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establish clear IT project goals and design. Tloeegf
Abstract research in the public sector organizations is g
critical, especially in how these organizationsleate
Public sector organizations are one of the toptheir IT projects and ensure that benefits expected

spenders in IT but there is a lack of understandifg fom these projects are eventually delivered.

proper IT investment evaluation within these publicThe main objective of this article is to identify
sector organizations. This study engaged in a survegyajuation issues that are critical in implementatf

in 83 Australian large public sector organizatiot |T projects by public sector organizations. A key
obtain the general situations in IT investmentcontribution of the article is to identify and exaen
evaluation, and further three _of them_ were _chosen devaluation issues and other key factors faced byjigu
case study to explore the issues in IT investmerfector organizations undertaking IT projects. Thg k
evaluation in depth. The results proved that efifect jssyes presented in this article are of interesettor
deployment of appropriate IT investment evaluationyyplic sector executives concerned with making

methodology and benefits realization methodolo@y ar gecisions about IT investments and realizing IT
critical to the successful outcomes for IT proje&t. penefits.

number issues have been revealed, user satisfaction

top management support, change management, and

user involvement. Furthermore, an integrated2 Background
framework was proposed for public sector
organizations to evaluate their IT investments.

1. Introduction I T investment evaluation

Public sector organizations are one of the topdpen  While organizations continue to invest heavily |
in information technology (IT) (IBM, 2006). research studies and practitioner surveys report

According to an IDC report, global public sector IT contradictory  findings on the effect of the
spending will exceed US$138 billion in 2006, expenditures on organizational produc_t|V|ty (Osei-
representing 12.2% of overall IT spending (IBM, Bryson and Ko, 2004; Thatcher and Pingry, 2004).
2006). In the US, public sector IT spending isljike ~ 1herefore, it is not difficult to see that the
grow to US$92 billion in 2010 from US$71 billion in measurement of t_he busmess_ value of IT investment
2005 (Pulliam, 2005). Despite the huge and growingpas bee_n the subject of (_:(_)n5|derable debate by many
IT spending by public sector organizations, thedcademics and practitioners  (Sugumaran and
resulting benefits from these IT spending are atif ~ Arogyaswamy, —2004). ~ Although ~ some IT
clearly understood (Gunasekaran, 2005). This isnoft produ_ct|V|ty studies have_ produceq inconclusive and
due to the poor IT investment evaluation procesg'€gative results, or the interpretation of resuiey

implemented by these public sector organizationdepend on many factors (e.g. Zhu, 2004), many
(Hall, 1998). In other words, there is a lack offesearch studies have indicated that IT spending is

understanding of the impact of the proper |7 directly related to organizational performance (eg.
investment evaluation processes of IT projectshin t @nd Quan, 2005).

public sector organizations. The IT investment|n addition, the complex role and scope of IT
evaluation is an ongoing process which seeks tghvestment decision-making process are often the
identify best practice and use it as a basis fomajor constraints and difficulties in IT investment
evaluating public sector IT project performance ineyaluation and benefits realization processes étin
order to set up clear goals and identify areas fop|, 2006: Tsao et al., 2004: Sugumaran and
improvement (Gunasekaran, 2005). For examplearogyaswamy, 2004). Many private sector IT
without undertaking proper IT investment evaluationprojects fail to deliver what is expected of them
processes, organizations are at the risk of faithg pecause most organizations focus on implementing

2008 International Conference on Advanced Inforamaliechnologies (AIT)



2008 F L #t BIEF 6 i < B

the technology rather than the adoption of thestool et al. (2000) list more than 30 IS/IT investment

necessary to help to track and measure the IT ggroje evaluation methodologies, including Return on

(Hillam and Edwards, 2001). For example, a study by Management (ROM) (Strassman, 1990), Information
Sohal and Ng (1998) has found that in large Economics Approach (Parker et al., 1988), and
Australian organizations the potential of IT hag no Options Theory (Dos Santos, 1994). However, many
been utilized to meet the competitive challenges du of these methodologies are difficult and costly for

to inadequate and inappropriate evaluation of theorganizations to implement and relatively little

proposed IT projects. Moreover, they have reportedresearch has been carried out to establish how
that 59% of the responding organizations did notwidespread these methodologies are and what
determine whether expected benefits were beingperceived value they bring.

realized.

There have also been a lot of reports in publicasec
IT project failures. One of the major reasons for |
project failure is that most organizations fail to
properly monitor and evaluate IT projects (Ballati

and Stray, 1998; Domberger et al., 2000; Perrin anWhiIe T

investment evaluation processes are
Pervan, 2004). It should be understood that ITy, o ant they are insufficient in terms of enagri

investment ev_aluation in the puplic sector is ohl o+ the benefits identified and expected by
complex, due in part to legal requirements tha®gOV oo nizations are eventually realized and delivered
organlzatllor_lal processes (Khalfan,. ,2003)’ bl,Jt aIS?Lin et al., 2005a). The essence of benefits ratitin

because it is a very politically sensitive procesth is to organize and manage so that the potential

many stakeholders_holding very different and Oftenbeneﬁts arising from the use of IT can actually be
conflicting perspectives (Allen et al., 2002; Heeks realized (Ward et al., 1996)

1999). While IT investment evaluation process ia th
private sector is generally seen as something riprmaSeddon et al. (2002) have indicated that the
there are special characteristics of the publiatose identification and measurement of benefits is thuestm
which makes it inappropriate or extremely difficult difficult issue in evaluating IT. According to Wast
(Bannister, 2001; Kouzmin et al., 1999). Sullivarda al. (1996), very few organizations have a benefits
Ngwenyama (2005) have found that some publigealization approach. Much attention is paid to/sva
sector guidelines do not effectively address ITof justifying investments, with little effort being
investment performance monitoring and evaluationexpended to ensuring that the benefits expected are
According to Jones and Hughes (2001), IT investmentealized (Ballatine and Stray, 1998). For examgle,
evaluation techniques are not widely used in publisurvey by Forrester Research indicated that ontp 51
sector organizations. However, according to Foerest of public sector organizations had considered ngakin
Research, only 55% of public sector organizationssome serious efforts in realizing the expected fitsne
have intended to increase their efforts in evahgati of their IT investments (IBM, 2006). As the result,
their IT investments (IBM, 2006). Hence, the indpil there is a massive imbalance between IT investment
of many organizations to measure and apply IT bothand benefits derived from that investment (Lovalet
inter-and-intra organizationally is resulting ingsed  2005).

opportunities and a lack of business value (van,.:

Grembergen and van Bruggen, 1998). While the search for

I T benefitsrealization

benefit identification can
contribute to the success of an IT investment,
Indeed, most organizations do not have formalorganizations have often found it difficult to evale
process to evaluate their IT projects and, insteadthem and as a result tend to use notional arbitrary
relied on limited cost analysis associated withirthe values for assessing benefits (Changchit et a8)L9
decision (Standing and Lin, 2007). Organizatiora th To help managers and decision-makers with the IT
make extensive use of IS/IT evaluation benefits realization process, a number of framework
methodologies or measures have higher perceivedhave been developed to assist them in realizing
payoffs from IS/IT (Tallon et al., 2000). Misra (40 benefits from IT investments:
found that organizations need to choose the « Active Benefit Realization (ABR)
evaluation methodologies which: (a) lead to the (Remenyi et al., 1997)
desired behavior by both outsourcers and outsagircin v '
contractors; (b) are within the outsourcing d Cranfield Process Model of Benefits
contractors’ control; (c) can be easily measured by Management (Ward et al., 1996).
both the outsourcers and _outgourcir_lg _contractdps; ( . DMR's Benefit Realization Model
can be evaluated by objective criteria rather than

oo . . . (Truax, 1997).
subjective criteria; and (e) can be aligned with
business objectives . Model of Benefits Identification

It should be noted that there are many methodadogie (Changchit et al., 1998).
that can help to evaluate IS/IT investments. Angines . The IT Benefits Measurement Process
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(Andresen et al., 2000).
3. Research Methodology

Private and public sector organizations

The aim of this research was to address issueingla

to how IT investment evaluation issues and other ke
Unlike private sector organizations, public sector factors faced by public sector organizations
organizations are not, however, designed to beundertaking IT projects can affect the delivery of
efficient, but rather to be fair, open, objectiedd  penefits. This needed both: (a) a broad overview of
accountable as they have been constrained by thguch environments obtained from a large number of
legislations (Cilek et al., 2004). Public sector organizations; and (b) an in-depth understanding of

organizations have to meet multiple, often corifigt  these issues obtained from a smaller number of
goals such as providing better service with reducedorganizations.

budgets and staff (Cilek et al., 2004). They mapal . .
be forced to provide services required by law, Hence, this study adopts a pluralist research aghro

without consideration of economic and strategic PY USing survey and case study methods. Eisenhardt
aspects (Graham and Scarborough, 1997). In contrast1989) argues that multiple data collection methods
the motivation for utilizing IT by private sector and sources provide stronger substantiation of
organization is internally generated and it forrastp ~ cOnstructs and hypotheses, strengthening conveegenc

of the organization’s strategy (Burnes and of results. Mingers (2001) indicates that “research
Anastasiadis, 2003). results will be richer and more reliable if diffate

research methods, preferably from different (emggti
In addition, although both the public and privatetsr  paradigms are routinely combined together”. In
organizations face the similar problem of limited addition, the use of both qualitative and quantieat
ability to use freed capacity for introducing newly data can be used to construct theoretical models or
developed products or services, the private sectGtameworks (Remenyi and Williams, 1996) such as
organizations have an overriding goal of profitthe proposed integrated IT investment evaluation
maximization (Cilek et al., 2004). While the prigat framework for public sector organizations. Therefor

sector organizations are free to define what itmeda  a mixed-method (and paradigm) approach was taken
achieve the best value for money for themselves, thin combining case study and survey.

public sector organizations, subject to externalitau

often have to operate within a tight definition st

value that relates to economy, efficiency, andSurvey

effectiveness (Burnes and Anastasiadis, 2003).

Moreover, it has been claimed that public sectoThe structure of the questionnaire addressed many
decision makers are motivated by self-interestubho  aspects of IT investment evaluation and included
a desire for power as well as broader interests dfikert scale, nominal scale and open-ended question
maintaining loyalty to work groups and agencieghwi The questionnaire was based on earlier studiesetLin
the desire to align public sector agencies with thel., 2005b; Ward et al., 1996) and its validity and
ideology of the government providing the funding reliability derived from their acceptance in the
(Young, 2005). literature.

However, it has been widely reported that many ITThe aim of this survey was to investigate many
program often has been plagued with spectacula@spects of IT investments evaluation and benefits
failures and problems (Sullivan and Ngwenyama/ealization processes and practices in large Aliestra
2005). For example, it has been reported that tlye h  organizations. Specifically, the survey sought to:
savings promised from the massive IT projects ley th 1
Australian governments failed to materialize (Dasgl '
1999; Martin, 2001). The problems included
impossible tendering timetables, dubious savings

determine how benefits from IT investments
are identified, evaluated and realized by
organizations;

claims, deep dissatisfaction, non-delivery of semvi 2. determine what criteria and methodologies
levels, allegations of conflicts of interest, aradlifre are used to evaluate as well as to realize
to properly monitor and evaluate the contracts appropriate and adequate benefits by
(Douglas, 1999; Martin, 2001). Similar problems éav organizations from their IT investments; and

occurred in the public sector IT projects in other
countries (Khalfan, 2003; Sullivan and Ngwenyama,
2005). One of the most often cited reasons for the
spectacular failure in Australia and elsewhere thas
most public sector organizations failed to properly
monitor and evaluate their IT projects (Perrin andPrior to determining the sample size for the sunzey
Pervan, 2004; Sullivan and Ngwenyama, 2005). pilot survey of IT managers and ClOs of 10 public
sector organizations was conducted. Some valuable

determine how organizations in Australia
attempt to deal with the IT investment
barriers with their current evaluation and
benefits realization processes and practices.
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feedback was received and the questionnaire wasf benefits for approval could due to the bureatygra
slightly adjusted for the main survey. For the mainand the legislative requirements of Australian
survey, questionnaires (accompanied by a coveringovernment.

letter to explain briefly the purpose and aim oé th

survey and a reply-paid return envelope) were gent

ClOs and IT managers of 400 Australian organization While the survey was useful in obtaining an ovewie
randomly selected from the top 500 Australian publi of the IT practices of the large Australian public
sector organizations (obtained from the Dun andsector organizations in IT investment evaluation
Bradstreet mailing list). Two follow-up mailings or methodology and benefits realization methodology,
phone calls were carried out to increase the responcase studies were needed to investigate detailed
rate. A total of 83 complete and usable responsgs w issues such as the ways of they deal with some othe
obtained, giving an overall response rate of 20.8%IT investment issues with their current evaluatowl
The potential problems inherent in a survey male thbenefits realization processes and practices.

analysis of nonrespondents a crucial exercise deror

to avoid non-response bias (Keats and Bracker,)1988

One of the key assumptions in such an approach igase Study

that later respondents to a survey are more sirtolar

nonrespondents than are earlier respondents

(Armstrong and Overton, 1977). A chi-square analysi |n.depth case studies were then conducted to examin

was performed to compare late returns with earlieghe proader issues of IT investment evaluatiorhiae

responses in order to check for non-response biggystralian public sector organizations involvedih

(Armstrong and Overton, 1977). No significant projects. The three cases were deliberately chosen

differences were detected between the two samples @yder to focus efforts on theoretically useful case

total number of employees. (following the theoretical, non-random sampling
strategy by Eisenhardt (1989)).

The first organization (hereafter referred to as
Education Co.) was responsible for providing reclear

and learning services to the community. The
organization had undergone a major recast of its

Overall, the majority of the respondents were Closstrategic directions recently and had invested iheav

0 0, 0
(87%) and IS/IT managers (9%). 16% of the'n a number of major of IT projects. The second

responding - organizations had more  than 100%rganization (hereafter referred to as Contract) Co

2mp:gyggz' 3?/?) har:jadzloge;gge%o?g?n I?)ngeslog as responsible for buying goods, services and svork
24(5) h);d bétween 100 and 400 employeeg yees, r other government departments and it acted as a

' central contact point for government departments an

contractors on contracting matters. The third

67% of public sector organizations had used I_l_orgamzatlon (hereafter referred to as Service @ag

vesiment svaluation methodology whi ony 463 c=Poraiae o MEVIng an poran oub seer
had u_sed IT benef_lts realization meth_odology. fFer t the community in times of emergency and need,
effective use of IT. Investment evaluation methodglo emergency management coordination, and regulatory
and benefits realization methodology, the percentag : : :
. : T and information services.
is comparatively lower (45% and 35% individually).
This presents the fact that they had not used I'Education Co. had not adopted any of the
investment evaluation methodology and benefitanethodologies to assess its IT projects. It singity
realization methodology effectively although theadh not have any expertise to adopt any of these
used them. This could be caused by the lack ofnethodologies. Contract Co. was a slightly more
knowledge of applying these methodologies. But armature organization in terms of IT investment
interesting phenomenon is the high percentage ofvaluation. Although it had failed to use any IT
“Confidence in  benefits realization” and benefits realization methodology, it had adopted an
“Overstatement of benefits for approval’. 78% ofinformal IT investment evaluation methodology to
respondents express that they were confident iassess most of its IT projects. Service Co. hagtado
benefits realization while 70% admitted they mightboth an informal IT investment evaluation
overstate the benefits. methodology and a formal IT benefits realization
methodology to assess all of its major IT projects.

4. Survey Findings

In summary, IT investment evaluation methodology In total, 28 participants were interviewed, inclugli

and benefits realization methodology are not papula some from their major external IT contractors. For
and are not effectively used by large Australian Education Co., 8 key participants were interviewed
public sector organizations. Their high level of and these included its CIO (responsible for cagyin
confidence in benefits realization and overstatemen out IT investment decision), IT manager (respomsibl
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for managing all IT projects and contracts), and 6 reliability and overall quality of the research gYi
project managers (responsible for coordinating IT 2002).

projects and contracts). For Contract Co., 12 key
participants were interviewed and these included it
CEO (responsible for making IT investment decisjon)
CIO (responsible for carrying out IT investment
decision), IT manager (responsible for managing all

Multiple data sources provided a form of data
triangulation and validity in that strategies anelyk
issues identified formally in reports and internal
documents could be compared with the responses
from interviewees (Yin, 2002). Qualitative content

I(-rregr%ﬁgsl:r;grﬁ?nnt{:gz)r;t;Se(ﬂ#;ggﬂ?igmgig analysis (Miles and Huberman, 1994) was used to
P P 9 analyze the data from the case study using the key

ir&rgéf;t ;nna(ljnagg;strézega onas;]l?jle ;forSceon(?gzng?]?ragtissues identified earlier in the literature analysi

coordinators and managers from its 3 major IT These key ISSUes included  topics  such as .IT
contractors. For Service Co., 8 key participantsewe investment evaluation methodology, IT_benefits
interviewed and these included its CIO and Deputy.re""l'z"jItlon methodology, IT maturity, and user
CIO (responsible for carrying out IT investment involvement. The researchers evaluated the response

- : . from the interviews and classified them accordiag t
decision), IT manager (responsible for managing all X o
) . the research themes. The Cohen’s Kappa statissc wa
IT projects and contracts), 2 senior contract marsg

(responsible for implementing major IT contracts) used to analyze the level of correspon(_jence between
project manager (responsible for coordinating IT th? r_e.searchers and there was a h|gh_degree of
projects and contracts), and 2 senior contractre“ab'“ty between the researchers in relationttie
coordinators  and mana,gers from its major IT interpretation (0.92). This is well above the 6186el
contractors. The data collection at these threescas suggested for a substanyal strength of agreement
continued until a point of theoretical saturation, (Fleiss, 1981). The analysis of the case studylteesu

o " : .~ ' was also conducted in a cyclical manner and the
which is when the value of an additional interview results were checked by co-researchers and other IT
was considered to be negligible (Eisenhardt, 1989). y

evaluation experts (Klein and Myers, 1999). The
The interviews focused on these organizations’ ITexternal experts were asked to trace the logioat 6f
contracts, the contractual relationship betweersehe the research study, research questions, case dmdin
organizations and their contractors, IT investmenaind analysis and identification of constructs and
evaluation methodology deployed, IT benefitsthereby identifying any gaps in the chain of evitken
realization methodology adopted, and the manageme(Yin, 2002).

of the IT contract transition period. Participants
interviewed were from different levels of manageinen —
to provide different perspectives on these issiash Case Study Findings

interview lasted approximately between 60 to 90

minutes. Most of the interviews were taped and the ) )
transcripts were sent to the participants for lah. A number of issues emerged from the analysis of the
Only five participants had minor amendments torthei text data and some of the key issues surroundieg th
transcripts. In cases where there were differemces Us€ Of methodologies and their effect on IS/IT
opinion between participants, either follow-up outsourcing contracts are presented below in some
interviews were conducted or emails were sent téletail. Related information from the survey hasrbe
clarify their positions. In some cases, furtherintegrated into the discussion to further suppbe t
explanation from the participants to improve thefindings.

mapping of the responses to the research constructs

(Miles and Huberman, 1994).

The case study approach allowed the researchers ﬁ&ioption of the I T investment evaluation
interview a range of IT specialists in each orgatian, methodology or process

observing practice and analyzing company reports.

The findings from these information gatheringNone of the three case study organizations had
approaches were analyzed iteratively by theadopted a formal |IT investment evaluation
researchers on an individual level, differencesnethodology to assess their IT investments. However
reconciled and then a judgment made on each of tHeoth Contract Co. and Service Co. had used informal
major issues. Questions relating to a particuladT investment evaluation methodologies or processes
research theme, for example, IT investment evalnati t0 ensure that their IT projects were evaluated. Fo
methodology, were examined as a cluster. Divergergxample, a contract manager from Service Co. said:
views within the same organization were assessed in----- there wasn’t a formal structured documented
terms of the relative strength of the perspectiieis =~ methodology. It was developed up. And the approach
was done as a form of in-case analysis and to dpvel is to be used for evaluation; the criteria to beedis
general explanations and interpretations (Eiserthardthe weighting etc. were all developed up and taitor

1989). These steps enhance the construct validitfor each of the contractDocuments such as service
level agreements (SLAs), monthly reports, standard
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contract management, and public sector guidelinesachieve these goals. This clearly demonstrates the
provided by organizations were stated by mostresolve by the Service Co. to implement the
participants as the |IT investment evaluation methodology as well as to increase the acceptahce o
methodology or process used for evaluating their ITthe methodology among its users. A lot of time and
projects. Most of these measurements were related tresources were invested by Service Co. to ensate th
the contract conditions specified in the SLAs withi the organization as a whole understood and accepted
each project but no formal IT investment evaluation the methodology. For example, one of its senior
methodology, process, or technique (e.g. Infornmatio contract managers saidTte methodology is an end-
Economics) was mentioned. The only exception wasto-end process...... the benefits realization prgcisss
Education Co. which failed to adopt any IT development of plans at the local level...... So it
investment evaluation methodology or processinvolves their buy in and they confirm the quantum,
(formal or informal). Some of the Education Co.’s the amount of saving and almost commit to it. .....
major IT projects had to be scraped in the endAnother aspect is the reporting. Unless you have so
because it could not tell whether the projects hadof scrutiny, what occurs is no guarantee that sgsin
produced any benefits to the organization. Thesewill actually be ever released.....We also have agroth
projects had never been evaluated throughout filne li aspect which is to do with harvesting where...... we
of the project development cycle. For example|The actually take those savings and reapplying them
manager from the Education Co. said.". We did  strategically elsewhere in the organization. So the
not evaluate any of these projects before and theyharvesting has a fair bit of rigor to itAs a result,
had to be scraped....... We did not think it was thatService Co. was able to ensure that its IT projpats
important to have some sort of evaluation delivered the intended benefits to the organization
methodologies in place when the projects statted.

Organizational IT infrastructure
Adoption of the I T benefitsrealization

methodology or process Effective IT implementations require appropriate

organizational IT infrastructure and capabilities t
Both Education Co. and Contract Co. failed to adopsupport it (Renkema, 1998). Those organizations
any IT benefits realization methodology or processwhich did not possess appropriate IT infrastructure
(formal or informal). In addition, none of the and capabilities had found that investing in ITn&o
participants from these two organizations had anyould not solve their problems since IT infrasttuet
understanding of IT benefits realization processlyO and capabilities become the inextricable part ef th
Service Co. had adopted a formal IT benefitsorganization processes and structures (Willcocks an
realization methodology. A formal IT benefits Lester, 1997). IT infrastructure and capabilitiezad
realization methodology was introduced to theto be funded by top management as a long-range
organization by an external IT contractor. Thecapital investment in line with corporate policy
methodology was introduced to the organizationrafterequirements and other IT investments (Keen, 1991).
some concerns raised by several senior IT staff thaA deliberate strategy needs to be formulated toemak
some of its prior IT projects may not deliver thethis happen. Education Co. did not have any styateg
expected benefits. This may jeopardize theto improve its organizational IT infrastructure and
government’s future funding for the organization. | capabilities. For example, one project manager from
order to ensure that its IT investments deliver theEducation Co. revealed that©Olr new system is not
promised benefits as well as to bring the focukhhac well integrated with other systems...... people are
the Service Co.'s main business, a large internallissatisfied with the new system and some have
change program which was part of the IT benefityefused to usei it ...... There are a lot of mistakes an
realization methodology was undertaken by theproblems with the new systemContract Co. had
organization. Service Co. had determined in the/ versome plans in improving their organizational IT
beginning that a formal IT benefits realization infrastructure and capabilities before investing in
methodology was needed for the organization. Thehese IT projects. However, only a few of thesepla
formal IT benefits realization methodology and the(e.g. brought in external consultants for the resgli
expertise to implement the methodology werelT expertise) were implemented eventuall@n the
acquired by an external IT contractor. other hand, Service Co. had an IT strategy in place

Feedback from the organization indicated that the\zNh'Ch assisted it in improving its organizationdl |

methodology to be very useful. Service Co. hagltrie infrastructure and capabilities and this was done

0 56l and echcatete e of e methodglog oo, e TERmenalon of the [T benets
everyone within the organization. In addition, Sesv gy b RS-

Co. had attempted to minimize the user resistancfoc training, and required IT expertise, softwarej

; T ﬁardware) were taken before decisions for investing
while maintaining the pressure for them to comply

with the organization’s change program. The Valuein several major IT projects were made. For example
Management Office was subsequently set up to belp t|ts Deputy CIO said: .“.... the key one for me is the
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rigor that is introduced in the decision-making for them. But if there are issues then | will tatk
process...... Ok, here is what we wanted to deliverthem and people who are involved in the reporting t
this is what it is going to cost, here are the Hi#se try to boost them along and bring them aldng.

and they can clearly articulate to the Treasury......

these are the steps what we are going to follow and

these are the necessary infrastructure and thihgs t  Top management support

we need in order to achieve all of these...... we sor
of put in a very clear and succinct sort of
perspective.

LI'op management support and good management
practices were found to be positive related to the
delivery of IT benefits (Sigala, 2004). The
implementation of IT projects by Education Co. was
strongly supported by its top management. A lot of
financial resources were invested in its IT prgect
User satisfaction despite the fact that Education Co. did not postess
d-requisite IT infrastructure and capabilities to
implement them. For example, its CIO sai®uf
senior management is very keen to undertake tAese |
projects...... The success of our organization depends
heavily on the satisfaction of our customers.
However, this was not the case for Contract Co. All
of its responding participants had revealed thay th
were forced by the government to implement these IT
projects and were not too sure that these projects
would be successful. While they admitted that these
IT projects were important in achieving their

The success of IT implementations can be attribute
to perceived usability of the systems and the
satisfaction of the users towards the new systéms.
was a bit surprising that to find that user’s react
about implementing the new IT projects was not
taken into account by Education Co. at all. The
organization rushed to implement the IT projectd an
did not have the time to consult its users aboat th
new systems. There were a lot of user dissatisfacti
and resistance to the new systems and in the estl mo

of the newly implemented IT projects had to be organizational objects, they were not happy abloait t

;bain;c:anre(:e\?éaggdlt]:]i\(tj:vv';orruiﬁaeg]ptlg’ ir?]n?eg:rjfdway the government handled the whole situation. For
9 ' P example, its CEO said:We were told to save the

these new systems, | guess, without consulting with overnment some monev by reducing staff level
the users first...... They were not consulted fullypeve 9 y by g stafl level......

. : . which is driven by value for money

during the implementation phase...... There were . . . .

. . ) considerations...... But certainly change at this level
strong dissatisfaction among users to use these; .., o

i if it's not managed well, it will be regarded asrye
systems. They did not understand why the old sgste . , . .
hreatening to the stakeholdérsOne of its project

were not good enoughFor Contract Co., the user : . .

i : ; coordinators revealed thafTHere is certainly been a
consultation phase was carried out during the syste

) : . reduction in the number of the public servants......
implementation stage but there was still a strosgy u some people were not ha about the whole
dissatisfaction after the installation of the new peop PPy

. situation” Top management at Service Co. was
systems. A lot of efforts had been put into . ; . .
S . S : more supportive about the implementation of its IT
minimizing the user resistance and in increasirgy us .
. . . projects the Contract Co. They could see the need f
satisfaction during and after the system

implementation stage. One senior contract manageImplementlng these IT projects although they were

said: “..... most of the users have appeared to accepi00 forced by the government to implement them.
the new systems reluctantly now. So it is a good

outcome for us after all...”.It was a different story
with Service Co. Service Co. had ensured that the

user consultation phase was completed before th

implementation of new IT projects. A lot of efforts A the level of user resistance and svstems bili
and resources had been spent on soliciting supportg ystems ussa
from the wusers. Users training sessions and'>>ue can oftgn be related to user resistance. As
information seminars were held regularly to seé th |nd|_cated earlier, no strategy for minimizing - user
new systems. This had clearly demonstrated thereS|stance was put in place for Education Co. There
resolve of Service Co. implement the new systems ag'as also no business process to carry out the ehang
management before, during, and after the system

well as ensure high degree of satisfaction amoeg th implementation. User resistance was one of the main
users. Its IT manager pointed out that: ... Some of P '

the push backs we are getting in an organisatie i reasons for Education Co. to abandoned and modified

ours are that the reporting mechanism that we haveMOoSt of Its IT projects. For Contract Co., the teigy
can be viewed as a bit of a burden on operational and business process for change management was

tasks...... But we are rolling out various new system only put in place during the systems implementation

and e are asking them 1o repor on their agreed S0% ONF SXeITAl cenor contact coodnelor
benefits....... if there are problems then we are ¢ryin : y

to handle them, trying in some way to make it easie implementation stage...... It i.s a lot more difficolt t
’ counter user resistance during the implementation

Change management

%he success of change management depends largely
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stage! Fortunately, for Service Co. the whole The findings revealed that they had not used IT
process for change management was started beformvestment evaluation methodology and benefits
the system implementation stage. None of itsrealization methodology effectively. This could be
participants had mentioned anything about usercaused by the lack of knowledge of applying these
resistance during the interviews since the changemethodologies. But an interesting finding is that a
management was perceived by all stakeholders as &igh percentage of survey respondents had confienc
big success. in benefits realization but also had overstated the
benefits in order to get the required approval.tTa
78% of respondents said that they were confident in
: realizing benefits while 70% admitted they might
User involvement overstate the benefits.
User involvement has a positive influence on the
successful outcome of system implementation (Lin
and Shao, 2000). This implies that getting users
involved in the project implementation and
evaluation processes may improve their attitudes
toward the system, and enhance the importance an

| . bout th N H etween the expected outcomes of the IT projeats an
relevance users perceve about In€ System. HOWEVel, \qinqqq strategy, user satisfaction, top managemen
none of the participants from the three case study,

L ! ) S support, business process and change management,
organizations was _mvolved with any of the original and user involvement in the IT project justificatio
IT project justification an_d negotiation processiis. and negotiation. Education Co. which had not adbpte
appeared that the IT.prOcht.Just|f|cat|on_prchss any of the evaluation methodologies were forced to
handled by other units within the organizationsr Fo

| ect f Education C abandon and reassess most of their IT projectsewhil
ex_ame €, oné project manager from =ducalion L0.geice Co. which had adopted both methodologies
said: “..... The original IT project justification and

U had completed and implemented most of the IT

negotiation processes were handled by other peoplep ;
o N : M projects successfully.

within the organization...... We were not involved in
the processes and those people are not involved irFinally, the survey responses are from a single
the current process. individual from the responding organization and
those interested in the research issues may be more
likely to respond. They may be more likely to garr

The results from case study indicate that most
organizations have suffered from poor IT investment
evaluation practices. A number of issues have
emerged from the data and some key issues have been
resented in this article. These include linkage

There appeared to be an “organizational memory

9ap Wh%rek unl;[s d W'th'fn d.tffer tklree torg_anlzat;]c;ns out evaluation and be satisfied with their evahrmati
possessed knowledge of different sorts (i.e. conitra practices than the average non-respondent (Sobal an

negottlatlor;, rrot;yanon a/ forb ”;"t |nV(a|§tnt1_e2ts, Ng, 1998). Furthermore, our study took place at a
investment evaluation and/or benefits realizatioh) particular point in time. Further research could be

:Ee Entlrel I(;r s;gs_;emst develotprr;)enthcyclg.bHovl\;Seve_;,Conducted to capture opinions of respondents at
be nowgﬁge It nf; see[_n_oteds_ zzr_(?f y alsunity arious stages of IT project development process.
ecause different units participated in differengss Alternatively, our study could be replicated ineavf

?rf tthe"I'It'hprOJect dgveltgpmfent c.yclte.. It IIS argtl:ia;ple years’ time to examine how IT benefits realization
at all three organizations project Implementalio 5,4 nyestment evaluation have changed and are

and ev?llljg}'ciﬂ proctgs_sest would _be levsn. Tr?rebeing managed in light of emerging technologies
successful if the participants were involved in the o\ "¢ o commerce.

original IT project justification and negotiation
processes as well as the benefits realization psoce

; R
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