSERTATION 

In order to achieve the objectives of the research discussed above, the following chapters and 

content of this research are structured as follows: 

 

Chapter 2: THE LITERATURE REVIEW 

The literature review is directly linked to the structure of the research question and the sub- 

questions.  

 

The core fields of study included literature relating to: 

 Level of involvement from the intended user group in the implementation of the 

mandatory software; 

 Change management for the successful implementation of the mandatory software; 

 Organisational factors influencing the acceptance of the mandatory software by 

individuals; 

 Factors influencing the acceptance of the mandatory software by individuals; and  

 The impacts of using alternatives to the mandatory software on expected business 

benefits.  
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Further fields of study may be revealed by cross-references or citations.  These were followed 

up and studied for their relevance. The literature review related answers to the research sub-

questions; and ultimately, the main research question. It has also provided a theoretical 

foundation for the subsequent empirical research, i.e. for constructing the data collecting 

instrument (including the design of the interview questions). 

 

Chapter 3: RESEARCH DESIGN AND METHODOLOGY 

Reviewing the academic roots, a detailed plan describing the method in which the research 

was conducted, will be discussed. This explains the research approach, based on the 

application of the approach to answering the research question. It concludes with a description 

of the instrument to be used, focusing on content validity and reliability. 

 

Chapter 4: THE PROCESSING, ANALYSIS AND INTERPRETATION OF THE DATA 

This chapter presents the results of the empirical study, beginning with an analysis of the 

demographic control variables. This is followed by a qualitative thematic content analysis. It 

concludes with statistical analysis that includes the basic statistics and measures of central 

tendency.  

 

Chapter 5:.CONCLUSIONS AND RECOMMENDATIONS 

In this chapter, the empirical data are interpreted in the context of the study – ensuring that the 

objective of the research has been met.  It concludes with a discussion of the findings in the 

light of the research questions, and provides recommendations for the gaps that were 

identified. 

~~~~~ 

Chapter One has introduced the background and context of the research, as well as the 

primary and secondary research objectives, which were discussed. In addition, it provides 

insight into the concepts introduced, jargon, technical terminology and the fields of study 

explored. 

 

The chapter concluded with the layout of the dissertation, to provide a high level 

understanding of the subsequent chapters for clarity, and preventing any possible 

misunderstandings. 
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The literature review in the following section will provide background and insights into the 

research statement and permit an in-depth analysis. The literature review included: 

 A study of the relevant journals, books, newspapers, electronic publications, websites, 

and all other forms of published material; 

 The use of keyword searches in the full text academic research databases of Emerald, 

EBSCO Host and ScienceDirect; and 

 The application of web search engines, such as Google. 

  

 

 

 

 



P a g e  | 29 

CHAPTER 2 

 

2 THE LITERATURE REVIEW 

2.1 INTRODUCTION  

The following literature review assists in answering the main research question: Does the 

implementation and use of mandatory software derive the intended business benefit for the IT 

department? If not, what would be the optimal way to derive benefits from the use of the 

mandatory software? 

 

This was done through studying the relevant literature related to the research questions and 

sub-questions in order to answer them, at least partially. In order to do so, it was necessary to 

explore: 

 Factors considered to facilitate the successful implementation of mandatory software 

into a department in order to derive the intended business benefits: 

o Level of involvement from the intended user group in the implementation of 

the mandatory software; 

o Change management for the successful implementation of the mandatory 

software; 

o Measurement of business benefits. 

 Factors influencing individual the usage of the mandatory software: 

o Factors influencing the acceptance of the mandatory software by individual 

users; 

o Organisational factors influencing the acceptance of the mandatory software by 

individuals. 

 Impacts of using alternatives to the mandatory software on expected business benefits. 

 

The literature review related answers to the research sub-questions; and ultimately, to the 

main research question. It also provided a theoretical foundation for the subsequent empirical 

research, i.e. for constructing the data collecting instrument (including the design of the 

interview questions).        
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2.2 FACTORS CONSIDERED TO FACILITATE THE SUCCESSFUL 

IMPLEMENTATION OF THE MANDATORY SOFTWARE INTO A 

DEPARTMENT IN ORDER TO DERIVE THE INTENDED BUSINESS 

BENEFITS 

No organisation has an endless and unlimited supply of money, especially in a recessive 

economy. Consequently, decisions have to be made as to which areas the organisation will 

invest in.  According to Devaraj and Kohli (2003), investments in IT are seen as a way to 

improve the productivity, the profitability and the quality of operations as ways to outperform 

one’s competitors. This situation applies to the YZ organisation as well.  

 

In 1998, the USA Department of Commerce estimated that approximately 46% of all 

equipment spending in that country was for IT equipment and software, and that IT spending 

was expected to increase, even in a period of economic slowdown (Devaraj & Kohli, 2003). 

In 2011, the estimated total budget for the USA National Institute of Standards and 

Technology, which includes Industrial Technology Services, Scientific and Technical 

Research Services and Technology Innovation Programs, rose from an actual spending of 

$820m in 2009 to $862m in 2010 up to $922m in 2011 (Department of Commerce, 2011). So, 

the trend of an increased spending in IT has escalated since 1998.  

 

However, despite the understanding that investment in IT is necessary and is acquiring the 

necessary funding, it was found that if any group of senior executives in Europe or the USA 

were invited to a session on IT, they would typically identify five problem areas, namely: 

 IT investment is unrelated to business strategy; 

 Payoffs from IT investments are inadequate; 

 There’s too much ‘technology for technology’s sake’; 

 Relationships between IT specialists and IT users are poor; and  

 System designers are not considering users’ preferences and work habits (Bensaou 

and Earl, 1998). 

 

In 1998, these problems had been around for fifteen years; and thus based on this, have 

continued for another twelve years. As organisations are focused on seeing returns on their 

investments, any implemented software that is not being used would not – and could not – 

render any benefits to the organisation. This view is supported by Argawal (2000:85), who 
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states that: “Organisations (i.e., leaders and managers) make primary adoption decisions, yet 

it is individuals within the firm who are the ultimate users and consumers of IT. Thus, it is 

evident that true business value from any information technology would derive only through 

appropriate use by its target user group. In other words, systems that are not utilised will not 

deliver the returns anticipated by managers.” 

 

In order to understand the relationship between the use of software and the achievement of 

business benefits, it was considered necessary to review the relevant literature – in the search 

for models or theories that have already explored this relationship. That search has returned a 

number of results, including the benefits realisation capability model (Ashurst et al., 2008), 

Jacob’s ladder (Bytheway, 2003) and Zachman’s framework (1987). These frameworks 

highlight the relationships between the infrastructure and the business processes with the 

emphasis being placed on value-creation and value-realisation.  

 

However, Zachman’s framework contains thirty-six points of interaction, and was thus too 

complex and time-consuming for this research. Jacob’s ladder expresses the same concepts in 

a simpler manner; and this was expanded by Bytheway (2004) in the Information Body of 

Knowledge. In addition, the key areas identified in the benefits realisation capability model 

(Ashurst et al., 2008) such as, benefits planning, benefits delivery, benefits review and 

benefits exploitation, were very similar to the ones found in the Information Management 

Body of Knowledge.  

 

Therefore, it appeared that the Information Management Body of Knowledge (IMBOK) was 

adequate for this study, as this framework defines the relationship, described above, between 

IT and the realisation of business benefits, and ultimately, the achievement of a business 

strategy.  

 

In this regard, it is important to note that when using the IMBOK framework, the ‘business’, 

in the case of this research, refers to the IT department only, and not to the YZ organisation as 

a whole (Bytheway, 2004). 
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The structuring of benefits is based on a system of dependencies (of benefits upon new 

systems and of organisational strategy on the successful delivery of benefits) that closely align 

to the structure of the IMBOK.  

 

However, a survey into benefits management showed that less than 10% of organisations 

make a conscious effort to manage the intended delivery that is supposed to come from 

implementing software, and in a global study of 659 CEOs by the London School of 

Economics, only 25% expressed satisfaction with the performance of their IT investments 

(Compass Group, 1999).  

 

Unfortunately no further survey results were available to compare results and to assess 

whether any improvement has been made. Hence, this research will provide insight into a 

South African organisation’s benefits management. It can be used as a basis for further study. 

 

In addition, Bensaou and Earl (1998) noted that the Japanese and the West are different in the 

way in which they manage IT, but according to IMBOK, the term IS should rather be used as 

IT refers to the technological components only.  

 

One difference highlighted is the concept of strategic alignment, which arose in the West 

because many organisations were discovering that their software development did not support 

their business imperatives (Bensaou & Earl, 1998). In addition, development projects were 

given priority status, based on technical criteria rather than on how the technology would 

facilitate organisational objectives (“doing technology for technology’s sake”). In Japan, the 

organisation functions drive the IT investments; and hence, seeing business benefits is much 

clearer. 

 

The different approaches are highlighted in the table below:  
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Table 1: How Japanese and Western managers frame IT (IS) (Source: Bensaou & Earl, 1998) 

Issue  Western framing Japanese framing

How do we decide what 
information systems our 
business needs? 

Strategic alignment 
We develop IT strategy that 
aligns with our business 
strategy. 

Strategic instinct 
We let the basic way we compete, 
especially our operational goals, 
drive IT investments.  

How will we know whether 
IT investments are 
worthwhile? 

Value for money 
We adapt capital‐budgeting 
processes to manage and 
evaluate IT investments.  

Performance improvement 
We judge investments based on 
operational performance 
improvements.  

When we’re trying to 
improve a business process, 
how does technology fit 
into our thinking?  

Technology solutions 
We assume that technology 
offers the smartest, cheapest 
way to improve performance.  

Appropriate technology 
We identify a performance goal 
and then select a technology that 
helps us achieve it in a way that 
supports the people doing the 
work.  

How should IT users and IT 
specialists connect in our 
organisation? 

IS user relationships 
We teach specialists about 
business goals and develop 
technically adept, business 
savvy CIOs. 

Organisational bonding 
We encourage integration by 
rotating managers through the IT 
function, collocating the specialists 
and users, and giving IT oversight 
to executives who also oversee 
other functions.  

How do we design systems 
that improve organisational 
performance? 

Systems design 
We design the most 
technically elegant system 
possible and ask employees to 
adapt to it.  

Human design 
We design the system to make use 
of the tactic and explicit 
knowledge that employees already 
possess.  

 

The issues stated above are closely related to the five issues executives had with IT/IS 

investments, that IT was unrelated to business strategy (Bensaou and Earl, 1998), and should 

rather be aligned to IMBOK areas, such as business process and business strategy (Bytheway, 

2004). The YZ organisation closely aligns to ‘Western framing’, as this organisation has an IT 

strategy that aligns with its business strategy, and utilises IS to improve individual, and thus 

organisational performance, provided that users adapt to the change-management.  

 

If ‘Western framing’ proves to be ineffective in YZ organisation, ‘Japanese framing’ may be 

an alternative worth considering.  

 

2.2.1 LEVEL OF INVOLVEMENT FROM THE INTENDED USER GROUP IN THE 

IMPLEMENTATION OF THE MANDATORY SOFTWARE 

 

According to Zang et al. (2002), “User involvement refers to participation in the system 

development and implementation processes by representatives of the target-user groups. 

(Information) System implementation represents a threat to users’ perceptions of control over 
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their work and a period of transition occurs during which users must cope with the 

differences between the old and new work systems. User involvement is effective because it 

restores or enhances perceived control through participating in the whole project plan.”  

 

The definition of Zang et al. (2002) of user involvement was taken in the context of 

implementing Enterprise Resource Planning (ERP) systems. ERP is defined as 

“…configurable information systems packages that integrate information and information-

based processes within and across functional areas in an organisation” Kumar et al. (2003). 

ERP (information) systems are implemented in order to improve customer service, to 

facilitate better production scheduling, and to reduce manufacturing costs.  

 

ERP (information) systems include software which can be viewed as mandatory, as it is 

integrated across the organisation. Therefore, users do not have a choice as to whether they 

want to use the system or not, as in the case of FPS software. Therefore, ERP 

implementations were used as the basis for establishing the best practices for successfully 

implementing the mandatory software in areas such as user-involvement.  

 

Based on the implementation of the mandatory software, there are two areas for user 

involvement when an organisation decides to implement, namely: 

 User involvement in the stage of definition of the organisation’s mandatory software 

needs; and 

 User participation in the implementation of the mandatory software. 

 

The extent of user involvement in the implementation of a new system and the adaptation to 

technological change has been seen as one of the main reasons for the success or failure of IS 

adoption (Oudahi, 2008). According to Zang et al. (2002), organisations often do not 

recognise the importance of choosing the right internal employees with the right set of skills.  

This skill set includes not only being experts in the organisation’s processes, but also having 

an awareness of software applications in the industry.  

 

The view is that involving users in the stage of defining organisational information system 

needs can reduce their resistance to the potential mandatory software, since users may feel 

that they are the people who chose and made the decision themselves. This makes it easier in 

practice for them to actually implement such decisions.  
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Figure 4: Psychological mechanisms linking participation congruence to task productivity and end-user 

computing satisfaction (Source: Doll, 2002) 

Given the costs involved, user participation may be limited.  In this instance, users would not 

obtain participation congruence. They would not be participating as much as they would like.  

Participation congruence utilises value attainment (accomplishing their goals or attaining their 

values through participation), motivational (enhanced acceptance and commitment to 

decisions and changes) and cognitive (increased creativity and knowledge that improve design 

and system utilisation) mechanisms.  All of these factors ultimately reduce resistance and 

improve task productivity and user satisfaction (Doll, 2002).  

 

These factors will be covered in more detail in the following sections. 

   

2.2.2  CHANGE MANAGEMENT FOR THE SUCCESSFUL IMPLEMENTATION 

OF THE MANDATORY SOFTWARE 

 

As stated above, users need to be involved; and once software is implemented, users need to 

be introduced to changes that will come about as a result of this implementation. According to 

Ashurst et al. (2008), research over the past 20 years (e.g. Markus & Robey, 1998; Markus, 

2004) has confirmed that IT implementations, such as the implementation of ERP systems, 

are associated with very significant amounts of organisational change (for example, changes 

to processes, structure, culture and enterprise level performance). As a result, these changes 

need to be properly managed, as the impact can result in user resistance and system rejection 

(Ashurst et al., 2008). 

 

Change management has been defined as “the process of continually renewing an 

organisation’s direction, structure, and capabilities to serve the ever-changing needs of 

external and internal customers” (Moran & Brightman, 2001: 111).  

  

By (2005) compared three models for emergent change. Change that is unpredictable should 

not be perceived as a series of linear events within a given period of time, but as a continuous, 

open-ended process of adaptation to changing circumstances and conditions that develop 

through the relationship of a multitude of variables within an organisation. Apart from only 
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being a method of changing organisational practices and structures, change is also perceived 

as a process of learning.  
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Table 2: A comparison of the three models for emergent change (Source: By (2005) 

  Kanter et al’s Ten 
Commandments for 

executing change (1992) 

Kotter’s Eight‐Stage 
process for successful 

organisational 
transformation (1996) 

Luecke’s seven steps (2003)

 

1 

Analyse organisation and its 
need for change 

  Mobilize energy and 
commitment through joint 
identification of business 
problems and their solutions. 

2  Create a vision and a 
common direction 

Develop a vision and 
strategy 

Develop a shared vision of 
how to organise and manage 
for effectiveness 

3  Separate from the past     

4  Create a sense of urgency  Establish a sense of 
urgency 

 

5  Support a strong leader role  Create a guiding coalition  Identify leadership 

6  Line up political sponsorship     

7  Craft an implementation 
plan 

 Empowering broad‐      
based action  

 

8  Develop enabling structures  Communicating the 
change vision 

 

9  Communicate, involve 
people and be honest 

   

1

0 

Reinforce and 
institutionalize change 

Anchoring new 
approaches in the culture 

Institutionalize process 
through formal policies, 
systems and structures 

  Generating short term 
wins 

 

  Consolidating gains and 
producing more change 

 

    Focus on results, not activities 

    Start change at the periphery, 
then let it spread to other 
units without pushing it from 
the top 

    Monitor and adjust strategies 
in response to problems in 
the change process 

 

The comparisons between these models illustrate common key activities that should be 

included in change management, namely: creating a vision, establishing a sense of urgency, 

identifying leadership, communication and reinforcing the change. However, By (2005) 

concluded that there was not sufficient empirical evidence to support the view that any of 

these change management approaches delivers results; and that there is a need for new change 

management approaches. Consequently, the change management approach used by the IT 

department was examined as part of this research.  

 

One element that is noticeably missing from the three models above is the reaction of 

individuals to the change, as IT project teams generally focus on delivering a technical 
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solution and only worry about its organisational impacts once it is operational, rather than 

managing the organisational change as an integral part of the project (Ashurst et al., 2008).  

 

According to Craine (2007), when organisations choose to implement IT, they frequently 

overlook one influential factor: the emotional reactions of individuals when things change. 

Most individuals prefer things to be comfortable and familiar; and they like to feel capable 

and confident in their work. Change affects people's ability to feel comfortable, capable, and 

confident – due to the fact that they must learn new systems, work in new ways, and accept 

new responsibilities.  

 

Individuals facing change often go through a cycle of emotions similar to those experienced 

when faced with the death of a loved one. Understanding of the "grieving" process used by 

individuals to deal with change may make it possible to reduce some of the potentially 

damaging consequences, such as sabotage. "The change cycle" is a four-step cycle of 

emotions that individuals are likely to experience when faced with change (Crain, 2007). Any 

change, even positive change, results in a loss of something – tangible or intangible.  

 

Managers can alleviate the effects of reactive depression by recognising how change impacts 

an individual, and by understanding that all individuals will go through the change cycle at 

various rates, and that their reactions will be dynamic – rather than at a steady progression 

(Crain, 2007). 
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Table 3. Advice for managing the cycles of change (Source: Crain, 2007) 

Phase  Assist yourself Assist others

The Comfort zone  • Notice the situations in which you 
experience ease and comfort. 
• Notice the situations in which you 
experience stagnation and a lack of 
growth. 
• Create a development plan for the 
situations you want to change. 

• Encourage creativity and cross-
functional innovation. 
• Acknowledge, celebrate, and reward 
success. 
• Plan for future changes. 

The ‘No’ zone  • Identify the reality of the current 
circumstances. 
• Acknowledge the losses you are 
experiencing. 
• Identify your feelings about the 
situation. 
• Reframe "danger" into 

"opportunity." 

• Give information about the purpose 
for the change. 
• Provide a picture of the expected 
outcome. 
• Provide clear, specific expectations. 
• Provide a historical context. 
• Be there for others in small, 
supportive ways. 
• Listen to worries and fears. 

The Chasm  • Discover what you want for the 
future. 
• Get necessary information and 
support. 
• Don't let the naysayers drag you 
down. 

• Create "rites of passage." 
• Create temporary procedures 
• Create new ways for people to 
communicate and share information 
and feelings. 

The ‘Go’ zone • Take action on issues within your 
area of control 
• Let go of what you cannot control. 
• Visualize yourself (positively) in the 
new paradigm. 

• Clarity purpose and desired 
outcomes {again). 
• Involve the people affected by the 
change in planning and 
implementation. 
• Celebrate small successes; publicly 
recognize new ideas and how they 
have been implemented. 
• Provide on‐going feedback, training, 
and information. 

 

Rapid innovation in technology is enabling change to occur faster; and as a result, individuals 

are forced to face change at a faster pace. If the change is not successfully managed, it is 

likely that even the best technology strategies will be unsuccessful. This is because 

individuals tend to resist change, finding ways to sabotage efforts; alternatively, they become 

angry or withdrawn.  

 

Resistance to change often gives rise to a pattern of resistance that has become a norm in 

corporate culture. Since individuals automatically resist change, it is necessary to mitigate the 

negative effects of these reactions, while implementing changes in technology, processes, and 

workflow (Craine, 2007). 

 

Finding methods to bypass what is mandatory may be related to user resistance. This has been 

identified as a dominant reason for the failure of new implementations. The causes for user 
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resistance and its linkages to relevant constructs are listed in the table below (Kim & 

Kankanhallie, 2009). These constructs will be discussed in more detail in 2.3.2.  

 

Table 3: Mapping causes of user resistance and relevant technology constructs (Source: Kim & .Kankanhallie, 

2009) 

  Cognitive 
Misperception 

Rational Decision Making Psychological Commitment

Previous 
Research 

Loss Aversion  Net 
Benefits 

Transition 
Costs 

Uncertainty
Costs 

Sunk 
Costs 

Social 
Norms 

Control

DeSanctis and 
Courtney (1983) 

    Change in job 
content and 
relative 
power 

 

Hirshcheim and 
Newman (1988) 

Innate 
conservatism 

  Resource 
redistribution, 
poor technical 
quality 

Uncertainty   Lack of 
Management 
support 

Jiang et al. 
(2000) 

    Changes in 
job, loss of 
power and 
status 

Uncertainty  

Joshi (1991, 
2005) 

  Net inequity Decrease in 
outcomes 
(reduced 
power), 
increase in 
inputs (more 
effort) 

Increase in 
inputs (fear) 

Decrease in 
outcomes 
(loss of 
value of 
marketable 
skills) 

 

Keen (1981)    Greater 
costs than 
benefits 

 

Krowi (1993)      Perceived 
threats to job 
security and 
power 

Uncertainty   Lack of 
Management 
commitment 

Lapointe and 
Rivard (2005, 
2007) 

  Perceived 
threats 
(inequity) 

Perceived 
threats (loss 
of status and 
power) 

Perceived 
threats (fear) 

 

Marakas and 
Homick (1996) 

Rigidity (inflexible 
behaviour)  

  Resentment 
(fear) 

 

Markus (1983)  Inertia  Greater 
costs than 
benefits 

Loss of 
power, poor 
system 
quality 

 

Martinko et al. 
(1996) 

Attributional style  Outcome 
expectation 

Poor technical 
characteristics 

Coworker 
behaviour 

Efficacy 
expectation, 
lack of 
Management 
support 

Constructs from 
TAM/TPB/UTAUT 

  Attitude Effort 
expectancy, 
perceived 
ease of use 

Behavioural 
beliefs (but 
not yet 
included in 
models) 

Social 
influence, 
subjective 
norm 

Facilitating 
conditions, 
behavioural 
control 
beliefs 

 

The table above is based on the status quo bias theory that aims to explain people’s inclination 

to maintain their current status or situation, relating to the ‘comfort zone’ in the cycle of 
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change discussed above. The status quo bias is explained in terms of three main categories: (i) 

rational decision-making, (ii) cognitive misperceptions, and (iii) psychological commitment. 

 

Rational decision-making entails an evaluation of the relative costs and benefits of change 

(i.e., net benefits) before changing to a new alternative. A status quo bias would exist if the 

costs exceed the benefits. Two types of costs are considered from a rational decision-making 

viewpoint; and these are: transition costs and uncertainty costs. Transition costs are the costs 

incurred in adapting to the new situation; and these are further categorized into different sub-

types of transition costs. The subtypes include transient costs that happen during the change 

(including learning costs) and permanent costs (including loss of work due to the new IS) that 

are a result of the change.  

 

Uncertainty cost, represent the psychological uncertainty or perception of risk associated with 

the new alternative and can also cause status quo bias. This is due to users being anxious and 

unsure about the resulting changes when switching to a new IS, relating to the ‘No zone’ in 

the cycles of change. 

 

The cognitive misperception of loss aversion refers to a psychological principle that may be 

observed in human decision-making (Kahneman & Tversky, 1979). Even small losses in 

changing from the current situation could be perceived as larger than they actually are. The 

third category of status quo bias explanations is based on psychological commitment; and this 

includes three main controls (Samuelson & Zeckhauser, 1988). Sunk costs refer to previous 

commitments, which cause reluctance to switch to a new alternative.  

 

In the context of their study, these costs include skills related to the previous way of working, 

which would be lost as a result of switching to the new IS.  

 

Social norms refer to the norms prevailing in the work environment about the change, which 

can either reinforce or weaken an individual’s status quo bias. For example, a colleague’s 

opinion may influence people to accept or resist a system. Efforts to feel in control stem from 

individuals’ desires to direct or determine their own situation (Samuelson & Zeckhauser 

1988). This desire can result in status quo bias, because individuals do not want to lose 

control by switching to an unknown system or an unfamiliar way of working.  

 

 

 

 

 



P a g e  | 47 

Social norms and controls in the status quo bias theory are comparable to normative and 

control beliefs respectively in the technology acceptance literature (Ajzen, 1991). This will be 

covered in more detail in section 2.2.4.  

 

It is important to note that organisations change consistently, and resistance is likely. As a 

result, standardisation is preferred as a method to deliver a consistent outcome and reduce 

costs. FPS software, as part of the IT department’s IS, was implemented to ensure alignment 

of PMs to processes defined in the Project Management Body of Knowledge (PMBOK), 

relating to business process in the Information Management Body of Knowledge (IMBOK) to 

ensure standardised and consistent project management in the IT department.  

 

When software, like FPS, is implemented, users may not be able to choose whether they 

accept the software; however, they can resist it or decide to be variable in their usage, as 

explained previously. However, if users need to perform mandated behaviour (i.e. using FPS) 

but have the opportunity to load their own software, this could result in compliance, although 

termed ‘mandatory’ by the organisation, being bypassed. This is an example of a poorly 

managed business change.  

 

Business change was examined as part of this research to determine whether the method of 

change management had adversely affected the usage, and hence, the benefits realisation of 

the mandatory software. 

   

2.2.3 SUMMARY 

In order to answer the first sub-questions in this research: ‘Which factors were considered to 

successfully implement mandatory information systems into a department in order to derive 

the intended business benefit?’ – it was found that organisations do not have an endless 

supply of money; and therefore, will have to decide what to invest in. However, despite the 

understanding that investment in IT (hardware, software etc.) is necessary, senior executives 

in Europe or the USA felt that the payoffs from IT investments are inadequate, and that only 

10% of organisations make a conscious effort to manage their intended delivery that is 

supposed to result from implementing IS (technological, IT, and human components that 

work together to provide the services an organisation requires).  
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In order to understand the relationship between the use of software and the achievement of 

business benefits, the IMBOK framework which describes the relationship between IT, of 

which software forms a component, and the ultimate achievement of business strategy was 

selected for this research. However, the relevant literature, discussed previously, emphasised 

that when IT is not utilised it will not deliver the expected benefits; and therefore, user 

involvement in the stage of defining the organisation’s IS needs and implementation can 

decrease the level of resistance, and hence, improve the chance of deriving the intended 

benefits over a period of time.  

In order to reduce the level of resistance and introduce users to the changes that will result 

from to the implementation, change management is required. The creation of education and 

change programmes that will support and facilitate the required changes should be included in 

the benefits delivery plan, as will be discussed in section 2.4. 

 

In summary, IS (of which FPS is a component), whether mandatory or not, can only succeed 

in delivering business benefits if the IS has helped in improving the business processes, which 

should bring about improvements in business operations. This suggests that if business 

change is not managed correctly, business benefit realisation will be negatively affected. 

Therefore, the method of implementing mandatory software, for example, the level of user 

involvement and the change management approach when implementing FPS, was examined 

in this research in order to explore whether these factors impacted the realisation of the 

intended business benefits in the IT department.  

 

A comparison between the actual practices in the IT department and the literature review will 

highlight any gaps and provide recommendations for organisational improvements. 

  

2.3 FACTORS THAT INFLUENCE THE USAGE OF THE MANDATORY 

INFORMATION SYSTEMS BY INDIVIDUALS 

As stated previously, information systems will not render any benefit if they are not being 

utilised; and thus it is important to note, that users differ in the ways in which they utilise 

information systems. Some have the capability to exploit the functionality of the system to 

their advantage; and thus, are able to achieve higher levels of productivity compared with 

others. By contrast, some people tend to limit their interaction with the system to the 
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minimum extent possible; and consequently, they are unable to leverage the system resources 

available to them (Jain & Kanungo, 2005). Others may choose not to co-operate, and this 

could be related to poorly managed change in the IT department. 

 

If business change in the IT department is managed correctly, the usage of information 

systems would not only be limited to increasing productivity, but also be used as a form of 

competitor advantage, as in the case of Amazon.com and Dell Computers (Agarwal, 2000).  

 

Given that IT productivity (time) is linked to profitability, since clients are invoiced for time 

worked (time multiplied by a resource rate) on IT projects for the business, it is important that 

the implemented information system is used as prescribed, in order to produce the intended 

business benefits. However, this statement assumes that PMs have a choice as to whether they 

want to utilise FPS or not; but this is untrue for a mandatory-use environment, where the use 

of FPS is required to perform the project-management job function. 

 

The differences between a voluntary and a mandatory use environment will be covered in 

more detail in a later section, as well as the organisational factors that affect usage by 

individuals. It is important to explore these factors to gain an understanding of the impact of 

usage on the realisation of business benefits (Devaraj & Kohli, 2003).  

 

2.3.1 ORGANISATIONAL FACTORS INFLUENCING THE ACCEPTANCE OF 

MANDATORY SOFTWARE BY INDIVIDUALS 

 

The impact to business benefits realisation, as described above, may be influenced by 

organisational factors which affect the acceptance of mandatory software. This view was 

supported by White (1990). This author expressed the need to consider the organisational 

context, as well as the factors associated with the users and their personal characteristics 

which would inevitably influence their willingness to adapt.  

 

In a study of the organisational factors affecting Internet technology adoption, Del Aguila-

Obra (2006) identified the following: 

 IT users’ community; 
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 The organisational structure; 

  The firm’s processes; 

  The firm’s size; 

  The technological capabilities of the organisation’s members; 

  The technological and financial resources available; 

  The culture of the organisation; 

  The process of selecting and implementing the IT; 

  Management backing and support for the project; and 

  The project leader. 

Although the above study is limited to Internet technology adoption, it may be possible to 

extend these areas and find similarities between these factors and ones affecting the 

introduction of FPS software. For example, the organisation’s processes and culture may be 

key indicators as to whether the mandated software is utilised in the way intended. These 

factors are supported by Ouadahi (2008). In his study, he examined the factors that lead 

employees to endorse or resist the introduction of a new IS. 

 

Other organisational factors identified by Cooper and Zmud (1990), Iacovou et al. (1995), 

Kuan and Chau (2001), Teo et al. (1997), Teo and Tan (1998), Fink (1998), Igbaria et al. 

(1998), Premkumar and Roberts (1999), Mehrtens et al. (2001) are: 

 Internal technical support;  

 Top-Management support; 

 IT experience; 

 IT in use; 

 IT knowledge of top Management;  

 IT expertise among employees; 

 IT expertise among supervisors;  

 IT training; 
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 A positive attitude to IT use; and   

 The organisational structure.  

 

However, these factors were used to determine the organisational factors affecting Internet 

technology adoption, and have been applied to this research. For example, a lack of training 

may be a reason for not fully optimising usage of information systems, whether it is mandated 

or not. The organisational structure, which in this instance allows an executive to decide 

which IT will be implemented, which may or may not include the intended users of the IS (as 

business processes will need to be updated to accommodate changes in IT) needed to be 

examined as part of this research – to ascertain whether these factors were applicable to the IT 

department. 

 

Other factors identified by Zang et al. (2002) for achieving ERP (another form of mandatory 

software) implementation success included: 

 Top-management support; 

 Strong business justification for the project; 

 Employee training; 

 Project communication; 

 Properly defined roles for all employees, including the chief information 

officers (CIOs) and functional managers: and 

 User involvement (covered in section 2.2.1).  

 

Mandatory IS implementations almost always require business process re-engineering, which 

is an organisational exercise, because of the need to adapt the organisational processes to 

match the capabilities of the software. This means there is a need to go beyond traditional 

project management principles (Zang et al. 2002). 

 

Zang et al. (2002) also identified organisational factors that caused failure of mandatory IS 

implementations. These areas included:  

 Business process change is required during the implementation of mandatory 

software;  
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 Lack of top management support, data accuracy, and user involvement can 

contribute to (information) system implementation failures;  

 Education and training are frequently underestimated; and are thus, given less 

time – due to schedule pressures, and an inadequate understanding of cross-

functional business processes;  

 When adopting mandatory IS, there is a need to recognize the unique South 

African context, since the embedded business models typically reflect 

Western practices; and  

 Wilson et al. (1994) claimed that lack of top management support, changes in 

personnel, lack of discipline, resistance, and lack of any broad-based 

organisation commitment. These are the major factors that slow down the 

process of implementation. 

 

The common factors identified in the literature above needed to be tested in the IT 

department, to ascertain whether these factors are applicable, especially in a South African 

context, as the literature studied was based on China and the USA. Therefore, there may be 

additional organisational factors not mentioned here that have had an impact on the realisation 

of business benefits, as well as other factors, such as system quality, These issues will be 

covered in the following section.  

 

2.3.2 FACTORS INFLUENCING THE ACCEPTANCE OF MANDATORY 

SOFTWARE BY INDIVIDUAL USERS 

 

FPS is used in a mandated environment where the use of FPS is required for the job 

performed by PMs. It is therefore important to distinguish between a voluntary use and a 

mandated environment. As cited by Brown et al. (2002:284), a voluntary environment is one 

in which users perceive the adoption of the software and the decision to use it as a choice, 

rather than in a mandated environment, where users perceive its use to be organisationally 

compulsory (Hartwick & Barki, 1994; Agarwal & Prasad, 1997; Venkatesh & Davis, 2000). 
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According to Brown et al. (2002:284), even though there appears to be a clear distinction 

between mandatory and volitional usage behaviour, a number of issues have been raised in the 

literature. Brown (2002) highlights some research which suggests that there is a range of 

voluntariness (Moore & Benbasat, 1991; Hartwick & Barki, 1994; Karahanna et al., 1999), so 

that a decision to adopt particular information systems may seem more or less voluntary to the 

individual users involved (Karahanna et al., 1999). Agarwal and Prasad (1997) show that 

there can be a wide variation in user perceptions of voluntariness, even when the system and 

setting remain unchanged. However, Hartwick and Barki (1994) contest the assumption that 

there will be little variation in the use of technology when its use is mandated. Instead, they 

suggest that usage behaviour is variable, since employees can vary their extent of use. This is 

what appears to be the case in the YZ organisation.  

 

The extent of use can be dependent on how integrated the mandatory information systems are 

to the job function that needs to be performed. For example, this can occur when the decision 

to implement a new IT architecture within an organisation results in individual users having 

limited, if any, control over the implications of this decision. This could result in only certain 

information systems being available in the future (for example, Microsoft Vista rather than 

Microsoft 7 or implementing enterprise resource planning (ERP) software). This can result in 

forced compliance with the decisions made by others (Brown et al., 2002).  

 

Zang et al. (2002) identified measures for mandatory software implementation success. They 

cited Delone and McLean (1992) who identified six categories of software success, including: 

 System quality; 

 Information quality; 

 Use; 

 User satisfaction; 

 Individual impact; and  

 Organisational impact.  

 
User satisfaction is utilised to measure the interaction of users with the software. Ginzberg 

(1981) adopted user satisfaction to measure software implementation success. This is based 

on Powers and Dickson (1973), who used user satisfaction to measure the success of 

Management Information System (MIS) in a project (Zang et al., 2002).  
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The contribution of software to users and organisational performance will determine the 

individual and organisational impact. It is apparently difficult to assess the contribution of 

information systems to performance in a real world situation, since a large portion of the costs 

and benefits will be qualitative or intangible, such as sunk, uncertainty and transitional costs 

discussed previously.  

 

In addition, the assessment of the value of unstructured or ad hoc decision-making enabled by 

information systems may be difficult to calculate; and organisations typically, will not record 

these costs and benefits. 

 

According to Delone and McLean (1992), when the use of software is mandatory, the 

measures of system quality, information quality, and use become less reliable, because there 

is no choice for users – whether the quality of the system and of the information outputs are 

adequate or not, and whether users actually want to use the system or not. Users must accept 

and use the software as it is part of their job and they need to use it in order to stay employed.  

 

Since employees must use the system to perform their job functions, there may not be any 

alternatives to actually using the software. However, while employees may use the 

technology, their job satisfaction, and their feelings toward their supervisors, as well as their 

loyalty toward the organisation can be severely and negatively affected. A further motivation 

for understanding mandated use lies in the desire to minimise any possibility of sabotage and 

the illegal expropriation of technology -- with the resulting costs to organisations associated 

with such behaviour (Brown et al., 2002).  

 

Brown et al. (2002) cite a number of studies that demonstrate that employees will use a 

technology -- for example software -- to perform (and keep) their jobs, but they may also 

engage in alternative destructive behaviours, which may or may not even be intentional 

(Markus, 1983; Leonard-Barton, 1988; Zuboff, 1988; Davis et al, 1992) – as in the case of YZ 

organisation, where PMs use FPS in a limited way only. 

 

There are existing theoretical frameworks to address factors influencing usage, but such usage 

is based on users having a choice to use a particular information system; and it does not cater 

for instances where the usage of particular information systems are mandated, as in the case 

of a Financial Services organisation. Further research is being conducted to extend these 

 

 

 

 



P a g e  | 55 

models to cater for mandated environments (Brown et al., 2002), but the link between the 

usage of mandatory information systems and the realisation of business benefits for the IT 

area of business has not yet been properly explored. 

Once information systems have been introduced, Venkatesh et al. (2003) have identified 

seven models and theories for the individual acceptance of information technology.  

 

 

 

Figure 5: Basic Concept Underlying User Acceptance Models (Source: Venkatesh, et al, 2003). 

Figure 2 illustrates the basic conceptual framework underlying the models that explain 

individual acceptance of information technology. This is based on research that demonstrated 

that individuals’ reaction to information technology drives their intention to use the 

information technology, and then ultimately determines the actual use. Research also proves 

that the actual use of information technology influences individuals’ reactions (Venkatesh et 

al., 2003).  

 

For example, if using the information technology is slow and cumbersome, this may influence 

individuals to use it less frequently and to a lesser extent (Venkatesh et al., 2003). 

The models that examines user acceptance include: 

 The Theory of Reasoned Action (TRA) – Is drawn from social psychology, 

and has been used to predict a range of behaviours. Its core constructs focus 

on attitudes toward behaviour (“…an individual’s positive or negative 

feelings about performing the target behaviour”) and subjective norms 

(“…the person’s perception that most people who are important to him think 

he should or should not perform the behaviour in question”). This theory 

may be used to understand how users interact with IT that has been mandated 

for use, as it focuses on behaviour which may be a key driver to determine 

whether a system will be utilised or not. However, the TRA has been 

extended in the Theory of Planned Behaviour (TPB); and therefore, will not 

be used in this research. 

Individual reactions to 

using information 

technology 

Intentions to use 

information technology 

Actual use of 

information technology 
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 The Technology Acceptance Model (and TAM2) – This was designed to 

predict information technology acceptance and usage on the job; but it does 

not include attitudes – unlike TRA. TAM focuses on the perceived usefulness 

and the perceived ease of use. TAM2 was extended to include subjective 

norm as an additional predictor of intention in the case of mandatory settings. 

Based on this extension, this research will utilise TAM2, as opposed to TAM. 

 The Motivational Model – This is based on research in Psychology; and it 

includes factors, such as extrinsic motivation (“…perception that users will 

want to perform an activity because it leads to activities, such as improved job 

performance, pay or promotions”), as well as intrinsic motivation 

(“…perception that users will want to perform an activity for no apparent 

reinforcement other than the process of performing the activity”). Productivity 

and the use of FPS is linked to extrinsic rewards. Consequently, the 

motivational model was used instead of the TRA model in this research. 

 The Theory of Planned Behaviour (TPB) – This focuses on attitudes towards 

behaviour, subjective norm and perceived behavioural control (“…perceived 

ease or difficulty of performing the behaviour”).  Three of these areas are 

covered in TAM and TAM2; and therefore, they will not be utilised in this 

research, as this would represent possible duplication. 

 Combined TAM-TPB – This combination includes attitude toward 

behaviour, subjective norm, perceived behavioural control and perceived 

usefulness. These areas will be adequately covered by the utilisation of 

TAM2.  

 The Model of PC Utilisation (MPCU) – This is largely derived from Triadis’ 

theory of human behaviour; and it presents a competing perspective to TRA 

and TPB. This model includes areas, such as job-fit, complexity, long-term 

consequences, affect towards use, social factors and facilitating conditions. 

These specific areas are not covered in any other models mentioned thus far; 

and therefore, it was explored in this research – specifically in regard to 

facilitating conditions and long-term consequences. 

 The Social Cognitive Theory (SCT) – The core constructs include outcome of 

expectations-performance, outcome of expectations-personal, self-efficacy, 
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affect and anxiety. Similar areas have been adequately covered in MPCU; 

and therefore, will not be utilised in this research – to avoid duplication. 

The relationships mentioned above have been consistently supported in volitional 

environments (Ajzen, 1991; Sheppard et al., 1988), but it is unclear whether the same 

relationships would hold true when the behaviour is mandatory. According to Brown et al. 

(2002): “When individuals must perform specific behaviours, the importance of their beliefs 

and attitudes as antecedents to the performance of those behaviours is likely to be minimised. 

They might not like performing the mandated behaviour, but they do it anyway, because they 

are required to do so.” This view was tested in this research. 

 

Extended TAM’s (TAM2) core constructs (perceived usefulness, ease of use and subjective 

norm) predict an individual’s usage intention.  In this research, MM (extrinsic and intrinsic 

motivation) will replace TPB and MPCU (job fit, complexity, social conditions, facilitating 

conditions etc.) was used instead of UTAUT. Based on the findings of these core constructs in 

this study, an approach to minimise resistance to change is recommended, since users would 

be more likely to adopt IS (software and processes); and hence, to improve the return on 

investment (ROI). 

 

2.3.3 SUMMARY 

 

Summarising the literature review findings thus far, it may be stated that: 

 Organisations (i.e. leaders and managers) make primary decisions to adopt, yet 

individuals are the ultimate users and consumers of IS; and therefore, IS would only 

derive intended benefits when it is actually being used (Argawal 2000:85). 

 This has led to the identification of a framework, IMBOK, that links information 

systems (via improved business performance) to business benefits, and ultimately to 

business strategy (Bytheway, 2004). 

 IT only refers to physical components, as opposed to IS that refers to the technological 

components, as well as human interactions; and in order for benefits to be realised, the 

IS needs to be actually used by the end- users.  

 The organisational areas affecting usage, that are constant in all of the literature above, 

were used in the design of the interview questions, namely: 
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o Organisational structure; 

o Organisational processes; 

o Organisational size; 

o The culture of the organisation; 

o The process of selecting and implementing the information system, for 

example, FPS and associated processes; 

o Internal technical support; 

o Top management support of FPS; 

o Training of FPS; and 

o The technological and financial resources available to support the use of FPS. 

 Venkatesh (2003) has identified seven models and theories for individual user 

acceptance. Three models were used for this research based on its unique constructs, 

namely: 

o The Extended Technology Accepted Model (TAM2) 

o The Motivational Model (MM); and  

o The Model for PC Utilisation (MPCU). 

 

The factors identified above will be form the basis for the interview questions. 

2.4 IMPACTS OF USING ALTERNATIVES TO MANDATORY SOFTWARE ON 

EXPECTED BUSINESS BENEFITS 

In order to assess the impact of using alternatives to mandatory software on expected business 

benefit, it is first necessary to explore a method to determine business benefits. The table 

below summarises the approach to benefits management in a logical order (Bytheway, 2004).  
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Table 4: Benefits management cycle (Source: Bytheway, 2004) 

Stage    Actions 

1  Identify and structure benefits   Analyze drivers behind investment 
decisions , and reconcile with 
stakeholder expectations 

 Determine the different types of 
benefits and how they will be 
measured 

 Establish ownership and agree 
responsibilities for delivery 

 Identify business changes and 
stakeholder impact 

 Develop and stabilize benefits 
dependency network 

2  Plan benefits realisation   Determine change actions required at 
the level of enabling changes 

 Review with current project activities 
and map benefits to projects that will 
deliver the enabling changes. Revise 
project plans where necessary 

 Finalize and disseminate benefits 
realisation plan: responsibilities, 
timetables, measures and targets 

3  Execute the plan   Monitor project progress and check 
against expected business changes and 
primary benefits 

 Review and refine benefits realisation 
plan as may be necessary 

 Manage the business change 
programme(s) and organise post 
implementation reviews  

4  Evaluate and review   Assess achievement of enabling 
changes,  business changes, primary 
benefits and investment objectives 

 Review potential learning arising at all 
levels:  from projects, business change 
programmes and business 
Management 

 When done with planned benefits, use 
the project/programme team to drive 
through and leverage further potential 
benefits that could not have been 
anticipated at the start, based on 
learning achieved 

 

This stage is completed by conducting a benefits identification workshop (Bytheway, 2004). 

The objectives of the first workshop can be summarised as follows: 

 Identify the key drivers and objectives from the organisational strategy;  

 Identify all stakeholders (an individual or organisation that has an interest in an 

organisation and can impact on its performance; and 

 Compile the derivation of the dependency network and the structure of benefits in a 

method that will suit the presentation -- for approval by senior management. 

 

 

 

 



P a g

On a

Figure





g e  | 60 

a more detai

 B

th

m

b

T

th

b

e 6: Dependen

 

 Accordin

o A

v

o H

e

o O

o F

p

 The firs

understa

conclude

disadvan

iled level, S

Building the

he investme

must change

benefits to w

The depende

hat at least t

benefits dep

ncy network (

ng to Bythe

At the beg

validated to 

Having agre

exist; 

One must en

Finally, try 

point, it is im

st workshop

anding of w

ed by obta

ntages that m

tage 1 inclu

e network by

ent objectiv

e, but the co

which execu

ency networ

three iterati

endency ne

Source: Bythe

eway (2004)

inning, ben

ensure that 

eed that the

nsure that th

to convert

mportant to 

p leads to 

what is pro

aining senio

may need to

udes the foll

y working th

ves. Investm

onversion of

utives can co

rk needs to 

ions will be

etwork (Byth

eway, 2004) 

), classifying

nefits must

t they are re

e benefit is 

here is a me

the measur

have an exi

stakeholde

oposed. Th

or managem

o be manage

lowing sub-

hrough a de

ment objectiv

f these high

ommit, may

be stable an

 needed to s

heway, 200

g the benefi

t be regard

alistic;  

realistic, a 

chanism to 

rement into

isting measu

er interview

he identify 

ment’s app

ed (Bythew

-steps: 

ependency n

ves are the r

h-level objec

y require som

nd agreed to

scope out an

04). 

fits includes 

ded as ‘ten

mechanism

measure it;

o a financia

ure against 

ws, a deepe

and struct

proval, as 

ay, 2004). 

network tha

reasons why

ctives into p

me brainsto

o by all. It i

nd to stabili

the followi

ntative’, an

m for observ

; and 

al outcome, 

which to be

er analysis 

ture benefi

well as an

at identifies

y things 

particular 

orming. 

s found 

ize the 

ing: 

nd must be

ving it must

but at this

enchmark.

and some

ts stage is

ny possible

 

e 

t 

s 

e 

s 

e 

 

 

 

 



P a g

This 

bene

Figure

This 

objec








 

The 

educ

Mana

conti

to be

 

g e  | 61 

stage is fol

fits depende

 

e 7: Benefit d

stage is co

ctives of the

 The refin

 A cleare

the ident

existing 

 The fina

the resou

and  

 The sett

order to 

benefits del

ation and 

aging busi

ingencies in

e included –

llowed by th

ency netwo

elivery plan (S

ompleted by

e first work

nement of o

r and more 

tification of

systems;  

alisation of t

urces to be 

ing up of t

deliver the 

livery plan 

change pro

iness chang

n place to d

– to ensure t

he Plan ben

ork has been

Source: Bythe

y conducting

shop may b

objectives an

detailed un

f enablers a

the benefits

committed 

the actual m

evidence th

ultimately 

ogrammes t

ge is not 

deal with an

hat delivery

nefits realisa

n stabilised a

eway, 2004) 

g a benefits

be summaris

nd the ways

nderstanding

at the level

s plan, inclu

to the exec

measuremen

hat is needed

leads to the

that will su

an easy p

ny difficultie

y is on track

ation stage 

and approve

s planning w

sed as follow

s whereby m

g of the bus

 of new inf

uding targets

cution of be

nt and track

d (Bythewa

e distributio

upport and 

process; an

es. A period

k (Bytheway

and works o

ed.  

workshop (B

ws: 

measures wi

iness chang

formation s

s, responsib

enefits man

king of bus

ay, 2004).  

on of the pl

facilitate t

nd therefor

dic review 

y, 2004). 

on the prem

Bytheway, 

ill be achiev

ges that are 

systems, or 

bilities, time

nagement an

siness perfo

lan and the 

the require

re, there n

of progress

mise that the

2004). The

ved;  

needed and

changes to

escales, and

nd delivery;

ormance, in

creation of

ed changes.

need to be

s also needs

e 

 

e 

d 

o 

d 

; 

n 

f 

. 

e 

s 

 

 

 

 



P a g

Stage

the p

stage

comp

 

Figure

The 

comm

as to 

 

The f

deliv

oppo

 

g e  | 62 

e 3 involve

project man

e, potential 

plete a stake

e 8: Stakehold

stakeholder

mitment is r

 mitigate th

final stage i

very plan, as

ortunities rec

s the execu

nager, and b

problems 

eholder ana

der analysis ex

r analysis sh

required. Th

he risk of an

in the benef

s it is impor

cognised (B

ution of the 

benefits wil

with stake

alysis (Bythe

xample (Sourc

hows stakeh

his can be u

ny perceived

fits managem

rtant to asse

Bytheway, 2

benefits de

ll be manag

eholders m

eway, 2004

ce: Bytheway

holders’ cur

used as a ba

d disadvanta

ment cycle 

ess what has

2004).  

elivery plan.

ged by the b

ay arise; a

4). 

, 2004) 

rrent level o

asis to man

ages (Bythe

includes be

s been achie

. The projec

business pro

and therefor

of commitm

nage the cha

eway, 2004)

enefits revie

eved and to

ct will be m

oject manag

re, it is im

ment, and w

anges requir

).  

ew against th

o exploit any

managed by

ger. At this

mportant to

hat level of

red, as well

he benefits-

y additional

y 

s 

o 

 

f 

l 

-

l 

 

 

 

 



P a g

Figure

The 

repor

mana

expli

impa

Table

Benar

 

Risk

 

 

 

Firm sp

Compe

 

 

Marke

 

g e  | 63 

e 9: Benefits r

review tak

rts. This fa

agement of

icitly menti

act on costs 

e 5: Key risk

roch, 2002) 

k category 

pecific risks 

etitive risks 

et risks 

review (Sourc

kes into co

acilitates ‘l

f benefits 

ion the nee

and benefit

ks inherent in

 

Monetary  – 
may not be a
line with the 

Project  –  the
technical skil
or the firm’s e

Functionality 
required spec
the requirem

Organisationa
interest of pe
the firm  

Competition 
simply respon

Environmenta
that can effec
from regulato

Systemic  –  th
(i.e. market o

Technologica
immature (e.
obsolete with

ce: Bytheway, 

onsideration

essons lear

in the futu

ed to consid

ts. This view

n IT investme

the  firm  canno
cceptable and/
project investm

e  target  applica
ls may be  inad
existing IT infra

–  the  firm  m
cification, but s
ents were wron

al  (political)  –
eople  in  the  fir

– competitors 
nd by developin

al  –  unanticipa
ct or be effecte
ory bodies, cust

he  IT  applicatio
or industry) that

l  –  the  techn
g. no experienc
h the introducti

 2004) 

n input fro

rnt’; and h

ure (Bythe

der the key

w is express

ents and their

Risk Are

ot  afford  the  i
/or the project 
ment benefits 

ation  is  too  la
equate or  it m
astructure may 

may  build  the 
still fail to realis
ng to begin wit

the  IT  applicat
rm, or  it may b

could take an 
ng a better app

ated  favorable 
ed by the appli
tomers, vendor

on may  so  dra
t the expected 

ology  used  to
ce exists with i
ion of a new su

om stakeho

hence, ident

eway, 2004

y risks inhe

sed by Bena

r impact on 

ea

investment,  th
investment cos

rger  or  too  co
ay  lack experie
be inadequate

application  rig
se the anticipa
h 

tion  can  be un
be adopted  too

unanticipated p
plication 

or  unfavorabl
ication; these r
rs and business

amatically  chan
benefits vanish

o  develop  the 
t), or the appli
perior technolo

lders and 

tifies metho

4). Howeve

erent in IT 

aroch (2002

investment p

e  financial  exp
sts may not rem

mplex,  the  IS 
ence with a targ
. 

ht  according  t
ted benefits be

ndermined  by  v
o slowly by peo

preemptive act

e  reaction  of  b
reactions could 
partners  

nge  the  environ
h 

application  m
cation could be
ogy 

 

business p

ods of imp

er, IMBOK

investment

2) in the tabl

payoffs and c

A
va

Payo

posure 
main in 

+

staff’s 
get IT, 

+

to  the 
ecause 

+

vested 
ople  in 

+

tion or  +

bodies 
 come 

+

nment  +

may  be 
ecome 

+

erformance

proving the

K does not

ts and their

le below: 

costs (Source:

Add to the 
ariability of  

offs Costs

+  ‐

+  ‐

+  ‐

+  ‐

+ 

+  ‐

+ 

+  ‐

e 

e 

t 

r 

: 

 

 

 

 



P a g e  | 64 

As a result, Benaroch (2002) developed an approach for managing IT investment risk that 

would assist organisations in choosing which options to embed in an investment, so that they 

achieve the necessary balance between risk and reward. Based on this information, it is 

important to note that IT investments may be deferred, abandoned and scaled up or down in 

order to achieve the desired business-performance improvement.  

 

This is based on the way that the Japanese manage IT and IS (IT and human components) 

investment. It has already been discussed in an earlier section. 

 

In addition, IMBOK also does not specifically mention the need to calculate the cost of IT 

investments when completing benefits management assessments, as cost is a significant input 

when calculating benefits. David et al. (2002) suggest the following list of costs that need to 

be considered: 

Table 6: Examples of total cost of ownership (TCO) (Source: David et al., 2002) 

Cost category  Cost factor Examples 

Acquisition costs 

Hardware  Monitors, CPU, servers 

Software  Operating  systems,  database  Management 
systems, word processes  

Control costs 

Centralization  Specialized hardware (such as  intelligent self‐
monitoring components that notify a network 
Management  console  when  a  problem 
occurs)  and  software  (such  as  directory 
services and desktop Management interfaces) 
are  needed  to  implement  and  maintain  a 
centralised  system.  Support  staff  has  to  be 
trained to use these systems.  

Standardization  Initially non‐standard hardware and software 
may  have  to  be  replaced  by  hardware  and 
software  conforming  to  the  selected 
standards. Users may have to be retrained on 
the  standard  software  and  the  standard 
hardware, and the standard hardware may be 
more expensive than non‐standard hardware. 

Operational costs 

Support  Either  in‐house  staff or a  support  contract  is 
required  to  address  hardware  and  software 
problems, as they arise.  

Evaluation  New/upgraded  versions  of  applications, 
operating  systems  and  hardware  are 
constantly  being  released.  Before  new 
hardware or  software  is  installed,  it must be 
evaluated to determine: Does  it do what  it  is 
supposed to do? And is it compatible with the 
existing IT environment? 

Installation/upgrade  After a new technology has been evaluated, it 
must  be  installed  and  upgraded.  Hardware 
and software upgrades are often related, new 
software  generally  requires  more  powerful 
hardware, forcing hardware upgrades. 

Training  Training  allows  end‐users  to  get  the  most 
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from  their  work‐stations.  Training  can  take 
two  forms:  formal  training  in  a  classroom 
setting  and  self‐training  as  end  users  learn 
how  to work new applications. Software and 
hardware  installations/upgrades  generally 
require  some  retraining  of  the  end  user 
population.  

Downtime  Downtime  arises  not  only when  software  or 
hardware  failure  occurs,  but  also  when 
software  or  hardware  installations/upgrades 
occur. When  a  system  fails,  the organisation 
incurs  costs  for  the non‐working  system,  the 
nonworking  employee(s)  and  whatever 
repairs  are  necessary  to  make  the  system 
functional again.  

Futz   Bill Kirwin of Gartner Group defines the “futz 
factor”  as  “using  corporate  technology  for 
your own personal use.” This cost  lies not  in 
the system but  in  the  time employees spend 
using  the  system  for  non  work‐related 
activities. 

Auditing  This  is  a  cost  of  keeping  track  of  an 
organisation’s  technology  assets.  Computers 
are moved  around  a  lot,  especially  in  large 
corporations.  To  determine  which 
department  has which  assets,  some  type  of 
record keeping is required.  

Virus  Viruses  increase  a  computer’s  TCO  in  two 
ways:  they  can  destroy  important  data 
expensive  to  recreate  and  they  can  cause  a 
computer  to  crash  completely,  resulting  in 
downtime.  

Power consumption  Published  estimates  put  electric  power 
consumption  at  $240  per  year  per 
workstation.  In  addition  computers  generate 
heat which increases air‐conditioning costs. 

 

According to David et al. (2002), every IT system incurs acquisition costs due to hardware 

and software requirements; however, control costs are discretionary. Control costs are 

incurred in an attempt to reduce operational costs and/or to improve service levels. Operation 

costs are defined as the costs associated with the ongoing operation of an IT system, and, like 

acquisition costs, are non-discretionary. Some examples are listed in Table 6. This concept is 

aligned to IMBOK’s business operations. 

 

One would assume that once the benefits management cycle is understood, that it would be 

undertaken as part of the investment cycle, but this has not been the case (Bytheway, 2004). 

Several managerial issues regarding benefits measurement have been identified. These 

include the following (Bytheway, 2004): 
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 Effort is required for a benefits management regime. Management education is 

required to highlight the reasons for benefits management and to explain how the 

additional work required delivers benefits (communication of a cost/benefit analysis).  

 Different kinds of business benefits arise from different kinds of information system. 

These benefits must be used appropriately to justify an investment in information 

systems-related change. There are qualitative benefits, as well as quantitative ones, but 

qualitative benefits are more difficult to manage. 

 Business benefits can be seen in non-financial, as well as in financial terms, although 

financial measures are more convincing for senior management. If there is a proven 

record of successful benefits management, then it becomes possible that successful 

non-financial arguments will be more readily accepted. 

 Changes to management information and reporting systems, as well as procedures for 

reporting may be required to show the achievement and delivery of business benefits. 

It is particularly beneficial when the reports of benefits can be compared to reliable 

cost reports, so that the net return on the investment can be clearly seen.  

 Additional management responsibility will be required to ensure the delivery of 

business benefits. This must be determined and communicated in a clear manner, and 

must be willingly accepted by those concerned.  

 Benefits management must address risks and any disadvantages that are identified as 

part of the process. Stakeholder analysis will identify the disadvantages, and 

occasionally will indicate the need to stop those activities that are no longer 

productive.  

 
This view is supported by Ashurst et al. (2008). They conducted an empirical investigation 

into 25 IT projects, as they believed that there are many prescriptions as to how the planned 

benefits from IT may be realised, but there was very little empirical evidence as to whether 

this advice was actually being used.  They found in the analysis that there was no evidence of 

benefits realisation practices being adopted in a comprehensive, consistent and coherent 

manner. Ashurst et al. (2008) concluded that benefit realisation requires an ongoing 

commitment to, and focus on, the benefits, rather than the technology, throughout a system’s 

development, implementation and operation.  
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In addition, they noted that benefits realisation practices were underpinned by knowledge, 

skills, experience and behaviours; as mentioned in previous sections. (Refer to Appendix 2 for 

further information.)  

 

In order to assess the impact of using alternatives to FPS on the intended business benefit, it 

was important to first assess the method of calculating the business benefit of utilising FPS, 

and then to assess the impact of using alternatives to this business benefit, taking into 

consideration the business benefit approach defined in IMBOK, as well as factors such as the 

TCO and the cost of business change activities.  

 

2.4.1 SUMMARY 

 

Ultimately, the benefits of IS should be witnessed through improved business performance. 

This includes the cost of training and the educational programmes for users – so that they can 

adapt to changes in business operations. The delivery of benefits will always be uncertain, 

without performance management that makes these improvements visible. Interestingly, IS 

delivers management information that makes business-performance management a reality. 

Without management information systems to substantiate performance measures, the situation 

would be discouraging (Bytheway, 2004). 

 

All the factors mentioned above determine how IT and IS investments are made, and how 

business benefits will be realised. These issues were discussed with the target population in 

this research, to determine whether this or another logical approach been applied. If not, 

recommendations will be made to address the gaps found. 

2.5 SUMMARY OF THE LITERATURE REVIEW 

In order to answer the main research question, through answering research sub-questions, the 

pertinent literature has been extensively reviewed. The linkages between IMBOK and 

research are specified below, to ensure that all necessary areas have been addressed, so that 

the research objectives can be successfully met. The linkages are as follows:  
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CHAPTER 3 

3 RESEARCH DESIGN AND METHODOLOGY 

3.1 INTRODUCTION 

This document has made a case thus far for the need to determine whether implementing 

mandatory software derives the intended business benefit that the IT department had intended. 

Thus, the research design which is a “blue print or detailed plan for how a research study is 

to be conducted” (De Vos, 1998) stems from the main research question: Does the 

implementation and use of mandatory software derive the intended business benefit for the IT 

department? If not, what would be the optimal way to derive benefits from the use of the 

mandatory software? 

 

3.2 RESEARCH APPROACH 

Research approaches can broadly be categorized as quantitative and qualitative. Quantitative 

research incorporates facts to study the associations between different sets, while qualitative 

research deals with understanding perceptions (Myers, 1997). Qualitative research is more 

appropriate for the understanding of social and cultural contexts and organisational 

functioning (Strauss A. and Corbin J. 1990). Qualitative analysis refers to the non-

mathematical process of interpretation – for the purpose of discovering concepts and 

relationships in the raw data and then organizing these into a theoretical explanatory scheme.  

 

However, Schwandt (2000, 2006) refers to the distinction between qualitative and quantitative 

research as a “paradigm wars”; and he questions the need for the differentiation between the 

different types of research. Schwandt (2000, 2006) also stated the following: 

 

“All research is interpretive, and we face a multiplicity of methods that are suitable for 

different kinds of understandings. So, the traditional means of coming to grips with one’s 

identity as a researcher by aligning oneself with a particular set of methods (or being defined 

in one’s department as a student of “qualitative” or “quantitative” methods) is no longer 

very useful. If we are to go forward, we need to get rid of that distinction (p. 210).” 
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A case study, the research method employed by this research project, is an empirical inquiry 

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

boundaries between the phenomenon and its context are not clearly evident (Yin, 2002). 

According to Benbasat and Goldstein (1987), a case study examines a phenomenon in its 

natural setting, employing multiple methods of data collection, to gather information from one 

or a few entities (people, groups, or organisations); and it is thus not limited to only the 

qualitative or the quantitative approach, but can utilise a mixed method instead.  

Johnson et al. (2007) examined published research and found that Greene, Caracelli, and 

Graham (1989) identified five broad rationales of mixed methodological studies: 

 Triangulation - seeking convergence and corroboration of results from different 

methods studying the same phenomenon;  

 Complementarity - seeking elaboration, enhancement, illustration, clarification of the 

results from one method with results from the other method;  

 Development - using the results from one method to help inform the other method; 

 Initiation - discovering paradoxes and contradictions that lead to a reframing of the 

research question; and  

  Expansion - seeking to expand the breadth and range of inquiry by using different 

methods for different inquiry components. 

The case study approach is extensively used for information systems research (Alavi & 

Carson, 1992) where the focus is often concerned with the effects and impact of information, 

rather than the technical aspects of information system per se. (Myers, 1997). The timescale 

required for the case study approach is short; and the method has been used successfully to 

investigate the interaction between factors and events. 

Case studies provide descriptive research which implies that the end-product is a rich “thick 

description” of the phenomenon under study (Merriam, 1998). This kind of description 

attempts to capture the meaning in an interactional experience. In this research, the 

interactional experience refers primarily to the interaction between the PMs and the FPS 

software in the IT department. 

 

The nature of this research problem is to explore whether the implementation and utilisation 

of mandatory software within an IT department of a particular financial services organisation 
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derives the intended business benefit. The data collection for a case study can utilise several 

different methods. The format and pattern of the research determines the nature of the data- 

collection methods, as well as how this is to be executed. Qualitative data collection utilises 

rich and diverse data to answer questions about the variability and complexity of human life.  

Yin (2003) illuminates six different sources of evidence, namely: 

 Documents, for example, written reports; 

 Archival records, for example, service records; 

 Interviews, for example, a survey; 

 Direct observations, for example, formal data; 

 Participant observation, for example, a staff member in an organisational setting; and  

 Physical artefacts, for example, a tool or instrument. 

 

This phenomenon was examined in its natural setting, employing the following methods of 

data collection: 

 Semi-structured interviews with PMs, including the use of a survey; 

 An interview with management;  

 Observation of FPS helpdesk; and 

 Data from QA. 

 

The literature review shows that the quantitative methods were used for this kind of research 

(Venkatesh et al., 2003), but these studies embraced much larger samples (more than 200) 

compared to the sample of 30 in this study. Thus, it was concluded that the small sample in 

this research, would not lead to conclusive results, but would rather be useful in 

complementing the qualitative findings. It was therefore appropriate to adopt a mixed- 

methods approach, as this research elaborates, enhances and clarifies the results from the 

qualitative research through the results of the quantitative analysis.  

 

This study is exploratory in nature, as the purpose of this research is to gain new insights and 

a better understanding of the use of mandatory software and the benefits derived from its 

usage in a particular organisation. The explorative nature of this research is to be emphasised 

by the fact that one of the objectives of this research was to contribute to the understanding of 

the dynamic relationship between the utilisation and the realisation of benefits, especially 

when alternatives to mandatory software are being used.  
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The structure of the interview was focused on specific questions first; and it then introduced 

additional probing questions on an ad hoc basis as needed, to cover aspects not sufficiently 

addressed by the original general question or to gain further insight into the comments 

provided.  

 

The validity in the quantitative research is based on the fact that the survey questions were 

obtained directly from previous studies that proved the “extent to which an empirical measure 

adequately reflects the real meaning of the concept under consideration” (Babbie et al. 

2001:122). 

 

The validity in the qualitative research is based on the extent to which an account seems to 

fairly and accurately represent the data collected, as well as the ability of the findings to 

represent the ‘truth’, granted that this may not be appropriate if we accept multiple ‘truths’ 

(constructivism) (Babbie et al. 2001:122). This research used model (TAM2, MM and 

MPCU), as well as user (PM, FPS helpdesk and Management) triangulation to ensure validity, 

as this showed that there is compatibility between the constructed realities in the minds of the 

respondent. 

 

Confirmability was assured by reviewing the recorded comments with respondents after the 

interview, to ensure that the inquiry was not based on the biases of the researcher and to 

assure the accuracy of the information (credibility). Confirmability was strengthened by the 

fact that a pilot survey was done with a small group – to highlight any inconsistencies and 

biases in the survey that could have affected the findings. 

 

Research into benefits realisation for mandatory software has not been completed previously; 

hence, quantitative research was used to expand the qualitative research component – and to 

give a more holistic perspective, while satisfying the stated research objectives.  

 

3.3 INSTRUMENT ADMINISTRATION 

The survey was created with items validated in prior research, adapted to the software and 

organisation studied in this research. TAM scales were adapted from Davis (1989) and 

Venkatesh and Davis (2000); MM scales were adapted from Davis et al. (1992), while MPCU 
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scales were adapted from Thompson et al. (1991), in addition to other areas identified in the 

literature review.  

 

PMs were identified from an email group list created by the FPS team, available in the 

organisation’s global address list (GAL). It was assumed that the list has been maintained 

since inception; and that it is therefore, an accurate representation of all FPS users due to the 

fact that important information regarding FPS is sent via email. It was determined that the 

GAL list did not only contain PMs, but also Project Support Administrators (PSAs) as well. 

The task of entering data into FPS was found to be delegated. 

 

3.4 POPULATION MEMBERSHIP RULES 

The population sample was obtained from the GAL, as described above. The research was 

limited to a single financial services organisation in the Western Cape, with a head office in 

Cape Town; and it was limited to the use of specific software – due to the resource and time 

constraints existing in this research.  

 

3.4.1 SAMPLING FRAME 

Case studies concentrate on a small sample (Miles & Huberman, 1994: 24), with the context 

of the participants and the saturation of collected data being the most important factors. It is 

often possible to identify all the subjects of interest.  

 

Kerlinger (in De Vos, 1998:190), states that “sampling means taking any portion of the 

population or universe as representative of that population or universe”. De Vos (1998:190) 

quotes Seaberg, who defines sampling, “as the total set from which the individuals or units of 

study are chosen”.  

 

For the purpose of this study, purposive sampling was used. Merriam (1991:48) defined 

purposive sampling as sampling based on the assumption that “one wants to discover, 

understand, and gain insight; therefore, one needs to select a sample from which one can 

learn most”. Patton (in Leedy 1997: 162) added that “Purposeful sampling is done to increase 

the utility of information obtained from small samples. Participants are chosen because they 
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are likely to be knowledgeable and informative about the phenomenon the researcher is 

studying.” 

 

The population for this research was chosen from sources available in the organisation.  The 

sources used to compile a list of PMs to obtain primary data are as follows: 

 A list of FPS users from the Global Address List (GAL); and 

 A list of PMs from the QA team as they engage with PMs for verification purposes. 

 

These lists were cross-checked to ensure accuracy. The GAL list contained users that were 

PMs, but had subsequently changed jobs. These individuals were no longer PMs, but were 

still users.  Given the limited number of PMs in the organisation, it was decided to include 

these individuals for purposeful sampling – due to their level of experience and insight into 

the organisation. 

3.5 GATHERING OF DATA 

Data gathering was done by setting up interviews with PMs on the FPS list on the GAL. 

Meeting invitations were sent out via email; and when no response was received within a 

week, PMs were called and an alternative time was suggested and arranged.  

 

PMs were asked to answer the survey prior to the meeting, in order to make the meeting time 

more productive, and to provide more time to probe the responses. Where this was not done, 

the survey was completed in the semi-formal meeting. In the event that a meeting could not be 

attended, the survey was sent via an email attachment and a follow-up session was set up to 

discuss the responses. 

 

In the pilot study, the instrument was first administered to a randomly selected sample of 10% 

of the population. The pilot group felt that the survey was comprehensive, but that there 

would not be enough time to answer the questions on FPS and MPP, given their time 

constraints and project deadlines. As a result, the quantitative questions, based on the Likert 

scale for MPP, were removed, and emphasis was given to the FPS.  

 

Respondents were committed and motivated to attend the interviews, as they probably did not 

receive many opportunities to have their opinion on FPS heard. However, the view may have 
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contained a level of bias, as using FPS is required by the job function; and failure to use it 

could result in disciplinary action.  Based on the responses, this was not found to be 

prominent, as respondents admitted to not using FPS for all the PM functions. 

3.6 DATA ANALYSIS  

Data were collected from the respondents using semi-structured interviews, based on the areas 

identified in the literature review. The data gathered included employees' reactions to the use 

of FPS software, perceived effects of the software, and users' evaluation of the change 

management practices used by their employers to encourage the usage of software.  

 

The structure of the interview was focused on specific questions first; and it then introduced 

additional probing questions on an ad hoc basis as needed, to cover aspects not adequately 

addressed by the original general question, or to gain further insight into the comments 

provided.  

 

This approach allowed for codes on interview topics to be extracted in a transversal manner, 

according to certain attributes, such as the positive or negative value of employees' attitudes 

towards the mandatory software, FPS.   

 

The second step of the content analysis involved categorising the employees whose attitudes 

towards FPS usage were either clearly positive (calculated by adding the number of responses 

for ‘strongly agree’ added, and responses for ‘agree’) or clearly negative (calculated by 

adding the number of responses for ‘strongly disagree’ added, and responses for ‘disagree’). 

The categorisation of employees' attitudes toward FPS as positive, negative, or moderate was 

done on the basis of an overall evaluation, whilst taking into consideration the possible bias in 

social desirability (i.e., employees attempting to avoid displaying a negative image).  

 

Therefore, special attention was paid to the degree of sincerity, enthusiasm, and coherence 

that employees expressed when evaluating FPS, to account for the possible social desirability 

bias. In cases where there was doubt, the employee was classified as moderate. This 

categorisation was simplified, due to the fact that most employees clearly expressed their 

attitude towards FPS, as stated above. (Please refer to Table 23 for more detailed 

information.)  
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The third step focused on employees with either a positive attitude (27%) or a negative 

attitude (67%), instead of focusing on “the moderates” (1%). This process allowed for a clear 

distinction between those factors associated with opposing attitudes toward the usage of FPS 

software. To best achieve this contrast, the content of each code was extracted, once for the 

"positives" and once for the "negatives." Within each of the "negative" and "positive" 

categories, redundancies were eliminated by merging perceptual elements (such as views 

about FPS implementation) where the meanings were comparable or convergent. 

 

Organisational factors influencing usage and the impact on business benefits realisation 

phenomena were described, measured and analyzed, via quantitative analysis, without the 

manipulation of treatments or subjects. The quantitative analysis used descriptive statistics 

which described the data sample obtained.  

 

Data may be defined as one of the following: 

 Categorical (qualitative): 

o Nominal – this variable has more than two categories, mutually exclusive and 

unordered, for example,  black, white, coloured and others, as it does not 

matter in which order each variable is placed; 

o Ordinal - this variable has more than two categories, mutually exclusive and 

ordered, for example, a 5-point scale, typically a Likert scale (Gasim, 2010). 

 

The survey for this research was based on a five-point, odd Likert scaling with options 

including: 

1. Strongly disagree; 

2. Disagree; 

3. Neither agree/disagree; 

4. Agree; and  

5. Strongly agree (Gasim, 2010). 

 

 Numerical (quantitative): 

o Discreet – this variable often represents counts (integer values), for example, 

the number of months in the current position; and 
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o Continuous – this variable can take any value within a range of values, for 
example, length in cm. etc (Gasim, 2010). 

 

Quantitative data in this research was limited to the following discreet variables: 

1. The number of hours spent using FPS; 

2. The number of hours spent using MPP; 

3. The amount of time employed in the organisation; and 

4. The number of months in the current position (Gasim, 2010). 

 

As a result, the qualitative data of this research have supported the qualitative analysis. 

Descriptive statistics was preferred, in which the frequency, such as percentage and counts, 

was determined rather than the mean (for a normally distributed sample) or median (for an 

abnormally distributed sample) value – due to the fact that the variables are predominantly 

ordinal.  

 

3.7 SUMMARY 

This chapter has discussed the preparation of the empirical phase of the study – with a view to 

exploring the relationships between the usage of FPS and the benefits realised, using the 

IMBOK framework. 

 

Research into benefits realisation for mandatory software has not been completed previously; 

hence, a case study was used to examine this phenomenon in its natural setting, employing 

multiple methods of data collection to gather information from one or a few entities (people, 

groups, or organizations). Therefore, this research was not limited to either a qualitative or a 

quantitative approach, but utilised mixed method instead. Quantitative research (descriptive 

statistics) was used as to expand the qualitative research (thematic content analysis) 

component to give a more holistic perspective and to satisfy the stated research objectives.  

 

The population for this research was chosen from the list of FPS users from the Global 

Address List (GAL) and the list of PMs from the QA team, as they engage with PMs for 

verification purposes. These sources were used to compile a purposive sample of PMs in 

order to obtain primary data. A pilot study was first administered to a randomly selected 

sample of 10% of the population. 
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However, the view of respondents may have contained a level of bias, as using FPS is 

required by the job function, and failure to use it could result in disciplinary action. However, 

this was negated by paying special attention to the degree of sincerity, enthusiasm and 

coherence that employees expressed when evaluating FPS – to account for the possible social 

desirability bias. 

 

The next chapter will analyse qualitative and quantitative data and provide the results, as well 

as the findings of the study. 

 

 

 

 

 



CHAPTER 4 

 

4 PROCESSING, ANALYSIS AND INTERPRETATION OF THE DATA 

 

4.1 INTRODUCTION 

The previous chapter placed the survey instrument in its context and discussed its application to the 

population. 

 

This chapter presents the results of the empirical study, beginning with an analysis of the 

demographic control variables. This is followed by a thematic content analysis and concludes with a 

statistical analysis that includes the basic statistics, as well as the measures of central tendency.  

4.2 DEMOGRAPHIC ANALYSIS (CONTROL VARIABLES) 

The demographic control variables include the following: 

 The response rate was 53.5% from the cross checked list from GAL; 

 The respondents’ functional level comprises mainly middle management; and details of this 

can be found in Figure 14; and the 

 Type of business was restricted to YZ’s IT department. 

 
The demographics of the sample population may be summarised as follows: 
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At the time, MPP did not exist and FPS was the forerunner; however, senior executive management 

saw FPS presented at a conference – and a decision was made to purchase it – before the 

requirements of YZ’s IT department had been considered. It was found that 7% of the respondents 

explained that IT projects could not be implemented without a proper requirements analysis being 

done; yet this was done, and that it was implemented badly as well. Based on the views of the 

respondents, it is evident that all the users were not involved in defining the mandatory software’s 

requirements (Zang’s et al., 2002). 

 

It was found that as many as 66% of the sample population also believed that the decision to 

implement was taken without consulting the target-user group. This was confirmed with a PM who 

was the business analyst on the FPS project at the time that it was implemented; and hence, user 

participation in the implementation of the mandatory software was fairly low. 

 

In addition, 7% of the sample population, who were present at the time of implementation, stated that 

workshops were held with key individuals, but they did not take all the stakeholders into 

consideration. It is understood that consulting all the target users of the system to be implemented 

would take time; and this could possibly result in longer implementation times; hence, the 

participation congruence was low (Doll, 2002).  

 

However, it was not possible to confirm this sentiment with management, as the relevant managers 

were not employed at the time of implementation. 

 

It is probable that the organisation chose employees the sample population felt had the right skill set. 

This skill set includes not only being experts in the organisation’s processes, but also having an 

awareness of information systems application in the industry (Zang et al., 2002). The view is that 

involving users in the stage of defining organisational software needs can decrease their resistance to 

the potential mandatory software, since users may feel that they are the people who chose and made 

the decision, despite the fact that an executive had actually made the decision.  

 

It was found that 13% of the respondents mentioned that there is a technology acquisition process 

that needs to be adhered to when new technology is implemented in YZ organisation, especially from 

an architectural perspective – and to ensure that duplicate technology, i.e. purchasing two Project 

Management software tools and licences, is not implemented in the environment. However, it was 
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maintained that this process should not be publicised, and as a result, this information is not 

accessible to all.  

 

In a discussion with management, it was discovered that the technology acquisition process had not 

been enforced by the architecture team since 2009 – due to resource constraints -- as a result of 

which, the implementation of new software was not being done in a formalised manner. Management 

actions are currently in place to address this gap. 

 

User involvement should not only be limited to the decision-making process and their involvement in 

implementation and utilising the mandatory software as expected has a significant impact on the 

realisation of business benefits.  Bytheway (2004) warns not to expect too much too quickly, due to 

the fact that people need time to adapt to new working practices associated with new information 

systems. Because of the nature of change, this could be several months – before the full range of 

benefits could be expected, but this process should be proactively managed.  

 

The phases of adoption, consolidation, internalization and performance, which ultimately lead to 

improved efficiency and effectiveness, can only be achieved through training, routine practice – and 

ultimately education, when users learn to exploit the functionality of the system rather than having 

the ‘work-from-a-book’ approach.  

 

FPS was implemented several years ago; and therefore, the range of benefits described above could 

be expected only if the above or a similar approach was followed. However, given that this is not the 

case; the method of change management was questionable, as the approach to the realisation of 

benefits could not occur without adequate change management. (The process of selecting and 

implementing information systems is covered in more detail in section 4.3.3.) 

  

4.3.2 WAS THE IMPLEMENTATION OF FPS ADEQUATELY CHANGE MANAGED? 

 

As stated previously, if the business change is poorly managed, then the business process is 

negatively impacted; and hence, the expected improvement in business operations could not be 

delivered. Therefore, this would negatively impact the realisation of any business benefits.  
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Based on the fact that the utilisation of FPS is limited, respondents were asked about the change 

management process to ascertain whether the change process ultimately impacted on the realisation 

of business benefits, as stated above. 

 

Comments include the following:  

 “I wasn’t here when FPS got introduced, but I don’t think it was introduced very well. 

Change management isn’t done well. A decision on an information system gets made and 

then it gets implemented. It gets decided and it gets done.” 

 “Badly (laughs). They tend to not consider the end-users properly. Don’t evaluate suitability 

for use and apply a top-down approach, driven by narrow interests. It also doesn’t identify 

all stakeholders.”  

 (Shakes head) “Senior exec decides without consulting. There is minimal involvement from 

the intended user group in the decision-making process.” 

 “This is the tool; you will use it! We got classroom training with a demo, but this was not 

adequate, as we did not get to view the reports.” 

 

Based on the literature review of three emergent change models, namely: Kanter et al.: The ten 

commandments for executing change (1992); Kotter’s eight-stage process for successful 

organisational transformation (1996) and Luecke’s seven steps (2003), common key activities that 

should be included in change management, namely: creating a vision, establishing a sense of 

urgency, identifying leadership, communication and reinforcing the change were all discussed.  

 

However, the view by all respondents was negative, in that a top-down approach was taken, and 

change management was not done well, as the intended user group had minimal involvement in the 

decision-making process and training was minimal or only on request. However, due to resource 

constraints training could be delayed.  

 

In addition, the top-down approach does not take into consideration the reactions of individuals to 

the change; and according to Craine (2007), when organisations choose to implement IT, they may 

overlook one influential factor: the emotional reactions of individuals when things change. 

Therefore, in the IT department at YZ organisation managers did not appear to take into 

consideration the cycle of emotions: confidence, shock, bargaining and acceptance. Consequently, 
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they could not or did not provide advice to assist individuals in each cycle; and they therefore, could 

not decrease the amount of resistance to the change. 

  

This is aligned with literature that states that rapid innovation in technology is enabling change to 

occur faster; and as a result, individuals are forced to face change at an ever-quickening pace. If the 

change is not successfully managed, and does not take individuals into consideration, which was the 

view of the sample respondents, it is likely that even the best technology strategies will be 

unsuccessful (relating to IMBOK). This is due to individuals resisting change, finding ways to 

sabotage efforts (in the case of the IT department, using software that is an alternative to FPS), or 

becoming angry or withdrawn (relating to cycles of change).  

 

Resistance to change often gives rise to a pattern of resistance that has become a norm of corporate 

culture; and the IT department does not appear to be an exception to this rule. Due to the fact that 

individuals automatically resist change, it is necessary to mitigate the negative effects of these 

reactions when implementing changes in technology, processes, and workflow (Craine, 2007). 

Inevitably, changes in business processes were necessary when FPS was implemented. Finding 

methods to bypass what is mandatory may be related to user resistance; and this has been identified 

as a prominent reason for the failure of new implementations. Consequently, a method to deal with 

user resistance should have been identified in the IT department’s change management approach. 

However, the formal approach could not be located; and based on the views of respondents, there is a 

serious doubt that such an approach even exists. 
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4.3.3 WHICH ORGANISATIONAL FACTORS INFLUENCE THE ACCEPTANCE OF 

MANDATORY SOFTWARE? 

 

In the initial discussions with respondents, there appeared to be several organisational factors that 

influence the usage of FPS. In order to answer the research question above, respondents were given a 

list of ten factors, obtained from the literature review, namely: 

 

1. Organisational structure; 

2. Organisational processes; 

3. Organisational size; 

4. The culture of the organisation; 

5. The process of selecting and implementing the information system, for example, FPS; 

6. Internal technical support; 

7. Top management support of FPS; 

8. Training of FPS; 

9. The technological and financial resources available to support the use of FPS; and 

10. The individual user’s technological capabilities. 

 

Respondents were asked to rate the ten factors on a scale of 1 to 10, with 1 being the most important 

factor and 10 being the least important. Each number could only be used once, and each number 

from 1 to 10 had to be used. 

 

As seen in the table below, 20% of the respondents declined to answer this part of the survey, as they 

believed that none of the organisational factors mentioned influenced their usage of FPS. Instead, the 

only reason they used it was the fact that it was mandated, and an important key result area for 

ensuring financial information was thereby completed. 

 

Table 7: Case summary, organisational factors (Source: Author) 

Case Summary

  Cases 

Valid Missing Total 

N Percent N Percent N Percent 

Organisational 
factors 

12 80.0% 3 20.0% 15 100.0%
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Of the remaining 80% of the respondents who chose to answer, 41.7% believed that organisational 

processes were the most important factor. 

Table 8: Organisational factor rated number 1 (Source: Author) 

  Responses

N Percentage 

Organisational factors 
rated number1a 

Organisational structure 1 8.3%

Organisational processes 5 41.7% 
Organisational size 1 8.3%

Process of selecting and implementing the 
information system 

2 16.7%

Top Management support 2 16.7%

Technological and financial resources available 1 8.3%

Total 12 100.0%

 

Processes for PMBOK in the centralised repository require that projects be logged on FPS, prior to 

any resource being able to bill time against project activities and tasks. This ultimately means that 

projects need to be assigned an FPS ID before resources can be allocated, and users are allowed to 

book time against allocated tasks in the project schedule.  

 

In addition, projects need an approved project contract, detailing project objectives, deliverables, 

high level requirements and project costs to be handed to the Project Office team before the FPS ID 

can be assigned. Scope change documents defining a change in requirements, schedule and costs are 

required to be saved by the Project Office team. In order to close off FPS ID, a project-review report 

is required by the Project Office team. 

 

In a discussion with the QA team, who verified that organisational processes had been followed, it 

was discovered that a large amount of documentation is required by the Project Office team, and that 

there have been a number of non-compliant projects that did not strictly adhere to the defined 

processes. 

 

In addition, the information obtained from FPS for QA reporting purposes identified several key 

issues: 
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 Projects that were implemented in production and had completed their warranty period, still 

showed as ‘work in progress’, as project review reports had not been obtained and FPS IDs 

had not been closed, thereby allowing resources to still book time against completed projects; 

 FPS project schedules did not correctly show in which phase of the lifecycle projects were 

involved, and thus did not assist QA with assessing which projects needed to be verified; and 

 Projects were incorrectly logged in portfolios. 

 

QA has highlighted these issues to management, but are still waiting for all of them to be addressed. 

Progress has been made by some PMs to close FPS IDs for work that has been completed, but there 

are still a large number of projects incorrectly logged with project schedules that do not correctly 

reflect a delivery to date. These issues are related to the motivation of PMs to use FPS, as one PM 

stated, “FPS is required, so it’s garbage in, garbage out (GIGO)!”  

 

This attitude will be covered in more detail in the following section.  

 

Several respondents have stated that they will do the bare minimum necessary in FPS to adhere to 

the process -- that is, to capture high-level projects schedules, allocate resources and capture time – 

so that management can obtain project financials. This links to the second most important factor.  

Table 9: Organisational factor rated number 2 (Source: Author) 

 Responses

N Percentage 

Organisational factor rated 
number 2 

Organisational structure 3 25.0%

Organisational processes 3 25.0%

Process of selecting and implementing the information 
system 

1 8.3%

Top Management support 4 33.3% 

Own technological capabilities 1 8.3%

Total 12 100.0%

 

Top management support was rated highly, since they measure respondents on the financial 

information they get from FPS, and use reports from it to track work delivery.  
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In addition, respondents whose financial information is not updated in FPS are penalized in 

performance appraisals, as there is a potential for under-recovery if client’s are not correctly billed, 

as cost saving is a key strategic initiative, and without valid and complete information this cannot be 

tracked. 

 

Top management support is also linked to the fact that executives made the decision to purchase the 

information system, and because of the large amount already invested would be unlikely to change, 

even when other options, such as MPP with an MPP enterprise project management tool became 

available. 

Table 10: Organisational factor rated number 3 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 3 Organisational structure 3 25.0% 

Organisational processes 1 8.3%

Organisational size 2 16.7%

Culture of the organisation 1 8.3%

Internal technical support 2 16.7%

Top Management support 2 16.7%

Training 1 8.3%

Total 12 100.0%

 

Organisational structure was listed by 25% of the respondents as the third most important factor. YZ 

organisation has many departments, with IT being one of them. The IT department has various 

specialist areas that focus on particular technologies.  

 

Allocating resources across multiple projects, as well as managing financials at the enterprise level is 

facilitated by FPS, as this view cannot be obtained by capturing individual projects in MPP. In 

addition, FPS allows projects to be linked to high-level strategic objectives that should enable the YZ 

organisation to align more easily to IT projects being delivered. 
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Table 11: Organisational factor rated number 4 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 4 Organisational size 4 33.3% 

Culture of the organisation 2 16.7%

Process of selecting and implementing the 
information system 

1 8.3%

Internal technical support 1 8.3%

Top Management support 1 8.3%

Training 2 16.7%

Technological and financial resources available 1 8.3%

Total 12 100.0%

 

It was found that 33% of the respondents believed that organisational size is the fourth most 

important factor. This is linked to organisational structure, as the YZ organisation is big and complex 

and there needs to be an information system in place that allows senior management to obtain a 

consolidated view of delivery against costs and schedule. 

Table 12: Organisational factor rated number 5 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 5 

Organisational size 1 8.3%

Culture of the organisation 4 33.3% 

Internal technical support 2 16.7%

Top Management support 1 8.3%

Training 1 8.3%

Technological and financial resources available 3 25.0%

Total 12 100.0%

 

It was found that 33% of the respondents believed that the culture of the organisation affects their 

usage of FPS. This is because the emphasis is placed on cost and delivery on schedule. These factors 

are viewed at an enterprise level with FPS. However, the culture of the organisation is also driven 

towards delivery; and this it seems, should be done at the expense of quality, given the number of 

non-compliant projects and the incorrect data obtained from FPS by the Quality Assurance team. 
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Table 13: Organisational factor rated number 6 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 6 

Organisational structure 1 8.3%

Organisational processes 2 16.7% 
Culture of the organisation 1 8.3%

Process of selecting and implementing the 
information system 

2 16.7% 

Internal technical support 2 16.7% 
Top Management support 1 8.3%

Training 1 8.3%

Technological and financial resources available 2 16.7%

Total 12 100.0%

 

Organisational processes, internal technical support and the process of selecting and implementing 

the information system obtained the same number of votes for position 6. Given that organisational 

processes were already rated at number 1, and the process of selecting and implementing the 

information system obtained the same number of votes for rank 9, it was decided to rate internal 

technical support at position 6.  

 

Internal technical support at this position is not rated very highly, but in discussions with 

respondents, it was stated that there are a limited number of resources available to provide technical 

support for FPS. Currently, there are two resources that provide technical support for the IT 

department, as well as other areas that have now been introduced to the information system.  

 

The respondents felt that internal technical support was often unwilling to assist with their queries 

and technical difficulties. A few respondents believed that the FPS team was under-resourced, as 

they had lost a key resource; and this fact was confirmed by management. They also believed that the 

FPS team was not willing to support them, as questions were answered with: “I’m busy now and 

don’t have the time to deal with your questions!” Management has agreed that their FPS helpdesk 

team is under pressure to deliver key reports, as well as to do an upgrade of the FPS system.  
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Another comment made was, “FPS support makes users look like ‘idiots’; and as a result, is only 

used to capture timesheets rather than for managing projects."  

 

Respondents also felt that their management was not well equipped to deal with FPS technical 

difficulties, and that the view was to get things done, but that they were not able to provide guidance 

on how this could be achieved. This is closely related to the skills level of FPS; and this issue will be 

dealt with in a successive section. 

Table 14: Organisational factor rated number 7 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 7 Organisational structure 2 16.7% 

Organisational size 1 8.3%

Culture of the organisation 2 16.7% 

Internal technical support 1 8.3%

Top Management support 1 8.3%

Training 1 8.3%

Technological and financial resources 
available 

2 16.7% 

Own technological capabilities 2 16.7%

Total 12 100.0%

 

‘Organisational structure’, ‘culture of the organisation’, ‘technological and financial resources 

available’ and ‘own technological capabilities’ tied for position 7. Given that Organisational 

structure and the culture of the organisation were already rated in higher positions, these issues were 

ignored. ‘Own technological capability’ achieved a higher number of votes in the last position. This 

will be discussed in the following section. 

 

 As a result ‘technological and financial resources available’ was given the seventh rank. This is due 

to the fact that financial resources are limited to mainly one resource from the finance department 

which reports on financials on a monthly basis to senior management. Respondents are often not 

provided with this detailed level of information, but are addressed by management when there are 

financials deemed to be exceptions.  
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Technological resources have improved as technical support in terms of hardware and antivirus 

support for the software has been outsourced to a third party. 

 

Table 15: Organisational factor rated number 8 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 8 

Culture of the organisation 1 8.3%

Process of selecting and implementing the 
information system 

1 8.3%

Training 4 33.3% 
Technological and financial resources available 2 16.7%

Own technological capabilities 4 33.3%

Total 12 100.0%

 

Training was surprisingly low on the rank of importance, obtaining only 33.3% of the votes, despite 

most of the respondents saying that training was ‘inadequate’. This is closely linked to the ‘skills 

level using FPS’, This issue will be discussed in a subsequent section. 

 

A PM stated the following, “Training is not adequate. When I incorrectly pressed ‘approve all’ and 

approved my timesheet incorrectly, the response from the helpdesk was FRIGHTENING! There is no 

help and the training materials are missing.” 

 

This view can be summarised by the PM who stated: “Training needs to be improved. (Saying that) 

there is a limitation on training resources is just a pathetic excuse. Pull in another FPS resource and 

provide practical training, documentation and user notes. People implement things all the time and 

there are ways to get users to enjoy their job and the tool. We’re not stupid, we can work it out, but 

we need some assistance!” 
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Table 16: Organisational factor rated number 9 (Source: Author) 

  Responses

N Percentage 

Organisational factor 
rated number 9 Organisational structure 2 16.7% 

Organisational processes 1 8.3%

Organisational size 1 8.3%

Process of selecting and implementing the 
information system 

2 16.7% 

Internal technical support 2 16.7% 
Training 1 8.3%

Technological and financial resources available 1 8.3%

Own technological capabilities 2 16.7% 

Total 12 100.0%

 

The process of selecting and implementing the information system only received 16.7% of the votes, 

as several of the respondents believed that they could do little to affect it, as decisions were made by 

a member of executive management. 

 

This view is summarised by one PM who stated, “Top Management wants FPS to be utilised, but the 

process of selecting and implementing the information system is not well done.” This is linked to 

user-involvement and change- management which were both rated negatively; and therefore, 

contributed to this rating.  
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Table 17: Organisational factor rated number 10 (Source: Author) 

  Responses

N Percentage 

Organisational factor rated 
number 10 

Organisational size 2 16.7%

Culture of the organisation 1 8.3%

Process of selecting and implementing the information 
system 

3 25.0%

Internal technical support 2 16.7%

Training 1 8.3%

Own technological capabilities 3 25.0% 

Total 12 100.0%

 

Own technological capabilities was rated as least important, as the respondents felt that being in IT 

equipped them with at least a basic understanding of information systems and how to use the 

functionality to deliver what was required.  

 

It was stated that FPS was not the most intuitive information system to use, and given that they use 

some features, such as project Management functions seldom, it was easy to forget, and not that easy 

to relearn what was forgotten as the help function was not very user-friendly. 

 

This aspect of ‘ease of use’ will be discussed in greater depth in the following section. 

 

4.3.4 WHICH FACTORS INFLUENCE THE ACCEPTANCE OF MANDATORY 

SOFTWARE BY INDIVIDUAL USERS?  

  

FPS is used in a mandated environment where the use of FPS is required for the job performed by 

PMs. According to the literature review, when the use of an information system is mandatory, the 

measures of system quality, information quality, and use become less useful, because whether the 

quality of the system and the quality of the information outputs are adequate or not, and whether 

users actually want to use the system or not, there is no choice for them. Users must accept and use 

the information system, as it is part of their job – and they need to utilise it in order to stay employed.  
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 “MPP is easier and far less complicated to use. (MPP) is easier to learn and you can learn it 

yourself without technical assistance. If you know the fundamentals of project management, 

then MPP ties in easily.” 

 “I find ways around (having to use FPS). I hire a project support administrator to do it, 

otherwise it would take at least a day a week to do it and that is a waste of a PM’s time.” 

 

This result is also related to the fact that those who found it easy to use were only using it 

predominantly for time capture, and not for detailed project planning. The 40% of respondents who 

disagreed were capturing high level project plans in FPS, but found detailed planning too difficult; 

and therefore, they used MPP. 

 

It was found that 46.7% of respondents believed that their interaction with FPS is clear and 

understandable, but this was again limited to the time capture and financial reporting functionality 

used; and not all of the functionality was provided by FPS. 

 

Positive comments from respondents included the following:  

 “If you understand what you want to use FPS for, it is easy e.g. extracting reports. MPP is 

not easier to learn, not too difficult in terms of complexity; it’s just attitude-based.”  

 “I don’t need to keep track of costs and understand the parts that I am using but don’t 

understand the full functionality. I don’t use things like risk management but can use FPS to 

draw the necessary reports.” 

 

Perceived usefulness (Venkatesh et al., 2003) refer to the degree to which a person believes that 

using a particular system would enhance his or her job performance. It was found that 37.8% of the 

respondents disagreed with the view that using FPS would enhance their job performance. 

 

During interviews with a respondent, s/he stated that using FPS ‘hinders’ his/her job performance 

and laughed when s/he was asked if using FPS increased his/her productivity. This view was 

contradicted by another respondent, who stated that his/her productivity would increase if s/he 

monitored what he/she used time for and analysed his/her own productivity. 

 

It was found that 13.3% of the respondents strongly disagreed, while 46.7% disagreed that using FPS 

would enhance their effectiveness on the job. They believed that having a tool that allows them to do 
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billing and financial reporting is required, but that their job as a PM required dealing with customers, 

project teams, dealing with risks and dependencies and that those functions were tool-independent. 

 

An equal number of respondents agreed and disagreed (33%) that using FPS made their jobs easier.  

 

Negative comments from respondents included the following: 

 “I agree that FPS is useful, as it is required for my job, but it is difficult to use. A tool is 

required, so FPS is utilised, as it is required and mandated by the organisation. MPP enables 

me to perform tasks more easily; it improves my job performance and makes me effective. On 

an individual level, MPP is streets ahead, but (at an) organisational level I don’t know if FPS 

is more effective. I don’t know the MPP enterprise tool, so I can’t compare.” 

 “Using FPS adequately would make me do my job more optimally, but currently it does not 

improve my job performance.” 

 

It is interesting to note that the 33% who agreed based it on billing and financial reporting, while the 

33% who disagreed based it on the use of FPS to complete detailed project planning. A positive 

comment from a respondent included the following: 

 “I use FPS for reporting and financials as it gives me that information so I don’t need to go 

and check anywhere else.” 

 

The split above is thus based on the extent of use. 

 

Subjective norm (Venkatesh et al., 2003) This refers to a person's perception that people who are 

important to him/her think s/he should (or should not) perform the behaviour in question, in this case 

utilising FPS.  

 

The view of respondents was largely negative, with 13.3% strongly disagreeing and 46.7% 

disagreeing. Respondents only used FPS, since it was required by their job function, especially for 

billing and financial purposes. Negative comments from respondents included the following: 

 “I don’t care which of my co-workers use it. I just have to use it for finances” 

  “I use it (FPS) because I don’t have a choice.” 
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However, given that 37.8% of respondents disagreed that using FPS would enhance their job 

performance, extrinsic motivation to use FPS is low; and in order to meet KRAs in their performance 

contracts, respondents are utilising whatever tool is available – in order to meet their objectives and 

not be penalised in performance reviews. Negative comments from respondents included the 

following: 

 “(FPS) is not nice to work with. If it was used properly, it could be a valuable tool, and if it 

was implemented correctly, then we would get benefits e.g. resource levelling.” 

 “FPS is required, so it’s garbage in, garbage out (GIGO)!” 

 “MPP is very different so I can’t compare. It’s like trying to compare a 4X4 and a bakkie for 

fit-for purposes.” 

 

KRAs state that projects should be ‘within cost and schedule’, but does not specify which tools need 

to be used to reach this objective. As a result, PMs are using FPS to measure within cost and MPP to 

measure within schedule – and are being rewarded with good performance appraisal ratings, if this 

has been done, regardless of the fact that they are not utilising one tool to perform both functions.  

 

Positive comments from respondents included the following: 

 “Practically, I have a high level plan (in FPS) and keep the details in a spreadsheet, so that I 

can aggregate them. It’s more useful to view overall tasks rather than breakdown to minute 

detail. I use five days as a minimum to enter task details.”  

 “I wouldn’t use it if I had the option of using MPP enterprise tool, but FPS is more widely 

used to support YZ financials.” 

 

As a result, there appears to be a misalignment between the organisational objectives of cost saving 

and incentives, as PMs are being incentivised to perform their jobs optimally, even if this involves 

utilising two tools, which ultimately increases organisational costs. 

 

Intrinsic motivation refers to ‘the perception that users will want to perform an activity for no 

apparent reason other than the process of performing the activity per se’ (Venkatesh et al., 2003). 

Intrinsic motivation relates to the feelings individuals have when working with FPS, such as the 

feelings of enjoyment, fun and pleasure. 
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Overall, the results were negative, as 17.8% strongly disagreed, and 37.8% disagreed with the key 

constructs of intrinsic motivation. The majority of respondents did not like working with FPS, as 

13.3% strongly disagreed and 40% disagreed with the statement, ‘Í like working with FPS.’A total of 

33.3% of the respondents disagreed that using FPS to support their role as a PM was unpleasant; and 

again, this was based on the fact that time capturing and financial reporting could be done with 

minimal effort. However, 20% agreed, and 6.7% strongly agreed, that using FPS to support their role 

as PM was unpleasant; and this was based on the perception that capturing detailed project plans and 

managing projects using FPS, was more cumbersome than using MPP.  Negative comments included 

the following: 

 “(FPS is an expensive way to record time. If I was free to choose, I wouldn’t use it.” 

 “Using MPP is definitely a good idea, as it is easy to create plans and track progress. I 

prefer working with MPP.” 

 

It was found that 40% of the respondents strongly disagreed, while 40% disagreed, that working with 

FPS was fun. Despite the results being negative, respondents were still using FPS as it was 

mandated, rather than the fact that they enjoyed using the information system or obtained pleasure 

from it. 

 

Positive comments from respondents included the following: 

  “Using FPS is better than nothing, because if there was no tool, my life would be more 

complicated.” 

 “(I) get a view of my team’s productivity; with the assumption that time capturing was done 

correctly. For that use, I like working with it, but when you’re faced with inconsistent data in 

reports then it’s not supportive.” 

 

More details regarding this topic are given in Appendix 3b. 

 

The responses for the MPCU model constructs can be summarised as follows: 
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This could be as a result of not inducting new PMs correctly and demonstrating the need and use of 

FPS. 

 

Negative comments included the following: 

 “Time keeping doesn’t improve my job performance or the quality of my output, but it is 

needed for financial purposes.” 

 “MPP is makes it easier to integrate a master plan and sub-plan. In FPS, resource allocation 

at a portfolio level (when integrating multiple projects) will not show over allocation. ” 

 “I don’t know if FPS is any better than any other alternatives. Tools are not about a function 

but a whole job; it doesn’t change the way the project or the project team are managed. 

Personally, I prefer the MPP enterprise tool, as it has a consistent look and feel of other 

MPP Corporation tools and the integration is seamless.” 

 “All this admin gets in the way of doing the real job.” 

 “MPP cannot be compared to FPS, as FPS can’t be used for planning, or I’m not sure if we 

can.” 

 

Another respondent extracts costs from FPS and puts it in Excel to calculate costs per week, as there 

is no summary for weekly spending. The respondent did it manually, as s/he didn’t know of any 

report. S/he didn’t use it for planning, scheduling and monitoring because s/he didn’t believe that it 

would make him/her more effective. S/he didn’t use it to perform PM activities, but only used it in 

order to conform to governance. It is evident that this approach significantly increases the amount of 

time it takes to perform PM activities, as there is duplication of time and effort.  

 
It was found that 22.7% of the respondents neither agreed nor disagreed, as there is an expectation 

that all PMs use FPS. Respondents in this category only used it for time capturing, and could 

therefore not comment on how it supported PM functions; and therefore, could not tell how it 

improved their job performance at that level. 

 
In addition, 29.3% of the respondents agreed that it enhanced their job performance, as compiling 

project financials manually could be time consuming. Another positive aspect highlighted is that 

resources can be allocated (at an enterprise level) and that actual vs. plans for resources could be 

compared. Respondents stated that FPS can increase the quality of output when compared with doing 

it manually; and that it provided useful reports, but that MPP was better and more effective for 

planning.  
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However, they stated that MPP improves performance, as it is easy to use and decreases the amount 

of time needed for important job responsibilities, as well as increasing the effectiveness of 

performing job tasks. A positive comment for the use of FPS included the following: 

  “FPS can increase the quantity of output for the same amount of effort if it’s automated and 

used as intended. There is functionality to capture risks, but this is not used.” 

 

In summary, the job fit of FPS in the organisation is questioned – with its use being limited to 

financials. As a result, reaping any business benefits is severely limited.  

 
Complexity refers to the degree to which an information system is perceived as being difficult to 

understand and use (Venkatesh et al., 2003). The overwhelming majority of respondents (46.7%) 

disagreed that FPS was difficult to understand and use, but agreed that it was not too complex. 

 

It was found that 40% of the respondents disagreed that using FPS takes too much time from their 

normal duties, but this was due to the fact that PM functions are completed in MPP, in most cases. 

This is supported by 33.3% who neither agreed nor disagreed, as they did not use FPS for all 

intended purposes. The 20% who agreed and the 6.7% who strongly agreed are the respondents that 

essentially capture high level project plans in FPS. 

 

In addition, 46.7% of the respondents disagreed that working with FPS is so complicated that it is 

difficult to understand what is going on. This is as a result of time capture being quick, but that it is 

frustrating and confusing when there is a need to perform other tasks, such as  printing timesheet 

reports. 

 

A respondent commented: “People don’t seek guidance with regard to particular tasks that they 

want to perform. You can figure it out fumbling through it and MPP is not easier to learn. With 

assistance you can learn to successfully complete tasks in both.” However, this would not be ideal, 

as it would result in a duplication of time and effort. 

 

The view above is contrasted by a respondent stating that it takes too long to learn FPS to make it 

worth the effort. A respondent stated, “MPP is less complicated and that it takes the same amount of 

time to capture the information as in FPS, but getting the information out is more flexible. MPP is 

faster to learn and is easier to input data, even in Excel. MPP is less complex, as there are also MPP 

tutorials online that make learning far simpler and more efficient.”   
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This view is supported by another respondent who stated, “(MPP) is easier to understand and the 

GUI is more intuitive. Navigation in FPS is a pain in the arse and is used on a ‘run-a-report’ basis!” 

 

In general, the large majority of respondents are using FPS for only those tasks and activities they 

know how to perform, such as time capture; and for some, capturing a high level plan.  MPP is 

preferred for detailed planning and does not require permission to move projects – unlike FPS.   

 

As a respondent succinctly stated, “The more you know, the longer you use it, the easier it 

becomes,” but this is dependent on training, commitment to comply with governance and buy-in into 

the process – or FPS will never become an organisational asset, delivering intended business 

benefits. 

 

Affect towards use refers to the feelings of joy or pleasure; or disgust or displeasure, associated by 

an individual with a particular act, in this case using FPS (Venkatesh et al., 2003). The majority of 

respondents strongly disagreed (26.7%) and disagreed (35.6%) that using FPS makes their job more 

interesting and fun. As many as 53.3% agreed that FPS is OK for some jobs, but not the kind of jobs 

that they want it to accomplish. 

 

Negative comments from respondents included the following: 

 “MPP is more fun, it makes work more productive, as (you) don’t need to focus on 

understanding it, but use it to do my job. (It is) easier to perform tasks.”  

 “Being (a) production tool (FPS) adds value, but it doesn’t make it interesting. (There is) not 

always relevant reporting available and (you) need large amounts of approval and strong 

motivation (to get it done)”. 

 “It’s not fun, it’s a job. (I) have to use it! It’s not OK for running IT delivery projects. There 

is functionality (but I) use limited aspects.” 

 “FPS would make work more interesting if I had enough time to learn the functionality. 

Sometimes, working with it is a pain, and it is only OK for finances, but can we use it for 

capacity planning?” 

 “(FPS) is OK for billing but not OK for tracking and planning. (It is) only a subset of what 

you want. A work breakdown structure (WBS) can be populated in MPP, and then it 

automatically generates a detailed MPP plan, but this is not available in FPS.” 
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In summary, this again shows that FPS is not being utilised for the intended purposes; and one could 

infer that business benefits would not be obtained as an outcome. 

 

Social factors refers to ‘an individual's internalisation of the reference group's subjective culture 

and specific interpersonal agreements that the individual has made with others, in specific social 

situations’ (Venkatesh et al., 2003).   

 

An equal number of respondents (35%) agreed and disagreed; with the majority responding 

negatively, as 6.7% of respondents strongly disagreed. The remaining 21.7% of the respondents 

neither agreed nor disagreed. 

 

Respondents disagreed that they used FPS because their co-workers were using it. They used FPS 

because they were mandated they do so, and due to the fact that it is an operational requirement.  

 

Top management support has been highlighted as an area of concern. The following comments were 

made by respondents: 

 “Supervisors wants me to use FPS, but are not willing to find solutions to problems or issues 

and some supervisors aren’t using FPS themselves to extract reports.”  

 “Supervisors do not care about the tool used, as long as the job is done and the information 

is correct.” 

 “Supervisor wants me to use FPS but is not willing to find solutions to problems and issues.” 

 “The senior Management of this business has been helpful in the use of FPS only if helpful 

means ‘I want you to use it’.” 

 “(I) use it because I don’t have a choice. Senior management could have increased the 

number of skilled resources in terms of technical support and FPS administration. FPS is not 

‘supported’ but ‘enforced’!” 

 

There was no consistent view on whether senior management supports the use of MPP. Only 33.3% 

of the respondents believed that MPP is supported by senior management for detailed project 

planning, so that “not all eggs (are) in one basket”; and in the event that FPS “goes down”, then there 

is a back-up available in MPP. These respondents also believe that even if the use of MPP is 

encouraged for detailed planning, the use of FPS would still be enforced for billing. 
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It was found that 26.7% of the respondents believed that MPP is not supported by senior 

management, as they have already chosen FPS, and there is an extra cost involved in running MPP. 

 

The remaining 40% of the respondents believed that senior management does not care which tool 

gets used, since they are only focused on work delivery, and they use an “eye-ball” view to compare 

FPS and MPP, without really analysing the detail.  

 

One respondent’s view was that it was not being supported as an organisational tool, as this would 

have translated into everyone using FPS. This view is supported by the following statement, “IT 

Management (uses FPS) because they must, IT people – NO, customers – NO!” 

 

Based on these statistics and comments, there is a clear indication that buy-in from the target group 

of FPS is missing and, as a result the intended business benefits would not be realised.  

 

Facilitating conditions are defined as ‘the degree to which an individual believes that an 

organisational and technical infrastructure exists to support the use of the system’ (Venkatesh et al., 

2003). An overwhelming majority of the respondents (59.5%) believed that there is some 

organisational and technical infrastructure to support the use of FPS. 

 

A specific person or group is available for assistance with FPS difficulties, via the FPS helpdesk. A 

respondent stated that there was only one competent individual providing assistance, but this is one 

who is not interested in helping. It is believed that the view is, “you’re a hindrance to my job; it’s 

not my job.” There is less technical support available for MPP, as there is no helpdesk for assistance 

with technical difficulties, but respondents felt that they could use MPP to help them in resolving 

their issues. 

 

Specialised instruction concerning FPS is given in FPS training, but concerns were raised regarding 

the frequency of the training and the lack of resources to provide such training. A respondent also 

stated that there are no manuals available, and that MPP does not require specialised instruction, as 

the help function is useful and that this is what is missing with FPS. However, one respondent stated 

that FPS has tutorials stored in the tool. The fact that other respondents were not using these or did 

not know about them can be linked to the lack of training, awareness and communication. These key 

aspects will need to be improved if any benefits are to be realised. 
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4.3.5 WHAT ARE THE IMPACTS OF USING ALTERNATIVES TO MANDATORY 

SOFTWARE ON EXPECTED BUSINESS BENEFITS? 

 

In order to assess the impact of using alternatives to mandatory software on expected business 

benefits, it was first necessary to understand the method used to determine business benefits. 

However, in a discussion with the Senior IT Manager who was previously, accountable for FPS and 

the FPS team, they could not articulate what the expected benefit for FPS was at implementation. 

This was due to the fact that it was not documented. Business benefit management was not a key 

result area, and this required additional time and effort, which is often not available; so the focus is 

given to key result areas instead.  

 

As a consequence, the logical approach to benefits management suggested by IMBOK (Bytheway, 

2004) that includes identifying and structuring benefits, planning benefits realisation, executing the 

plan and evaluating and the reviewing thereof, was not implemented.  

  

The reasons for not implementing the benefits management cycle is aligned to the managerial issues 

regarding benefits measurement, as identified by Bytheway (2004). This is clearly evident in the fact 

that effort is required for the benefits management regime; and in addition, management education in 

terms of cost/benefit analysis is required. The Senior IT manager, who was interviewed, could not 

confirm that this form of education was not being provided to the management of the IT department 

– but it is currently not being provided.  

 

In addition, both quantitative costs, for example, cost of infrastructure, and qualitative costs, for 

example, sunk costs, need to be considered when determining business benefits.  

 

Long term consequences refers to outcomes that will realise benefits in future. As many as 80% of 

the respondents believed that there are long term consequences for utilising two types of software to 

perform the same or similar tasks, as there may not be a consistent view or a ‘single source of truth’ 

if FPS is not synchronized with MPP.  

 

It was found that 46.7% of respondents did not believe that there would be any impacts on the 

quality of Management Information System (MIS) obtained from FPS if MPP is used as well, as they 

are used in different ways; FPS for billing, and MPP for detailed planning. However, this view does 
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not take into consideration that the two activities are dependent on one another. This however, is 

contrary to the experience of the QA and change management teams.  

 

Activities such as implementation dates, which should be correct in FPS, that should assist with the 

forward scheduling of change (used for managing the dates on which changes enter production), do 

not always provide accurate data; and hence, decisions made on that basis do not provide the best 

organisational results and, furthermore, they introduce an increased risk.  

 

Other activities, such as the amount of time spent on peer review to ensure the quality of content in 

documentation, was previously extracted by the QA team, but the results proved to be unreliable, as 

several projects were not capturing time for projects on this detailed level, since this was usually 

done in MPP. As a result, there was no metric available for executive management on the level of 

internal quality assurance; and consequently, they could not benchmark against other organisations.  

 

The remaining 53.3% of respondents believed that there would be an impact on MIS if MPP were 

used in addition to FPS, as there would be a duplication of time and effort required to synchronize 

data from MPP and FPS; and thus, FPS data integrity would suffer, as MPP is kept up to date.  

 

If, additionally, contracted PMs are using both tools, the organisation is paying more than is 

required, due to the additional time required to update two tools instead of one. 

 

It was found that 73.3% of respondents did not believe that there would be impacts on other teams, 

such as QA and change management, if MPP were used in addition to FPS. The view is that the 

quality assurance team is included in meetings and that access can be granted to MPP plans as well. 

In addition, the view was that high level milestones, that are required, are still captured in FPS. 

However, the quality assurance team has proven in their reporting that FPS does not always contain 

valid, accurate complete data on which decisions, requiring a low level of detail, can be made.  

 

In addition, having access to individual MPP project plans does not give the QA team the required 

data, except with a larger amount of manual labour, to provide executive management with quality 

metrics and a trend analysis for the organisation. 

 

All the respondents agreed that there are cost implications to using two information systems, such as 

paying for two sets of licenses and infrastructural costs. However, these costs were justified by 
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respondents as being necessary, due to the fact that MPP was needed for detailed planning and the 

belief that FPS was not perceived as being useful and did not give ease of use. 

 

In discussions with the FPS team, it was found that MPP plans could be uploaded into FPS. When 

respondents were questioned about this functionality, it was stated that this functionality was difficult 

to use and that when they had tried it previously it did not perform as required. 

 

Refer to Appendix 3(a) for more detailed information. 

 

Given that an information system is introduced to improve the business process, respondents were 

asked whether FPS was used to support PMBOK processes. Given the responses, it is evident that 

FPS is not used as intended. The primary objective of respondents is to do as little as possible in 

FPS, despite the fact that FPS supports PMBOK and should be ideal. 

 

Business adequacy is highlighted as an area of concern, as job fit, perceived ease of use, extrinsic 

and intrinsic motivation were all perceived negatively. The only areas viewed positively were due to 

the fact that time capture was relatively easy, and that using FPS was easier than completing project 

financials manually. 

 

As a result, only a very small percentage of FPS’s functionality is being utilised (opening, managing 

timesheet capture, approvals and financials, and closing project IDs) and PM functions are being 

supported by other tools, such as MPP (project planning, tracking and oversight) and spreadsheets. 

 

Based on the findings thus far, it seems evident that ROI on the FPS investment is not being realised, 

with the exception of being able to produce financials and reporting; however, the accuracy of this 

reporting remains questionable.  

 

Based on the IMBOK model, even if business benefits are obtained from FPS, this could not be 

assessed in financial or non-financial measures. This appears to be a key area of management 

breakdown, and will have to be addressed – not only when implementing information systems in the 

IT department, but when implementing information systems in YZ organisation. 
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4.4 IMPLICATIONS FOR MANAGEMENT 

A technology acquisition process defines how new technology should be implemented in YZ 

organisation, especially from an architectural perspective – to ensure that technology is not 

duplicated, for example, by purchasing two Project Management software tools and licences. 

However, this process is not publicised and as a result is not accessible to all. It was discovered that 

the technology acquisition process had not been enforced by the architecture team since 2009, due to 

resource constraints. And as a result, the implementation of new software is not done in a formalised 

manner; consequently, duplicate software may be introduced into the organisation, such as FPS and 

MPP.  

 

Management actions are currently in place to address this gap, but consideration will also need to be 

given to all software introduced during the time that this process was not enforced. 

 

Resistance to change is giving rise to a pattern of resistance that has become a norm of corporate 

culture, and the IT department is no exception. Because individuals automatically resist change, it is 

necessary to mitigate the negative effects of these reactions when implementing changes in 

technology, processes, and workflows, as well as changes in business processes that became 

necessary when FPS was implemented.  

 

Finding methods to bypass what is mandatory may be related to user resistance; and this has been 

identified as a prominent reason for the failure of new implementations. Consequently, a method for 

dealing with user resistance should have been identified in the IT department’s change management 

approach. However, the formal approach could not be located and based to the views of respondents 

there is a doubt that an approach existed. Therefore, change management appears to be an area of 

concern that management needs to address. 

 

In addition, the information obtained from FPS for QA reporting purposes identified several key 

issues: 

 Projects that were implemented in production and had completed their warranty period, still 

showed as ‘work in progress’, as project review reports were not obtained and FPS IDs were 

not closed, thereby allowing resources to still book time against projects which had already 

been completed; 
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 FPS project schedules did not correctly indicate in which phase of the lifecycle projects were;  

and thus, did not assist QA with assessing which projects needed to be verified; and 

 Projects were incorrectly logged in portfolios. 

 

QA has highlighted these issues to management, but are still waiting for them to be addressed. 

Progress has been made by some managers to close FPS IDs for work that was completed, but there 

are still a large number of projects incorrectly logged with project schedules that do not correctly 

reflect a delivery to date. 

 

Top-management support, was rated highly, since they measure respondents on the financial 

information they extract from FPS and use reports from it to track work delivery. 

 

In addition, respondents whose financial information is not updated in FPS are penalised in 

performance appraisals, as there is a potential for under-recovery if clients are not correctly billed, 

because cost saving is a key strategic initiative. Without valid and complete information finances 

cannot be correctly tracked. 

 

Top-management support is also linked to the fact that executives made the decision to purchase the 

information system, and because of the large amount already invested is unlikely to change even 

when other options, such as MPP with the MPP enterprise project management tool, became 

available. 

 

Top management support has been highlighted as an area of concern.  

 

Internal technical support is not rated very highly either, but in discussions with respondents, it was 

stated that there are only a limited number of resources available to provide technical support for 

FPS. Currently, there are two resources that provide technical support for the IT department, as well 

as other areas that have now been introduced to the IS. Respondents felt that internal technical 

support was often unwilling to assist with queries and technical difficulties. A few respondents 

believed that the FPS team was under-resourced, since they had lost a key resource.  

 

They also believed that the FPS team was unwilling to support them, as questions were answered 

with: “I’m busy now and don’t have the time to deal with your questions!” The FPS helpdesk team is 
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under pressure to deliver key reports, as well as to do an upgrade of the FPS system; and therefore, 

management needs to assist in meeting these priorities.  

 

Respondents also felt that their management was not well equipped to deal with FPS technical 

difficulties, and that the view was to get things done, but that they were not able to provide guidance 

on how this could be achieved. This is closely related to the skills level of FPS. 

 

Taking into account the responses for long term consequences and the belief that the organisation 

would experience long term consequences, if the IT department’s strategy is to reduce costs and 

reduce waste, this is not supported by running two information systems that can both perform PM 

functions. The cost implications of licensing, infrastructure, back-up and recovery could accrue 

substantial savings that are going to waste. 

 

In addition, de-risking the IT environment is not aided by having two information systems that may 

not be synchronised and by utilising financial reports from an information system that only contains 

high level plans -- when low level detailed plans are captured elsewhere, this could result in 

decisions being made on information that is not valid, accurate or complete. 

 

Based on the IMBOK model, even if business benefits are obtained from FPS, this could not be 

assessed in financial or non-financial measures. There appears to be a key management breakdown 

in this area; and this issue will have to be addressed, not only when implementing information 

systems in the IT department, but also when implementing information systems in YZ organisation. 

 

4.5 SUMMARY 

The chapter began with a demographic analysis of the data, together with a basic statistical analysis, 

including thematic content analysis based on the core constructs identified in the triangulation model 

for user acceptance.  

 

Brief demographic findings included the following: 

 The response rate was 53.5% from the cross-checked list from GAL; 
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 The majority of respondents (67%) were males; with 73% aged between 36 and 50; and 53% 

were Coloureds. 

 The number of months employed in the organisation ranged from 12 to 241 months, with the 

median being 78 months. 

 The number of months employed in the current position ranged from 7 to 120 months, with 

the median being 34.5 months. 

 

4.5.1 What is the level of involvement from the intended user group in the decision to 

implement mandatory information systems? 

It was found that 66% of the sample population believed that the decision to implement was taken 

without consulting the target-user group. 

 Workshops were held with key individuals, but not all the stakeholders were taken into 

consideration. It is understood that consulting all target users of the system that needs to be 

implemented takes time; and this could possibly result in longer implementation times; 

hence, participation congruence was low. 

 User involvement was limited in the decision-making process and their involvement in 

utilising the mandatory information systems had a significant impact on the realisation of 

business benefits. The phases of adoption, consolidation, internalisation and performance, 

which ultimately lead to improved efficiency and effectiveness, can only be achieved through 

training and routine practice – and ultimately training -- when users learn to exploit the 

functionality of the system, rather than having the ‘work-from-the-book’ approach; however, 

this was not done effectively (refer to next question). Hence, benefits realisation was 

negatively impacted.  
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4.5.2 Was the implementation of FPS adequately changed managed? 

The managers in the IT department at YZ organisation did not appear to take into consideration the 

cycle of emotions: confidence, shock, bargaining and acceptance; and therefore, they could not (or 

did not) provide advice to assist individuals in each cycle. Consequently, they could not reduce the 

amount of resistance to the change. 

 If change is not successfully managed, and does not take individuals into consideration, 

which was the view of the sample respondents, it is likely that even the best technology 

strategies will be unsuccessful (relating to IMBOK). This is because of individuals resisting 

change, finding ways to sabotage efforts (in the case of the IT department, using software that 

is an alternative to FPS), or becoming angry or withdrawn (relating to cycles of change).  

 Managing resistance to change should form part of the change management approach; 

however, the formal change management approach could not be located. Based on the views 

of the respondents, there is some doubt that such an approach even existed. 

 Therefore, change management appears to be an area of concern that needs management 

involvement. Whenever change is poorly managed, the business process is negatively 

impacted; and hence, the expected improvement in business operations cannot be delivered. 

Ultimately, this would impact on the realisation of business benefits.  

 

4.5.3 Which organisational factors influence the acceptance of mandatory software? 

Respondents were asked to rate the ten factors on a scale of 1 to 10, with 1 being the most important 

factor and 10 being the least important. The results can be summarised as follows: 
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Table 18: Organisational factors rated by users (Source: Author) 

Rating by users Organisational factor 

1 Organisational processes

2 Topmanagement support 

3 Organisational structure 

4 Organisational size 

5 Culture of the organisation

6 Internal technical support 

7 Technological and financial resources available

8 Training

9 Process of selecting and implementing the information system

10 Own technological capabilities

 

 It was found that 41.7% of the respondents believed that organisational processes were the 

most important factor. This is due to the fact that processes for PMBOK, in the centralised 

repository, require that projects be logged on FPS prior to any resource being able to bill time 

against project activities and tasks. This ultimately means that projects need to be assigned an 

FPS ID before resources can be allocated. Only then are they allowed to book time against 

allocated tasks in the project schedule. Such time is then frequently used for financials, which 

is a key results area.  

 Top management support, was rated highly (number 2) due to the fact that management 

measures respondents on the financial information they extract from FPS and uses reports 

from it to track work delivery. 

 Organisational structure was listed by 25% of respondents as the third most important factor. 

YZ organisation has many departments, with IT being one of them. The IT department has 

various specialist areas that focus on particular technologies.  
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 Own technological capabilities was rated as the least important, since the respondents felt that 

simply being in IT equipped them with at least a basic understanding of information systems, 

and how to use the functionality to deliver what was required.  

 

It was found that 20% of the respondents declined to answer this part of the survey, as they believed 

that none of the organisational factors mentioned influenced their usage of FPS. Instead, the only 

reason they used it was because it is mandated, and an important key result area for ensuring that 

financial information has been completed. 

 

4.5.4 Which factors influence the acceptance of mandatory software by individual users?  

The rating for factors influencing the acceptance of mandatory software by individual users, based 

on the compilation model, can be summarised as follows:  

Table 19: Factors influencing the acceptance of mandatory software by individual users (Source: Author) 

MODEL CONSTRUCT RATING COMMENT 

Extended Technology 

Acceptance Model 

(TAM2) 

Perceived ease of use Agree Respondents believed that FPS was free from 

effort, but this was only due to the fact that they 

were using it predominantly for time capture and 

capturing high level project plans. This contrasts 

with the 33.3% of respondents who disagreed 

and the 3.3% who strongly disagreed that FPS 

was free from effort, especially when having to 

capture detailed project plans.  
Perceived usefulness Disagree It was found that 37.8% of respondents disagreed 

that using FPS would enhance their job 

performance. 

Subjective norm Disagree The view of respondents was largely negative 

with 13.3% strongly disagreeing and 46.7% 

disagreeing. Respondents only used FPS as it 

was required by their job function, especially for 

billing and financial purposes. 

Motivational Model 

(MM) 

Extrinsic motivation Disagree 37.8% of respondents disagreed that using FPS 

would enhance their job performance; extrinsic 

motivation to use FPS is low, and in order to 
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meet KRAs in their performance contracts 

respondents are utilizing whatever tool is 

available in order to meet their objectives and not 

be penalized in performance reviews. 

Intrinsic motivation Disagree Overall the results were negative, as 17.8% 

strongly disagreed and 37.8% disagreed with the 

key constructs of intrinsic motivation. 

Model of PC utilisation 

(MPCU) 

Job fit Disagree The response to this category was largely 

negative, as 42.7% of the respondents disagreed 

and 4% strongly disagreed that the use of FPS 

would have no effect on the performance of their 

job. 

Complexity Disagree The overwhelming majority of respondents 

(46.7%) disagreed that FPS was difficult to 

understand and use; and they therefore, agreed 

that it was not complex.. 

Affect towards use Disagree The majority of respondents strongly disagreed 

(26.7%) and disagreed (35.6%) that using FPS 

makes their job more interesting and fun. 53.3% 

agreed that FPS is OK for some jobs, but not the 

kind of jobs that they want. 

Social factors Disagree An equal number of respondents (35%) agreed 

and disagreed; with the majority responding 

negatively as 6.7% of respondents strongly 

disagreed. The remaining 21.7% of the 

respondents neither agreed nor disagreed. 

Facilitating conditions Agree An overwhelming majority of respondents, 59.5%, 

believed that there is organisational and technical 

infrastructure to support FPS. 

Long-term consequences Agree 80% of the respondents believed that there are 

long-term consequences when utilizing two types 

of software to perform the same or similar tasks, 

as there may not be a consistent view or a ‘single 

source of truth’ if FPS is not synchronized with 

MPP.  

 

In the TAM 2 model the following results were obtained: 

 Perceived ease of use was largely positive, but this was only because FPS allows timesheets 

to be captured quickly and easily; 
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 Perceived usefulness was largely negative, as respondents found the PM functions in FPS 

cumbersome compared with MPP; 

 Subjective norm was largely negative, as the respondents only used FPS because they had to 

– and as little as possible. 

In the MM model the following results were obtained: 

 Extrinsic and intrinsic motivation were both rated negatively, as respondents only utilised 

FPS because it was mandated. In the MPCU model only the facilitating conditions and long 

term consequences received positive responses.  

 

4.5.5 What are the impacts of using alternatives to mandatory software on expected business 

benefits? 

The senior IT manager previously accountable for FPS and the FPS team could not articulate what 

the expected benefit for FPS was at implementation. This was because it was not documented. 

 

As a result, the logical approach to benefits management suggested by IMBOK (Bytheway, 2004) -- 

including identifying and structuring the benefits, planned benefits realisation, executing the plan and 

evaluating, as well as reviewing thereof, was not implemented.  

 

All the respondents agreed that there are cost implications to using two information systems, such as 

paying for two sets of licences and infrastructure costs. However, this cost was justified by 

respondents as being necessary, due to the fact that MPP was needed for detailed planning and the 

belief that FPS was not perceived to be useful, and did not give ease of use. 

 

The next chapter provides a final, concluding overview of this research. 

 

 

 

 



CHAPTER 5 

5  CONCLUSIONS AND RECOMMENDATIONS 

5.1 INTRODUCTION  

The researcher initially stated the research problem, which will be recapped in the following 

section, as well as the research objectives. This chapter will assess whether the research 

objectives have been met by examining the literature review; the research design, as well as 

the methodology, the processing, the analysis and the interpretation of the data. The chapter 

will then bring conclusions and provide some recommendations.  

5.2 THE RESEARCH PROBLEM 

PMs need to perform the mandated processes, as defined in the centralised repository; and 

they also need to use the tool specified to perform specific project management activities, 

such as for example, using FPS to log projects, capture time and extract financial reporting.  

 

It was discovered that some PMs in this organisation interchangeably use FPS and MPP 

software to perform the activities, such as to capture project schedules; and as a consequence, 

PMs are potentially duplicating effort and wasting time, as project schedules would need to be 

updated in both FPS and MPP when changes occur. As time utilised needs to be billed to 

clients and affects the overall project costs, using FPS and MPP is not aligned to the IT 

department and YZ organisational objective of lowering IT costs.  

 

Therefore, from this discovery, it was not clear whether the intended benefit of implementing 

this mandatory software (FPS) is being realised, as implementing software that is not being 

utilised fully will not deliver any intended benefit to the IT department.  

 

As a result, the following research question was formulated: 

Does the implementation and use of mandatory software derive the intended business benefit 

for the IT department? If not, what would be the optimal way to derive benefits from the use 

of the mandatory software? 

 

This question was answered by answering the following sub-questions: 
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 Which factors were considered to successfully implement the mandatory software into 

a department in order to derive the intended business benefits? 

o What is the level of involvement from the intended user-group in the decision 

to implement mandatory software? 

o Was the implementation of FPS adequately changed managed? 

 Which factors influence the usage of mandatory software by individuals? 

o Which organisational factors influence the acceptance of mandatory software? 

o Which factors influence the acceptance of mandatory software by individual 

users?  

 What are the impacts of using alternatives to mandatory software on expected business 

benefits? 

 

5.3 RESEARCH OBJECTIVES  

The objectives of this research are summarised as follows: 

 To explore and determine the factors considered necessary to ensure the successful 

implementation of mandatory software into a department – in order to derive the 

intended business benefit: 

o To explore and determine the level of involvement from the intended user 

group in the implementation of mandatory software; 

o To explore and determine whether the implementation of FPS was adequately 

change- managed; 

 To understand and determine the factors influencing the individual usage of 

mandatory software: 

o To describe which organisational factors influence the acceptance of 

mandatory software; 

o To explore and determine the factors that influence the acceptance of 

mandatory software by individual users; 

 To understand the IT department’s approach to measuring business benefits related to 

the use of mandatory software and the impact when alternatives to FPS are being 

utilised; and 
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 To suggest possible solutions that are required to optimize factors that lead to business 

benefit realisation when utilising mandatory software, i.e. to suggest a possible way to 

effectively use a mandatory PM software application.  

 

5.3.1 To explore and determine the factors considered to facilitate successful 

implementation of mandatory software into a department in order to derive the 

intended business benefit 

 

This objective was met by examining literature focusing on user-involvement and change 

management specifically, as these two reasons were identified as causes for implementation 

failure. Based on the literature, there are two areas for user-involvement when an organisation 

decides to implement mandatory software, namely: Firstly, defining the mandatory software’s 

requirements; and secondly, participation when the software is actually implemented. 

 

Literature also states that the right employees with the right skill set should be chosen, but 

user-involvement is not only limited to the decision-making process; and furthermore, user-

involvement in utilising the mandatory software, as expected, has a significant impact on the 

realisation of business benefits. Users need time to adapt to new working practices associated 

with the new software, and due to the nature of change it could be several months before the 

full range of benefits can be expected – as users need to adopt, consolidate, internalises – and 

only then can performance improvements be expected. 

 

However, at that time, MPP did not exist and FPS was the forerunner. Nevertheless, senior 

executive Management saw FPS presented at a conference and a decision was made to 

purchase it before the requirements of YZ’s IT department were properly considered. It was 

found that 7% of the respondents explained that IT projects would not be implemented 

without a proper requirements analysis being done. Yet, this decision was imposed on them; 

and furthermore, it was implemented badly as well (relating to the fact that a proper change 

management approach could not be obtained).  

 

Based on the views of the respondents, it is evident that all the users were not involved in 

defining the mandatory software’s requirements (Zang et al., 2002); hence, participation 

congruence was low, and this impacted areas such as motivation, since the users did not feel 
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that their views had been taken into consideration via a proper change management approach; 

and hence, user resistance was increased. 

 

As a result, IS (of which FPS is a component), was not being used to fully support the 

PMBOK processes which have, in consequence, not brought any business operational 

improvements. In addition, business change was not managed adequately; and as a result, 

business benefit realisation, if it was measured, would have been negatively affected.  

 

This area was strongly supported by the findings of the following sections.  

 

5.3.2 To understand and determine the factors influencing individual usage of 

mandatory software 

 

The second objective was met by identifying organisational factors, namely: top management 

support; organisational structure; organisational processes; organisational size; the culture 

of the organisation; the process of selecting and implementing the information system (e.g. 

FPS and associated processes); internal technical support; top management support of FPS; 

training of FPS and the technological and financial resources available to support the use of 

FPS. 

 

Respondents were asked to rate the factors from most to least important; and the top three 

factors identified were: 1) Organisational processes – as they had to adhere to PMBOK 

processes; 2) Top management support – due to the fact that they measure respondents on the 

financial information they extract from FPS and use reports from it to track work delivery; 

and 3) Organisational structure – due to the size and the complexity of the YZ organisation.  

 

In order to identify factors that influenced the acceptance of the mandatory software by 

individual users, a combination of three models, namely: TAM2, MM and MPCU was used. 

All constructs in the TAM 2 model (perceived ease of use, perceived usefulness and 

subjective norm) and the MM model (extrinsic and intrinsic motivation) were rated 

negatively. Only facilitating conditions and long term consequences, in the MPCU model, 

received any positive responses.  
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The three models above proved that FPS is not being utilised as intended, as organisational 

and individual factors affected the use of the software. This coupled to poorly managed 

business change did not deliver improvements in PMs adherance to the PMBOK stipulations, 

which negatively impacted any potential business benefits. This could not be confirmed by 

this research, as the IT department does not actively manage the realisation of benefits.  

 

However, based on the information in the following sections, one could assume that if they 

had been managing business benefits, that these would have been negatively impacted.   

 

5.3.3 To understand the IT department’s approach to measuring business benefit 

related to the use of mandatory software and the impact if alternatives to FPS are 

being utilised 

 

The research confirmed that PMs are utilising alternatives to FPS, including – but not limited 

to -- MPP. In order to assess the impact of using alternatives to mandatory software on 

expected business benefits, the method used to determine business benefits was assessed. In a 

discussion with the Senior IT Manager (who was previously, accountable for FPS and the 

FPS team), the anticipated benefits for FPS, at implementation, could not be articulated; and 

this was due to the fact that it was not properly documented.  

 

Business benefit management was not a KRA, and required additional time and effort, which 

is often not available. So, the focus was given to other KRAs instead, as this was linked to 

areas such as bonuses.  

 

The logical approach to benefits management, as suggested by IMBOK (Bytheway, 2004) – 

that included identifying and structuring benefits, planned benefits realisation, execution of 

the plan and evaluation and review -- was not adequately implemented.  

 

Long term consequences refer to outcomes that could realise benefits in the future; and 80% 

of the respondents believed that there are long term consequences for utilising two types of 

software to perform the same or similar tasks, as there may not be a consistent view or a 

‘single source of truth’ – if FPS is not synchronized with MPP. 
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Other activities, such as the amount of time spent on peer review to ensure the quality of 

content in documentation, was previously extracted by the QA team, and the results proved to 

be unreliable, as several projects were not capturing time for projects on this detailed level, as 

this was done in MPP. As a result, there was no metric available for executive management 

on the level of internal quality assurance; and therefore, they could not benchmark the 

benefits against those of other organisations.  

 

This does not give the IT department the ability to get competitive advantages, as they cannot 

determine whether they are the best – or what is needed in order to become the leader. 

 

More than half of the respondents believed that there would be an impact on Management 

Information Systems (MIS) if MPP is used in addition to FPS, as there is a duplication of time 

and effort (which increases costs due to lost productivity) required to synchronize data from 

MPP and FPS; and consequently, FPS data integrity suffers, as MPP is kept up to date. In 

addition, if PMs who are paid an hourly rate, are using both tools, the organisation is paying 

more than is required because of the additional time required to update two tools instead of 

just one; and this is not aligned to the strategic objective of cost-saving. 

 

All respondents agreed that there are cost implications to using two types of similar software, 

such as paying for two sets of licences and double infrastructural costs. However, this cost 

was justified by respondents as necessary, since MPP was needed for detailed planning, and 

the belief that FPS was not perceived useful, and did not give ease of use (aligning to previous 

objectives). 

 

Based on the findings thus far, it seems evident that ROI on the FPS investment is not being 

realised, with the exception of being able to produce financial reporting; however, the 

accuracy of this reporting is decidedly questionable.  

5.4 RECOMMENDATIONS  

This section explains the attainment of the last objective: “To suggest solutions to optimise 

factors that lead to business benefit realisation when utilising mandatory software”. 
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In this research, it was found that top management support of FPS (second most important 

organisational factor influencing use) was lacking, despite literature that states that senior 

management involvement in changing technology is crucial for organisational commitment 

(Zeffane, 1994) and successful system implementation (The Standish Group, 2001).  

 

In order to alleviate user resistance in implementation, management first needs to be aware of 

the effects of the change and to attempt to reduce resistance to change by enhancing 

colleagues’ favourable opinions towards new IS-related change and increasing users’ self-

confidence in tackling change. This can be done by publicizing the necessity of the new IS 

and to persuade key users (especially opinion leaders) to accept the change first (Massey et 

al., 2001).  

 

By obtaining buy-in from opinion leaders first, these leaders can then serve as champions of 

the change, and then persuade their colleagues to adopt the change as well. This should be in 

addition to management providing training to employees to enhance their skills and 

confidence (i.e., self-efficacy for change) (Massey et al., 2001). 

 

Another area of improvement, involves management’s intention to increase the perceived 

value of change and organisational support for change in order to reduce user resistance. To 

increase the perceived value, the advantage of the new IS should be emphasised, from the 

viewpoint of the user. The importance, therefore, of improving benefits, needs to be 

communicated clearly to users before the new system is implemented (Massey et al., 2001). 

 

Management can further attempt to increase switching benefits by enhancing colleagues’ 

favourable opinions towards the new IS-related change. To enhance organisational support for 

change, management should provide users with training, guidance and time, as the phases of 

adoption, consolidation, internalisation and performance, which ultimately lead to improved 

efficiency and effectiveness, can only be achieved through training, routine practice and 

ultimately proper training (Bytheway, 2004).  

 

In addition, emphasis should be given to selecting employees with the right skills and 

understanding of other software in the industry, as well as analysing requirements before any 

particular software is purchased or developed. This engagement should increase participation 

congruence, which was low and address three areas of concern, namely: user involvement, 
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change management and top management support. In addition, this change management 

approach should be documented and made available to all key stakeholders, as it was not done 

in the IT department (Zang et al., 2002). 

 

Organisational processes were viewed as the most important factor influencing mandatory 

software usage; however, the technology acquisition process, which ensures that software 

with similar performance abilities are not purchased, was not enforced by the architecture 

department since 2009, due to resource constraints; and as a result, the implementation of new 

software was not done in a formalised manner. This lack of enforcement could result in the 

organisation not having an updated and accurate list of all software in its environment, 

thereby making the management of IT activities, such as licensing, upgrades and costs even 

more difficult to manage.  

 

Benefits management is not an area that is currently receiving attention in the IT department; 

hence, a benefits management approach, as suggested by Bytheway (2004), should be 

considered. However, several managerial issues regarding benefits measurement have been 

identified – including the additional effort required, the appropriateness of qualitative and 

quantitative benefits – when justifying investment and risk identification. In addition, benefits 

management is not a KRA in the IT department, and it will therefore not be given attention – 

unless it is specifically included in the performance contracts.  

 

Expecting benefits management to be adopted will require a change management approach, as 

management would have to change the way in which they work and take on additional 

responsibilities. Bytheway (2004) highlighted the fact that changes to management 

information and reporting, as well as the procedures for reporting maybe be required to show 

the achievement of benefits. However, in this research, the software that is not being utilised 

is responsible for producing financial management information and financial reporting.  

 

It has been shown that the data captured in FPS were not always accurate, and the time logged 

in FPS was not captured at a granular level. In order to improve this and the accuracy of data 

in FPS, the following items should be addressed by senior management: 

 Using data available from the Project Office and the QA team, the number of errors 

found (such as projects recorded without an end date), should be highlighted in a 

report and placed in a centralised repository; 
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 Projects should be tracked until all errors have been rectified; 

 FPS data integrity should be identified as a KRA; and 

 A structure to show the level of detail that should be captured and provided to PMs to 

ensure that data capture is done at the required level.  

 

In order to initiate the benefits management approach, the IT department should calculate the 

cost of IT investments, since cost is a significant input when calculating benefits. These costs 

include acquisition costs, control costs and operational costs. Such costs are currently being 

recorded in the Business Requirements Specification (BRS) in the IT department -- for 

projects currently being implemented by them; but this was not done when FPS was first 

implemented. In addition, intangible costs such as sunk and transition costs should also be 

considered. The impact of risks, such as firm-specific risks could also impact costs 

significantly and should be considered as well.  

 

Based on the findings, it is evident that the ‘Western framing’ employed by the IT department 

is not delivering tangible business benefits; and as a result, the Japanese framing of utilising 

strategic intent, performance improvement, appropriate technology, organisational bonding 

and human design as opposed to strategic alignment, value for money, technology solutions, 

IS user relationships and system design, could be considered. ‘Japanese framing’ has shown 

results; however, this framing has not been tested in the South African context (Bensaou & 

Earl, 1998).  

 

 

5.5 LIMITATIONS OF THIS STUDY 

The research was geographically confined to a single financial services organisation in the 

Western Cape, with a head office in Cape Town. It was limited to the use of a particular 

software due to the resource and time constraints existing in this research. Although this study 

incorporates the latest findings from the pertinent literature (the selected period for the 

literature study is that prior to the first quarter of 2010, with the oldest reference being 1989, 

correlating to the year that the Technology Acceptance Model (TAM) was introduced), the 

empirical exploration of only one organisation inevitably restricts any generalisation of this 

study’s findings onto other populations.   
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5.6 RECOMMENDATIONS FOR FURTHER STUDY 

This study has found that utilising ‘Western framing’ was not allowing the IT department of a 

South African financial services organisation to deliver tangible business benefits. One 

difference highlighted, between the West and Japanese framing, is the concept of strategic 

alignment. This arose in the West because many organisations were discovering that their 

software development (or in the case of this research, the purchase of software) did not 

support their business imperatives (Bensaou & Earl, 1998).  

 

In Japan, where the way the organisation functions drives IT investments; and hence, seeing 

business benefits is much clearer, it would be advantageous to explore this approach in South 

Africa to ascertain whether it would provide the same or similar results. 

 

In addition, the effect of culture on the acceptance of mandatory software was not covered in 

detail in this research, and exploring this area in the South African context could add value to 

organisations.  
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APPENDIX 3: BASIC STATISTICS 

A) EXTENDED TECHNOLOGY ACCEPTANCE MODEL  

Perceived ease of use 

Table 20: TAM2 detailed statistical results (Source: Author) 

Using FPS in my job is easy  

  Frequency Percent Valid 
Percent 

Cumulative 
Percent 

Valid Strongly disagree 1 6.7 6.7 6.7

Disagree 6 40.0 40.0 46.7

Neither 
agree/disagree 

2 13.3 13.3 60.0

Agree 6 40.0 40.0 100.0

Total 15 100.0 100.0   

      
My interaction with FPS is clear and understandable

  Frequency Percent Valid 
Percent 

Cumulative 
Percent 

Valid Disagree 4 26.7 26.7 26.7

Neither 
agree/disagree 

4 26.7 26.7 53.3

Agree 7 46.7 46.7 100.0

Total 15 100.0 100.0   

      
It is easy for me to become skillful using FPS

  Frequency Percent Valid 
Percent 

Cumulative 
Percent 

Valid Disagree 6 40.0 40.0 40.0

Neither 
agree/disagree 

3 20.0 20.0 60.0

Agree 6 40.0 40.0 100.0

Total 15 100.0 100.0   
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Learning to use FPS is easy for me

  Frequency Percent Valid 
Percent 

Cumulative 
Percent 

Valid Strongly disagree 1 6.7 6.7 6.7

Disagree 4 26.7 26.7 33.3

Neither 
agree/disagree 

3 20.0 20.0 53.3

Agree 7 46.7 46.7 100.0

Total 15 100.0 100.0   

Perceived usefulness 

Using FPS in my job enables me to accomplish tasks more easily 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 6 40.0 40.0 53.3

Neither 
agree/disagree 

3 20.0 20.0 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   

      
Using FPS improves my job performance

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0

Neither 
agree/disagree 

2 13.3 13.3 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   

      
Using FPS in my job increase my productivity 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0

Neither 
agree/disagree 

2 13.3 13.3 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   
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Using FPS in my job would enhance my effectiveness on the job 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0

Neither 
agree/disagree 

1 6.7 6.7 66.7

Agree 5 33.3 33.3 100.0

Total 15 100.0 100.0   

      
Using FPS makes it easier to do my job

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 5 33.3 33.3 46.7

Neither 
agree/disagree 

3 20.0 20.0 66.7

Agree 5 33.3 33.3 100.0

Total 15 100.0 100.0   

      
I find FPS useful in my job

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 2 13.3 13.3 26.7

Neither 
agree/disagree 

2 13.3 13.3 40.0

Agree 9 60.0 60.0 100.0

Total 15 100.0 100.0   

 

Subjective norm 

People who are important to me believe that I should use FPS 

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0

Neither 
agree/disagree 

3 20.0 20.0 80.0

Agree 3 20.0 20.0 100.0

Total 15 100.0 100.0   
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b) MOTIVATIONAL MODEL 

External motivation 

Table 21: Motivational Model detailed statistical results (Source: Author) 

Using FPS in my job enables me to accomplish tasks more easily 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 6 40.0 40.0 53.3

Neither 
agree/disagree 

3 20.0 20.0 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   

      
Using FPS improves my job performance

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0

Neither 
agree/disagree 

2 13.3 13.3 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   

      
Using FPS in my job increase my productivity

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0

Neither 
agree/disagree 

2 13.3 13.3 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   

      
Using FPS in my job would enhance my effectiveness on the job 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0
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Neither 
agree/disagree 

1 6.7 6.7 66.7

Agree 5 33.3 33.3 100.0

Total 15 100.0 100.0   

      
Using FPS makes it easier to do my job

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 5 33.3 33.3 46.7

Neither 
agree/disagree 

3 20.0 20.0 66.7

Agree 5 33.3 33.3 100.0

Total 15 100.0 100.0   

      
I find FPS useful in my job

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 2 13.3 13.3 26.7

Neither 
agree/disagree 

2 13.3 13.3 40.0

Agree 9 60.0 60.0 100.0

Total 15 100.0 100.0   

 

Internal motivation 

I like working with FPS

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 6 40.0 40.0 53.3

Neither 
agree/disagree 

1 6.7 6.7 60.0

Agree 6 40.0 40.0 100.0

Total 15 100.0 100.0   

      
Using FPS for supporting my role as a PM is unpleasant

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Disagree 5 33.3 33.3 33.3
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Neither 
agree/disagree 

6 40.0 40.0 73.3

Agree 3 20.0 20.0 93.3

Strongly agree 1 6.7 6.7 100.0

Total 15 100.0 100.0   

 
 
 

     

Working with FPS is fun 
  Frequency Percent Valid 

Percent 
Cumulativ
e Percent 

Valid Strongly disagree 6 40.0 40.0 40.0

Disagree 6 40.0 40.0 80.0

Neither 
agree/disagree 

3 20.0 20.0 100.0

Total 15 100.0 100.0   

c) MPCU 

Job fit 

Table 22: MPCU detailed statistical results (Source: Author) 

Use of FPS will have no effect on the performance of my job 

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Disagree 8 53.3 53.3 53.3

Neither 
agree/disagree 

3 20.0 20.0 73.3

Agree 3 20.0 20.0 93.3

Strongly agree 1 6.7 6.7 100.0

Total 15 100.0 100.0   

      
Use of FPS can decrease the time needed for my important job responsibilities 

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Disagree 6 40.0 40.0 40.0

Neither 
agree/disagree 

6 40.0 40.0 80.0

Agree 3 20.0 20.0 100.0

Total 15 100.0 100.0   
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Use of FPS can significantly increase the quality of output on my job 

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Disagree 8 53.3 53.3 53.3

Neither 
agree/disagree 

3 20.0 20.0 73.3

Agree 4 26.7 26.7 100.0

Total 15 100.0 100.0   

  
 

     

Use of FPS can increase the effectiveness of performing job tasks 

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Strongly disagree 1 6.7 6.7 6.7

Disagree 5 33.3 33.3 40.0

Neither 
agree/disagree 

2 13.3 13.3 53.3

Agree 7 46.7 46.7 100.0

Total 15 100.0 100.0   

      
Use of FPS can increase the quantity of output for the same amount of effort 

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 5 33.3 33.3 46.7

Neither 
agree/disagree 

3 20.0 20.0 66.7

Agree 5 33.3 33.3 100.0

Total 15 100.0 100.0   
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Complexity 

 

Using FPS takes too much time from my normal duties

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Disagree 6 40.0 40.0 40.0

Neither 
agree/disagree 

5 33.3 33.3 73.3

Agree 3 20.0 20.0 93.3

Strongly agree 1 6.7 6.7 100.0

Total 15 100.0 100.0   

      
Working with FPS is so complicated, it is difficult to understand what is going on 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Disagree 7 46.7 46.7 46.7

Neither 
agree/disagree 

3 20.0 20.0 66.7

Agree 5 33.3 33.3 100.0

Total 15 100.0 100.0   

      

Using FPS involves too much time doing mechanical operations 
  Frequency Percent Valid 

Percent 
Cumulati

ve 
Percent 

Valid Disagree 8 53.3 53.3 53.3

Neither 
agree/disagree 

4 26.7 26.7 80.0

Agree 3 20.0 20.0 100.0

Total 15 100.0 100.0   

      
 

It takes too long to learn how to use FPS to make it worth the effort 
  Frequency Percent Valid 

Percent 
Cumulati

ve 
Percent 

Valid Disagree 7 46.7 46.7 46.7

Neither 
agree/disagree 

2 13.3 13.3 60.0

Agree 6 40.0 40.0 100.0

Total 15 100.0 100.0   
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Affect towards use 

FPS makes work more interesting 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 5 33.3 33.3 33.3

Disagree 8 53.3 53.3 86.7

Neither 
agree/disagree 

2 13.3 13.3 100.0

Total 15 100.0 100.0   

   
 
 

   

Working with FPS is fun

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 6 40.0 40.0 40.0

Disagree 6 40.0 40.0 80.0

Neither 
agree/disagree 

3 20.0 20.0 100.0

Total 15 100.0 100.0   

FPS is ok for some jobs, but not the kind of job I want 
  Frequency Percent Valid 

Percent 
Cumulati

ve 
Percent 

Valid Strongly disagree 1 6.7 6.7 6.7

Disagree 2 13.3 13.3 20.0

Neither 
agree/disagree 

2 13.3 13.3 33.3

Agree 8 53.3 53.3 86.7

Strongly agree 2 13.3 13.3 100.0

Total 15 100.0 100.0   

 

Social factors 

 

I use FPS because of the proportion of coworkers who use the system 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 7 46.7 46.7 60.0
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Neither 
agree/disagree 

3 20.0 20.0 80.0

Agree 3 20.0 20.0 100.0

Total 15 100.0 100.0   

      
The senior Management of this business has been helpful in the use of FPS 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Strongly disagree 2 13.3 13.3 13.3

Disagree 9 60.0 60.0 73.3

Neither 
agree/disagree 

2 13.3 13.3 86.7

Agree 2 13.3 13.3 100.0

Total 15 100.0 100.0   

      
My supervisor is very supportive of the use of FPS for my job 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Disagree 3 20.0 20.0 20.0

Neither 
agree/disagree 

4 26.7 26.7 46.7

Agree 8 53.3 53.3 100.0

Total 15 100.0 100.0   

      
In general, the organisation has supported the use of FPS

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid Disagree 2 13.3 13.3 13.3

Neither 
agree/disagree 

4 26.7 26.7 40.0

Agree 8 53.3 53.3 93.3

Strongly agree 1 6.7 6.7 100.0

Total 15 100.0 100.0   

 

Facilitating conditions 

Guidance was available to me in the selection of FPS

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid N/A 1 6.7 6.7 6.7

Strongly disagree 3 20.0 20.0 26.7
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Disagree 8 53.3 53.3 80.0

Neither 
agree/disagree 

1 6.7 6.7 86.7

Agree 2 13.3 13.3 100.0

Total 15 100.0 100.0   

      
Specialized instruction concerning FPS was available to me

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid N/A 1 6.7 6.7 6.7

Strongly disagree 2 13.3 13.3 20.0

Disagree 1 6.7 6.7 26.7

Agree 11 73.3 73.3 100.0

Total 15 100.0 100.0   

      
A specific person (or group) is available for assistance FPS difficulties 

  Frequency Percent Valid 
Percent 

Cumulati
ve 

Percent 
Valid N/A 1 6.7 6.7 6.7

Neither 
agree/disagree 

1 6.7 6.7 13.3

Agree 12 80.0 80.0 93.3

Strongly agree 1 6.7 6.7 100.0

Total 15 100.0 100.0   

 

Long term consequences 

There are long term consequences to using 2 information systems to do the same/similar tasks

  Frequency Percent Valid 
Percent 

Cumulativ
e Percent 

Long term 
consequences 

Disagree 2 13.3 13.3 13.3

Neither 
agree/disagree 

1 6.7 6.7 20.0

Agree 12 80.0 80.0 100.0

Total 15 100.0 100.0   
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APPENDIX 4: LANGUAGE QUALITY CERTIFICATE 
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APPENDIX 5: SURVEY 

Yes  No 
Do you use FPS?     
If no, why not?   
Do you use MPP?     
Do you use any other 
alternatives to FPS & MPP?     
If yes, what do you use and 
why?   

Organisational 
factors 
influencing 
usage 

How are mandated 
information systems, such as 
FPS introduced into the 
organisation?   
What is the level of 
involvement from the intended 
user group in the decision- 
making process?   
What level of training is 
provided and is this 
adequate?   

What are the organisational 
factors influencing your usage 
of FPS?  
 
- Please rate each statement 
below on a scale of 1  - 10, 
with 1 being the most 
important factor and 10 being 
the least important.  
 
- Each scale can only be used 
once e.g. you can only have 
one factor listed as 1, another 
factor at 2 etc. All numbers 
from 1 - 10 must be used Rating 

1 Organisational structure   
2 Organisational processes   
3 Organisational size   

4 
The culture of the 
organisation   

5 

The process of selecting and 
implementing the information 
system e.g. FPS   

6 Internal technical support   

7 
Top Management support of 
FPS   
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8 Training of FPS   

9 

The technological and 
financial resources available 
to support the use of FPS   

10 My technological capabilities    
Are there any 
other 
organisational 
factors, not 
listed above 
that influence 
your usage of 
FPS?   

Perceived 
Ease of use 

Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. Using FPS in my job is 
easy             
2a. My interaction with FPS is 
clear and understandable           
3a. It is easy for me to 
become skilful using FPS           
4a. Learning to use FPS is 
easy for me           

If you use MPP 
how does it 
compare to FPS 
in terms of your 
perceived ease 
of use? E.g. does 
MPP make your 
job easier? Is it 
easier to learn to 
use MPP than 
FPS?   

Perceived 
usefulness 

Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. Using FPS in my job 
enables me to accomplish 
tasks more easily           
2a. Using FPS improves my 
job performance           
3a. Using FPS in my job 
increase my productivity           
4a. Using FPS in my job 
would enhance my 
effectiveness on the job           
5a. Using FPS makes it 
easier to do my job           
6a. I find FPS useful in my job           

 

 

 

 



 

P a g e  | 174 

If you use MPP 
how does it 
compare to FPS 
in terms of your 
perceived 
usefulness? E.g. 
does MPP make 
enable you to 
accomplish tasks 
more easily and 
improve your job 
performance etc?   

Attitude 
Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. Using FPS software is a 
good idea           
2a. FPS makes my life less 
complicated           
2a. MPP makes my life less 
complicated           
3a. I like working with FPS           
4a. Using FPS for supporting 
my role as a PM is unpleasant           

If you use MPP 
how does your 
attitude to FPS 
compare to 
MPP? E.g. does 
MPP make  your 
life less 
complicated? Do 
you prefer 
working with 
MPP? etc.   

          

Intention to 
use 

Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. I intend to use FPS in 
fulfilling my role as a PM           
2a. I intend to use FPS as 
often as needed           
3a. I intend to find alternatives 
to FPS for use in my daily job           

If you use MPP 
how does your 
intention to use 
to FPS compare 
to MPP? E.g. do 
you use MPP as 
often as needed 
and/or do you 
use MPP in 
fulfilling your role   
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as a PM? etc. 

Job-fit 
Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. Use of FPS will have no 
effect on the performance of 
my job           
2a. Use of FPS can decrease 
the time needed for my 
important job responsibilities           
3a. Use of FPS can 
significantly increase the 
quality of output on my job           
4a. Use of FPS can increase 
the effectiveness of 
performing job tasks           
5a. Use of FPS can increase 
the quantity of output for the 
same amount of effort           

If you use MPP 
how does your 
job-fit to FPS 
compare to 
MPP? E.g. does 
MPP decrease 
the time needed 
for your 
important job 
responsibilities? 
Does using MPP 
increase the 
effectiveness of 
performing job 
tasks? etc.   

Complexity 
Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. Using FPS takes too 
much time from my normal 
duties           
2a. Working with FPS is so 
complicated, it is difficult to 
understand what is going on           
3a. Using FPS involves too 
much time doing mechanical 
operations (e.g. data input)           
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4a. It takes too long to learn 
how to use FPS to make it 
worth the effort           

If you use MPP 
how does the 
complexity of 
FPS compare 
with MPP? e.g. 
does using MPP 
take less time 
from your normal 
duties and less 
mechanical 
operation? etc.   

Affect towards 
use 

Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. FPS makes work more 
interesting           
2a. Working with FPS is fun           
3a. FPS is OK for some jobs, 
but not the kind of job I want 
to do           

If you use MPP 
how does your 
affect towards 
use of FPS 
compare to 
MPP? E.g. does 
using MPP make 
work more 
interesting and 
fun? etc.   

Social Factors 
Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a. I use FPS because of the 
proportion of co-workers who 
use the system           
2a. The senior management 
of this business has been 
helpful in the use of FPS           
3a. My supervisor is very 
supportive of the use of FPS 
for my job           
4a. In general, the 
organisation has supported 
the use of FPS           
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If you use MPP 
how do social 
factors e.g. your 
senior 
management's 
support of MPP 
compare with 
FPS? Does your 
supervisor prefer 
you using MPP? 
etc.   

Facilitating 
Conditions 

Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

1a.Guidance was available to 
me in the selection of FPS           
2a. Specialized instruction 
concerning FPS was available 
to me           
3a. A specific person (or 
group) is available for 
assistance FPS difficulties           

If you use MPP 
how does 
facilitating 
conditions of 
FPS compare to 
MPP? E.g. is 
there more 
specialized 
instruction 
available? Is 
there more 
assistance 
available? etc.   

Long-term 
consequences Strongly Disagree 

Strongly 
Disagree Disagree

Neither 
agree/nor 
disagree Agree 

Strongly 
Agree 

There are long term 
consequences to using 2 
information systems to do the 
same/similar tasks?           
            
Do you believe that there are 
impacts on the quality of MIS 
obtained from FPS, if MPP is 
used as well?   

Why?   
Do you believe that there are 
impacts on other teams, e.g. 
QAG, if MPP is used in   
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addition to FPS? 

Why?   
Do you believe that there are 
financial implications on the 
organisation utilising 2 tools 
e.g. licensing costs?   

 

Demographical 
Information 

Male  Female 
Gender     

20 - 25 26 - 35 36 - 50 50+ 
Age         
Job Description   
Number of months in current 
position   
Number of months in the 
organisation   
Number of months using FPS   
Number of months using MPP   

Beginner
Intermedi-
ate Advanced 

Skills level using FPS        
Skills level using MPP       
No of hours using FPS/week   

Gaps 

What do we 
need to do 
differently? 
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APPENDIX 6: SURVEY RESULTS 

The respondents’ overall results were categorised as “positive”, “neutral” and “negative”, based 

on the total number of negative responses (strongly disagree and disagree), total number of 

positive responses (strongly agree and agree) and total number of neutral responses (neither 

agree/disagree). The results can be summarised as follows: 

Table 23: Categorisation of respondents (Source: Author) 

Respondent 
strongly 
disagree  disagree 

neither  
agree/ 
disagree  agree 

strongly 
agree 

total 
negative 

total 
mode‐
rate 

total 
positive

1  8 21  5 15 1 29  5  16

2  19 11  14 3 3 30  14  6

3  6 16  6 20 1 22  6  21

4  1 17  1 29 0 18  1  29

5  0 20  16 14 0 20  16  14

6  0 11  6 31 0 11  6  31

7  0 12  8 27 1 12  8  28

8  0 11  12 26 0 11  12  26

9  0 22  9 17 0 22  9  17

10  1 23  2 21 1 24  2  22

11  1 7  34 6 0 8  34  6

12  8 21  5 17 0 29  5  17

13  4 20  13 10 2 24  13  12

14  18 17  2 8 4 35  2  12

15  0 32  9 5 0 32  9  5

Total                 10  1  4

Percentage           67%  7%  27%
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