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ABSTRACT

This article investigates the benefits and supports
provided by project management methodologies
(PMMs) to project managers for the manage-
ment and delivery of information technology/
information system (IT/IS) projects. Using a
qualitative approach, through case study strat-
egy, the role of PMMs is examined in different
business and project contexts. This article eval-
uates the benefit of PMMs based on their traits
and characteristics and investigates PMMs in
their operational context: where PMMs come
from and how they support practitioners. The
findings suggest a misalignment between the
intended benefit of PMMs at the strategic level
and the reported benefits by project managers
at the project level. Additionally, it is shown that
practitioners’ expertise, accountability, and
attitudes all have a direct influence on the
extent to which PMMs contribute to and benefit
the management of projects.
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INTRODUCTION

report from former UK Health Secretary Andrew Lansley captured

the attention of many by highlighting that “Labour’s IT programme

let down the NHS [National Health Service] and wasted taxpayers’

money by imposing a top-down IT system on the local NHS, which
didn't fit their needs” (BBC News, 2011). This report highlighted significant
issues associated with IT/IS project delivery. Successful delivery of projects
is essential to the effective functioning of government and has a direct bear-
ing on departments’ abilities to improve public services (Improving
Government Risk Handling, 2009). Despite this central role of IT/IS projects
within organizations, the high cost and failure rate continue to engage
researchers and practitioners.

Improving project performance by means of ensuring successful man-
agement, development, and delivery of information technology/information
system (IT/IS) projects remains the top priority of most organizations and
project communities (Standish Group, 2010; Wysocki, 2007; Yardley, 2002).
As a way of addressing this, project management methodologies (PMMs) are
regularly employed with the aim of increasing project efficiency and effec-
tiveness. Public and private sector organizations worldwide invest signifi-
cant resources into efforts, ranging from a review and tailoring of the current
practices to the adoption or development of new PMMs. Despite these
efforts, the benefit gained through the usage of methodologies toward
improving project performance of IT/IS projects has rarely been examined
or articulated. Therefore, this article, which is a subpart of a major research
(Figure 1), examines the benefits and support provided by PMMs in their
business context, through firsthand empirical investigation. The following
section sets the context and the research background for this article.

Research Background and Literature

Organizations achieve business benefits, produce and improve products,
design and develop systems and services, and invest in company infrastruc-
ture primarily through project activities (Davies & Hobday, 2005; Shenhar &
Dvir, 2007). In the United Kingdom alone, around 21% of the gross value
added in manufacturing and construction is through complex products and
systems development projects (Davies & Hobday, 2005). As a result, there is
a tendency toward standardizing project activities by means of formalized,
generic PMMs (Gunnarson, Linde, & Loid, 2000)—for example, the drive
from government and the public sector toward the promotion and usage of
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Main category—Research aim

Generic category—Research issues/questions

The role and contribution of

PMMs in successful
management of IT/IS
projects

Figure 1: Abstraction process—Generic categories.

the PRINCE2! (Office of Government
Commerce [OGC], 2009) PMM in recent
years for the development and man-
agement of large and complex IT/IS
projects. With the pressure for success-
ful delivery of projects in the relentless-
ly changing business environment, new
PMMs are increasingly being devel-
oped, implemented, and tailored as a
means of guiding and supporting proj-
ect design, development, and delivery
(Charvat, 2003; Davies & Hobday, 2005;
Morris & Pinto, 2004; Sauer & Reich,
2009; Thamhain, 1994). Despite the
increased popularity of some method-
ologies (e.g., PRINCE2) in different
organizations, including public sector
departments, there are reported limita-
tions and weaknesses associated with

! PRINCE2: PRoject IN Controlled Environment is a struc-
tured method for effective project management. The
method was first established in 1989 by the Central
Computer and Telecommunications Agency.
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1. Selection and implementation of

PMMs in case organizations

2. Benefit and contribution of PMMs
to projects and organizations

3. Drawbacks and shortcomings of
PMMs for project delivery
N J
e N
4. PMM tailoring and modification
at project level
N J
5. Relationship between PMM and
project success
. J

structured PMMs (White & Fortune,
2002). Some of the difficulties that
organizations and public sector depart-
ments face are the indifference of the
methodologies to their organizational
business interests and benefits beyond
those of a single project; complexity in
tailoring and modification; leadership
and strategy; and their reliance on doc-
umentation and their inflexibility of
dealing with change (Al-Zoabi, 2008;
Boehm & Turner, 2004; Shenhar & Dvir,
2007).

The private sector accounts for
around 45% of the IT/IS project market.
These organizations do not necessarily
announce their IT/IS plans in advance,
nor do they publicize failures, although
anecdotally there is thought to be exten-
sive misplaced expenditure and failed
projects. The public sector accounts for
55% of the whole UK market for IT
(Cross, 2005). Within the public sector,
plans for reforming public services are
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heavily dependent on new large-scale
information technology systems. The
UK government has been spending £14
billion a year on computer systems and
services—the highest figure in Europe—
and in recent years, double the sum
spent in 1999. Despite substantial
efforts invested since the 1960s to gain a
better understanding of project failure
improvements in IT/IS, project success
rates have been slow to materialize, and
examples of catastrophic failure can still
be found: “The Channel 4 documentary
Dispatches, ‘How They Squander Our
Billions’[09.03.09] investigated a variety
of controversial public projects, which
have had millions, if not billions, spent
on them, including the NHS National
Programme for IT [NPfIT], which was
originally announced as costing £2.3 bn.
This later became £6.2 bn, and £12.7 bn
is the latest estimate” (Scott, 2009).

A recent UK report on the C-NOMIS
project (2009) further exemplifies the



problem: “Her Majesty’s Prison Service
and the National Probation Service creat-
ed the National Offenders Management
Information System (NOMIS) in 2004.
In 2007, NOMIS had spent £155 mil-
lion and the project was two years late
and, in 2008, the decision was made to
put a hold on the project. The project
was reduced in scope, at a cost of £41
million and was restarted in January
2008, the original due date. Lifetime
costs are now expected to be £513 mil-
lion, although it will no longer support
end-to-end offender management as
originally planned” (Oates, 2009); this
is a classic example of a project deliv-
ered late, underachieving against its
specified scope and many times over
budget. During periods such as the
current economic downturn, sizeable
financial losses in this way inflict
heavy business consequences on the
project owners. This can result in
the cancellation of a project with both the
outright loss of the resources invested
to date and the loss of the expected
benefits.

Since 1999, PMMs are firmly placed
as one of the top ten contributing fac-
tors toward project failure, according to
the Standish Group (2010). In the 2008
version of the CHAOS report, it was
stated that, although improvements in
the rate of project success (35%) are
obtained, the rate of failure (19%), and
challenged (46%) project performance
remain at levels that deserve further
attention.

The connection between PMMs
used to manage IT/IS projects and poor
performances are not fully unearthed,
and scant research exists examining the
role and contribution of PMMs toward
overall project performance. At a gener-
al level, it can be said that effective
PMM implementation does not auto-
matically signify a positive or enhanced
project outcome; also, poor perfor-
mance does not necessarily arise from
weak PMM implementation. Yet, PMMs
are designed and implemented to regu-
late project management processes in
order to keep the focus on other critical

performance matters. Therefore, PMMs
are significant. The review of literature
has revealed fewer than five studies
tackling and examining PMMs, with
very few focusing on the IT/IS disci-
pline and even fewer using empirical
evidence in their arguments. White and
Fortune (2002), in their quantitative
study, examined a combination of
methods, tools, techniques, and
methodologies, deductively concluding
that a number of problems experienced
by organizations are associated with
PMMs, such as PRINCE and PRINCE2.
The study is extensive and comprehen-
sive, although its approach limited the
findings to predetermined assumptions
about success. The context in which the
PMMs were examined was not consid-
ered. A study by Davies and Hobday
(2005) examined the effect of using
waterfall PMMs for managing a com-
puter-based project from a complex
software project in the Ministry of
Defence (MoD). They revealed diver-
gence from the PMM (rational process)
to soft processes, emphasizing the fail-
ure of PMMs, such as waterfall, to
reflect the reality of practice. These
areas of deviation are important but
leave unanswered questions, such as
the rationale behind selecting a water-
fall approach for a complex software
project and what are the factors that
influence this decision. One reason
associated with the complexity of man-
agement of IT/IS projects is that proj-
ects are often mismanaged because
companies are said to employ the
wrong processes to manage them or
apply inappropriate financial criteria
for project selection (Cooper, 2007).

To date, no single set of PMMs has
been identified as ensuring the success-
ful delivery of IT/IS projects. It has been
estimated that there are 1,000 “brand
name” methodologies used by organi-
zations globally (Jayaratna, 1994). Each
methodology claims to be the answer to
overcoming problems faced by projects
and their organizations or an answer to
commonly occurring problems in par-
ticular contexts (PRINCE2; OGC, 2009).

December 2012

Project Management Journal

However, many of these new method-
ologies have been indicted as being just
arepackaging of concepts that emerged
in earlier PMMs found in software engi-
neering and IT/IS delivery (McManus &
Wood-Harper, 2008). PMMs are consid-
ered “as a fetish used with pathological
rigidity for its own sake; this demonstrates
significant reliance by organisations on
the application of methodologies as a
routine where the reasoning behind the
adoption and application of method-
ologies are normally unanswered and
left fuzzy” (McManus & Wood-Harper,
2008, p. 28).

Figure 1 demonstrates an abstract
of the overall research undertaken to
examine the overall role of PMM in
project management, highlighting the
subsection selected for discussion in
this article on examining the benefits of
PMMs. Therefore, this article focuses
on the following research question:

Research Question: What are the
benefits of PMMs to projects and
organizations?

Given the persistence of organiza-
tions in using PMMs, this question
aims to investigate what benefits and
advantages are offered by PMMs to
projects and organizations. Who are
the main beneficiaries and how do
PMMs support them in the delivery
and management of projects? This
exploration mainly examines the con-
tributions of PMMs from the perspec-
tives of the users, project teams, and
managers rather than only the PMM
owners and promoters. An indepen-
dent evaluation that assesses the level
of support provided to projects and
project managers is the angle of the
investigation. There is no empirically
underpinned research available that
has addressed this research question.
The literature presented previously
illuminates the justification for the
further need for understanding about
how PMMs support performance—
that is, the successful delivery of IT/IS
projects.
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Interviewed
Case Interviewed (Role) (Number)
Case1 Consultancy Director Managing Consultant 13
Vice President Head of BP
Senior Project Manager (4] Managing Consultant
Independent Management Academic Researcher
Consultant
Senior Consultant Managing Director
Case2 Senior Project Manager (5) Managing Consultant (1] 11
Program Manager (2] Principal Consultant (1)
Senior Quality Engineer (1) Director (1)
Case 3  Program/Portfolio Manager Project Manager (4) 11
Solution Architect (2) Business Analyst
Senior Project Manager (3)
Case4 Head of Tools and Senior IT Project Manager (3) 13
Methodologies (1) Product Manager (3)
Tools and Techniques Team (1) = Project Manager (3)
Senior Agile Advocate (2]
Total 48

Table 1: Schedule of interviews by case study.

Research Strategy and
Methodology

The research methodology is phenom-
enological with exploratory purpose.
An inductive approach and reasoning
are employed given the scarcity of other
research on this complex subject. No
preconceived hypothesis or conceptual
models were used, although the
research question was validated and
fully informed by the existing literature.
The research strategy employed is that
of a multiple-case-study approach
focusing on PMMs as the unit of investi-
gation (cf. Yin, 2003). Four case studies
spanning disciplines, project contexts,
and types of PMM provide anchorage
into front-line management of IT/IS
projects. Case 1 focused on PRINCE2, a
widely used structured PMM. Case 2
concerned an in-house structured
PMM. Case 3 employed a gate-phased
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PMM. Case 4 hosted a gate-phased PMM
in the process of being phased out and
replaced by an agile approach. Data
were collected through semistructured
interviews. Each interview lasted
between 90 and 120 minutes.
Practitioners were interviewed (48),
each having different roles with varying
levels of accountability in the design,
development, and management of
projects (see Table 1). Some of these
practitioners were key decision makers
of PMM development and application.

The collected data were qualitative.
A combination of interpretative and
content analysis was employed using a
general inductive approach for qualita-
tive data analysis. The unit of investiga-
tion is PMM, examined in different
business contexts. This study is also
strongly empirically driven and places
an importance on context (Smyth &
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Morris, 2007). Different types of PMMs,
applied in different types of IT/IS proj-
ects, and managed in a variety of busi-
ness contexts, were chosen. This was to
embrace a variety of sources where dif-
ferent approaches and PMMs are
employed, such as PRINCE2 and agile
for management and governance of IT/
IS projects. This interpretive approach
is compatible with phenomenology,
enhancing data richness and allowing
“horizontal” and “vertical” in-depth
analyses to coexist. Four case studies
were chosen. The first case study, Case 1,
focused on PRINCE2 methodology,
investigated across organizations to
establish breadth. The remaining case
studies used different PMMs—each
employed in different organizations
and investigated for depth. Case 2 is an
in-house comprehensive methodology;
Case 3 is a waterfall type; and Case 4 is
a gate-based methodology alongside an
agile approach for IT/IS project deliv-
ery. Each case also demonstrated differ-
ent forms of client and user engage-
ment: internal and external. A general
inductive approach is employed for
organizing and analyzing content of
qualitative data (Thomas, 2006).

Case Study Description

Case 1—PRINCE2

Case 1 centered on PRINCE2, common-
ly referred to as a structured approach
to project management. Projects in
Controlled Environments was devel-
oped and championed by the UK gov-
ernment. In 1989, it was originally
intended for the management of IT/IS
projects; the methodology was subse-
quently modified and relaunched in
1996 for use in a wider range of project
situations. This modification resulted
in a heavy reliance on tailoring when
used for IT/IS projects. The effective
application of PRINCE2 is strongly
associated with finding an appropriate
level of tailoring. For example,
PRINCE?2 is designed to ensure the use
of a common language for all parties
involved in the project. Bringing the



customer and supplier together
requires contracts and contract man-
agement. Although the method recog-
nizes this, the specifics must be tailored
within a contractual framework accord-
ing to the project and the organization’s
context. PRINCE2 offers a number of
structured features that can be scaled
up or down, depending on the type of
the project and level of expertise of the
project manager. The main features are:
a management structure, a system of
plans, a set of control procedures, and a
focus on product-based delivery. The
rationale behind selecting Case 1 is that
there are now more than 300,000
PRINCE2-certified project managers
worldwide. Any methodology with such
a large population of proponents war-
rants attention in any study of PMMs.
PRINCE2 is used in most government
projects as well as a number of private
organizations with internal and exter-
nal clients at different levels of contrac-
tual engagement. Every candidate
interviewed about PRINCE2 was either
formally PRINCE2-certified or had
managed and governed projects using
PRINCE2.

Case 2—Method A

Method A is a company-wide method-
ology designed and developed over a
number of years, outlining key process-
es related to fundamental aspects of the
business. This in-house structured PMM
was originally developed in 1975.
The processes were consolidated into the
company’s initial quality system.
Method A is strongly influenced by
British standards and is heavy on qual-
ity management and assurance. In
1998, the company intranet was
launched, with the first two key process
area descriptions as Win Business and
Manage Projects. This provided staff
with easy access to up-to-date and
more detailed information. Over the
years, this method has been continu-
ously revised and several key process
areas have been added. Most clients
and project owners are external to the
organization with varied business

structure and project needs. The parent
organization to Method A is a large
international force in IT services. This
London-based PLC employs 40,000
people in 39 different countries and is a
systems integration organization pro-
viding IT and business process solu-
tions to companies worldwide. The
organization carries out project work,
develops and supports new products,
provides business and outsourcing
services, and offers consultancy and
advice across diverse markets, includ-
ing telecoms, financial services, energy
and utilities, distribution, transporta-
tion, and the public sectors. The projects
range in size from small to multiphased
programs and vary in complexity. The
company relies heavily on the successful
delivery of their projects to maintain mar-
gins and ensure customer satisfaction.

Case 3—Method B

Method B was used within the
Information Systems and Technology
(IS&T) division projects for the man-
agement and delivery of projects.
Method B was initially derived from a
product delivery methodology. The
method was judged to contain too
much external client focus while not
paying enough attention to the internal
customers and their needs to meet the
technical and business requirements of
departments within the organization.
The host organization for Method B is a
global information company providing
tailored information for professionals
in the financial services and corporate
markets. The core strengths of the
company lie in providing the content,
analytics, trading, and messaging capa-
bilities needed by financial profession-
als. Some 370,000 financial market
professionals working in the equities,
fixed income, foreign exchange, money,
commodities, and energy markets
around the world use the company’s
open information tools. This open tech-
nology, based on industry standards,
enables customers to search, store, and
integrate information that the organi-
zation using Method B provides with
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content from other sources. Additionally,
the tools help the customer to manage
risk and organize data.

The speed and availability of the
disseminated information depend
upon the efficiency of the organization’s
information systems and technology
infrastructure. Most systems develop-
ment was undertaken to serve internal
functions and departments within the
organization. The users mostly resided
within the organization; therefore, they
were considered to be internal clients.

Case 4—Method C and Agile

Method C, used company-wide, was
established as the standard for project
delivery and product management. The
following is a brief description of
Method C. The process had six steps:

1. Concept

2. Specify and plan

3. Design and implement

4. Test and trial

5. Launch preparation

6. Closure

The organization for Case 4, Method C
(Figure 2) uses an agile approach and is
a global telecommunications company
operating in more than 150 countries.
In 2004, the organization was restruc-
tured into four separate lines of busi-
ness, with each being responsible for
looking after a particular group of cus-
tomers. In 2007, the organization
underwent a further restructuring in
order to improve the speed of project
design and delivery and to improve
customer experience. The new organi-
zational structure for the company was
justified as a means of responding to the
radical changes faced by the whole
telecommunications industry. As a
result, in 2007, two additional divisions
were put in place. One was a unit assem-
bled by recruiting the entire IT design
staff for the management of complex IT
projects. This unit was also assigned to
take control of all management of IT/IS
internal and external design and devel-
opment. The introduction of agile
approaches for systems delivery was a
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Decision
Gate 1

Decision
Gate 3

Decision
Gate 2

Decision
Gate 5

Decision
Gate 4

Figure 2: Case 4, Method C—Stage-gate product development methodology.

focal point throughout this radical
transformation.

A summary of findings (Table 2)
outlines the descriptions of the PMMs
in each case examined above.

Findings and Analysis—The
Benefits of Using PMMs in Case
Organizations

The findings revealed the presence of
strong strategic direction governed by
the organizations alongside very little
involvement from their managers.
Despite this unidirectional approach to
the implementation of PMMs in the
cases examined, there existed a general
consensus across the cases that tradi-
tional, structured PMMs were beneficial
for projects and organizations. However,
the types of perceived benefit and
contribution were different, depending
on the individual, his or her level of
involvement with the project, his or her
accountability, and the organization.
The responses are organized in the fol-
lowing tables. The comments are ana-
lyzed and categorized within each case
based on their content with reference to
benefits. In the analysis, certain benefits
appear as patterns across cases, whereas
others are more case- and business
context—specific. This leads to the emer-
gence of subcategories (types of PMM
benefits) and their implications.

In Case 1 (Table 3), the type of sup-
port offered by PRINCE2 toward project
delivery was perceived to be different
according to the practitioners inter-
viewed. It is worth affirming that the
practitioners involved in this case were
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all senior managers with over 20 years of
experience in the project management
discipline, with great accountability for
project result and outcome. Some (3 of
13) upheld PRINCE?2 for its control and
monitoring traits. The main support
from PRINCE2 was seen as helping
managers to monitor the progress and
development of tasks in projects.
Financial management and prioritization
of tasks and activities were considered
very helpful to these senior managers.
These benefits primarily focused on the
execution of projects based on tradi-
tional measures of success, time, and
cost; a facet important for organizations
to monitor the progress of a portfolio of
projects. Only two (2 of 13) acknowl-
edged that the values of PRINCE2 are in
its support, standardization, and the
establishment of unity of best practices
by avoiding reinventing the manage-
ment wheel. PRINCE2 was praised for
its comprehensive, structured approach
to developing business cases and secur-
ing contractual bids. Two senior con-
sultants emphasized that organizations
use PRINCE2 as a way of winning con-
tracts. The process of proposing bids is
significant in government projects;
therefore, the management of this
process is crucial to the success of the
bid, “the government usually chooses
suppliers through competitive bids and
a process of proposal evaluation”
(Shenhar & Dvir, 2007, p. 196). The con-
tractual benefits, including security
from a legal point of view, provide “the
hygiene factor,” ensuring parties involved
have the required standard levels of skill
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and knowledge in project delivery.
According to Herzberg (1968), hygiene
is demotivating if not present, yet its
presence will not enhance motivation.
The specific findings align with this
generic theoretical perspective. Others
(6 of 13) offered a contrasting view
describing the effectiveness of PRINCE2
as generally questionable, and at the
project level, teams were unhappy with
it. Despite its purported affinity to gov-
ernment projects, in some instances,
PRINCE2 was not used. The reasoning
provided for poor evaluation of the ben-
efits of PRINCE2 was mainly associated
with the drawbacks experienced by
using the method. Therefore, some
practitioners rated the benefit of
PRINCE?2 as low due to lack of commit-
ment from teams and managers and the
overall limitations of the PMM.

In Case 2 (Table 4), similar to Case
1, practitioners interviewed were all
senior managers. The benefits of
Method A were associated with its sup-
port to managers to improve tracking
and control. Clear guidelines existed to
support the project, such as:

. responsibilities, performance
goals, deadline dates, rewards for
early delivery, penalties for missed
dates, status reporting dates, mile-
stone dates, change management
procedures, acceptance test criteria,
cancellation conditions, cancella-
tion policies, and closing criteria.
(Company Document)

Method A could be considered a
superset methodology of PRINCE2,
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How Effective Are Project Management Methodologies?

Benefit and Support From PMM to Projects and Project Managers—Empirical Data

50 December 2012

Findings—Empirical Evidence
Case 1—PRINCE?2 (Structured PMM)

« [PRINCE2] helps managers to keep track of the

Analysis (Grouping Findings Based

project progress and it provides a control system

to check what is working and what is not.

« [PRINCE2] helps with imposing control and
governance on individual sets of actions to avoid
failure by continuously checking and balancing.

* The main value of PRINCEZ is for senior managers to
concentrate on things that matter and make decisions

based on factors that are of importance.

* The advantage of using a methodology like [PRINCE2]

is that everyone talks the same language; therefore,

project managers understand each other.

* PRINCEZ helps with consistency, speaking the same

language, and continuity.

* Largely, the value is that organizations get to mention
[PRINCE?2] at the early-stage proposal and project bid.

* Most organizations use PRINCE2 or any methodology as

a hygiene factor and as an insurance.

* When actually working with the organization, you find

that people are not particularly using it.

* Did not meet anyone happy to use [PRINCE2]
methodology—what would they gain from it?

Total Respondents

on Meaning and Content) Number of Respondents
Better control and monitoring on project 3
Standardization and unified language 2
Hygiene factor, enabling and ensuring 2
winning proposal bids and contracts
No benefit through limitation or lack of 4
usage (section PMM limitations)
No benefit—values of PMMs are subject
to appropriate tailoring
13

Table 3: Case 1—Empirical analyses of types of PMM benefits.

better addressing issues such as risk,
quality, and change where PRINCE2
falls short in explaining how these
should be handled. Method A, while
improving on PRINCE2, remained
acceptable to the organization’s
PRINCE2-using clients. The role of
Method A was seen as crucial by one
director for the organization. The
strong cost control aspect of Method A
was seen as important. This organiza-
tion was strict on contractual engage-
ment and, as a result, the management
and control of the financial aspects
were paramount.

Method A, similar to PRINCEZ2,
was cited as offering financial and task

Project Management Journal

control, improved communication, and
consistency. These traits were consid-
ered important to senior managers at
the organizational level. Traits such as
accountability, transparency, pre-
dictability, and participation are con-
sidered the pillars of governance
(Committee on Corporate Governance,
2000; King Committee on Corporate
Governance, 2002; Williams, 2003).
Similar to the opinions of PRINCE2,
some practitioners were apprehensive
of the benefits provided by Method A,
warning of the reliance of the PMM on
the competence and expertise of the
project manager or individual in charge
of using the method. Four (of 11) senior

DOI: 10.1002/pmj

managers questioned the value of
Method A, based on its drawbacks,
such as limiting engagement with the
client and its heavy formal documenta-
tion. These senior managers disliked
the lack of autonomy and the top-down
enforcement by the organization and
considered Method A to be constrain-
ing rather than supportive of project
delivery.

Case 3 (Table 5) comprised Method
B and was somewhat different than
PRINCE2 and Method A in that the prac-
titioners interviewed had a varied level of
experience, competence, and accounta-
bility. Whereas in the first two cases, all
practitioners were senior managers and



Findings—Empirical Evidence

Case 2—Method A (In-House Structured])

* The main value of Method A for the organization is better tracking

and control. Having well-structured, established, and understood

[PMM] is crucial.

* [PMM] is vital but nothing magical; it's a common sense way of
thinking in a structured way, but it is fundamental.

* [Method A] in this company is very strong on cost management
control and the financial aspects of project delivery.

* The key element of Method A is defining a strong framework.

* [Method A] is a third-generation system and it is very strong in

quality. It helps everyone in different parts of this company to
speak the same language. Consistency and not perfection—

it is critical to have a common system.

* Without this method you are sunk. This method is generally
based on providing good understanding of the scoped plan
that recognizes the reality of the available resources and allows

for contingencies for money and time.

* Method A is there to make life easy by defining an agreed-upon
way of doing things. Stages of Method A are there for visibility

by stakeholders and communication.

| don’t believe methodologies can ever be effective.

* We are constrained by our quality management system and

not enhanced by it.

Total Respondents

Analysis (Grouping Findings Number of
Based on Content) Respondents
Control, monitoring, governance 4
Standardization and unified language 3
No benefit was reported due to limitations 2
No benefit reported 2
11

Table 4: Case 2—Empirical analyses of types of PMM benefits.

had more than 15 years of experience;
this case included novice project man-
agers of less than 8 years. Resembling
PRINCE2 and Method A, findings asso-
ciated the perceived benefits of Method
B with its imposition of control, moni-
toring, and standardization. One pro-
gram manager correlated the benefit of
Method B with the need for maintaining
control and ensuring project progress
and accountability. Another senior man-
ager in the organization argued that the
benefit of Method B lies in its communi-
cation of expectations with the cus-
tomer. Method B, a plan-driven, gate-
phased methodology ensured strong
monitoring and control of project
progress and was seen as important by
senior managers for cost and expendi-

ture management purposes. The role of
Method B was most relevant as a com-
munication channel between the proj-
ect and the customer. Up to this point,
the benefits considered important to
senior managers were similar to
PRINCE2 and Method A—control and
standardization. However, a new per-
spective appeared in this case and was
presented by less senior managers. This
group of practitioners valued Method B
for its guidance and general support in
decision making. Method B helped jun-
ior managers to deal with risk and
uncertainty. This group of managers
with less experience found Method B
reassuring for tracking and guidance
and compensating for the absence of
tacit knowledge.

December 2012
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Similar to PRINCE2 and Method A, a
number of practitioners viewed the benefit
of Method B to be low or limited. Some
senior managers believed that their experi-
ence is far more crucial than relying upon
the PMM or guidelines recommended by
the organization. Reliance on tacit knowl-
edge was the thrust of their argument. One
manager explained that he does not follow
any methodology and that to him reliance
on common sense is the best way forward.
This sort of attitude brings into question
the point of having PMMs. The reliance on
tacit knowledge was not consequence-free,
as it instigated an informal tailoring at the
project level. This tailoring was purely
based upon the project manager’s experi-
ence, was not formally described, and
remained highly subjective.

D0l 10.1002/pmj 511
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Analysis (Grouping Findings
Findings—Empirical Evidence Based on Content)

Case 3—Method B (In-House Gate-Phased)

* | have no problem with methodologies; the people that do criticize Better control and monitoring
them usually have not worked within a process environment before.
How can | run and manage the progress of 30 projects at the same
time and see what has been achieved at the end of each phase without
the use of [PMMs]?

[Method B] provides a control system to check what is working and
what isn’t. [PMMs] are all about communication and checkpoints,
and about making sure that the business commitment is still there,
making sure that the scope of work is still right and that the work
is still the right work and that the solution is still going to meet

the objectives.

The benefit of the methodology is that the customer knows what Standardization and unified language
to expect; if the customer knows how we are doing things and the

project manager is specifying needs from the customer by the

next gate, and these questions are asked all the time, then the

customer knows what to expect. If the preject works in an informal

way, then the customers will not know what is required from them.

The consistency helps the project managers to do their job faster.

Our processes here are very lightweight and allow lots of discretion
but do keep people in check in terms of going through the right
checkpoints within a project, making sure the communication is
happening when it should, and that the decision making is happening
when it should with the right level of information available.

The processes are very helpful; without the gates, you would be lost Help guiding and directing managers to
in the forest. This type of PMM [Method B] and PRINCE? I like and deal with uncertainty and fear of the
I am happy with. | like the gates on PRINCE2. unknown

| can say the project management processes that we have here are
a very useful guide for a new project manager, as it helps to
touch base and it helps the project manager to make sure that the
project goes through the right gates.

I rely on our [PMM] for identifying risk and ensuring that risks
are identified and addressed and managed.

[Method B] helps people to overcome the fear of the unknown and
deal with uncertainty; it provides a safety factor. Gates help to
ensure all the principles of PM are covered and that the project is
structured appropriately.

* Do | need to get PRINCE? certification? Will it enhance my capability No benefit due to lack of usage or
to do my job? The answer is NO. | can buy the book and apply what poor implementation
is in the book. If you are a relatively new, inexperienced project
manager, then perhaps, yes, this would provide you with a set No benefit reported at all

structure to do your job better.
* | am too old to start learning about new ways of managing projects.
* | don’t use a methodology at all. | rely on common sense.
Total Respondents

Table 5: Case 3—Empirical analyses of types of PMM benefits.
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Number of
Respondents

11



Case 4 (Table 6) showed the least
number of endorsements for Method C,
a gate-phased PMM. The organization
in which the case was explored was on
a mission to promote agile approaches
over traditional project delivery. It was
therefore unsurprising that few benefits
of Method C were acknowledged. In
evaluating the benefits of Method C, it
was evident that the organizational
benefit of Method C was no longer rele-
vant. Strategically, the organization was
moving toward agile approaches as
the organization-wide standard with the
aim of having both project and product
delivery accomplished using agile
approaches. As a probable conse-
quence of this initiative, traditional and
plan-driven PMMs were heavily criti-
cized. At the beginning of the data gath-
ering and interviews, it was requested by
the head of methods and tools that the
researcher should avoid, where possi-
ble, soliciting comments about the
benefits of Method C, because this
could conflict with the strategic direc-
tion of promoting agile approaches for
project delivery. However, despite these
intentions, the promotion of agile
approaches was not fully welcomed
and supported by the product man-
agers, who considered gates and con-
trolled phases as crucial. As a result of
negotiations, some aspects of agile
principles were included in Method C.
In general, Method C was seen as largely
unsuitable for IT/IS project manage-
ment, and agile approaches were con-
sidered inappropriate for product
development. This exhibits a clear
example of mismatch between PMM
and project type. It adds to the question
as to whether project managers wished
to or were aware of how to tailor the
PMM to the project type and context.

A small level of endorsement for
Method C came from outside of the
IT/IS department, where agile
approaches had not yet been adopted.
The end result of discussing Method C
and agile was that some (3 of 13) agreed
that Method C supports new project
managers by guiding them through the

product life cycle. IT/IS managers were
exponents of agile methodologies and
commented on their benefits as sup-
portive of user requirement gathering
through encouraging customer involve-
ment. Through this evaluation, IT/IS
managers tended to first highlight the
issues and shortfalls they experienced
with Method C and then explained how
agile approaches such as XP and Scrum
helped overcome these limitations. For
example, one product manager stated:

One of the biggest problems that we
have is that we do not involve our
customers enough in our new
product launches. It often begins
with a separate requirement from
marketing and is not tested with
the customer. (Product Manager)

The capability of Method C to
engage the customer and support
requirements articulation and manage-
ment was a commonly mentioned
drawback of PMMs. The findings shown
previously reveal patterns across all
four cases. These are classified into sub-
categories labeled with the type of ben-
efit reflected by the responses (Figure
3). The findings overall indicate that the
perceived benefits and contributions of
PMMs fall into the following subcate-
gories or patterns:

1. PMMs support control and monitoring.

2. PMMs promote standardization and
communication.

3. PMMs guide and support managers.

4. PMMs do not provide any benefits
due to their limitations.

A particular benefit appeared in
Case One, where PRINCE2’s value was
seen in securing contracts and winning
proposals. Table 7 shows the level of
response for each perceived benefit.

Table 7 outlines the results of this
analysis. In comparing the results
across the four cases, significantly,
47.9% of all practitioners rated the ben-
efits of PMMs as low and considered
PMMs as nonbeneficial to themselves
and their projects. This is alarming,
because emphasis is placed upon project

December 2012
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owners and organizations to use PMMs
while playing down the financial
investment in their development and
promotion.

Discussion and Implications
From the findings, the generalization
can be drawn that the perception of
PMM benefits to some extent relates to
the levels of experience, authority,
accountability, and overall responsibili-
ty of the individual. As a common occur-
rence in all four cases, the benefit of the
PMM was subjected to personal per-
spectives, needs, and the level of
experience.

Figure 4 is a graphical illustration of
the range of perspectives from different
levels of experience and accountability
and their corresponding perceived
degree of benefit of PMMs. The “U”-
shaped diagram displays the levels of
experience and accountability on the
x-axis and the benefits of PMMs on
the y-axis. Points A, B, and C represent
three primary perspectives emerging
from empirical evidence. Points A and C
are the representations of perspectives
from which the value and benefits of
PMMs are considered to be relatively high.

Point A represents the view that
PMM benefits lie in their support to proj-
ect managers as a guidance tool. Here
the value of PMMs relates to assistance
with decision making under an uncer-
tain project outlook and therefore com-
pensating for any absence of tacit knowl-
edge. Moreover, from the relatively inex-
perienced project manager’s point of
view, the PMM represents a fallback strat-
egy in case of a problematic project deliv-
ery. Should the project being managed
encounter difficulty, then the role of the
project manager can be defended by
demonstrating that the PMM has been
pedantically followed, and the structure
of the PMM could therefore account for
any discrepancy between expectations
and the project outcome.

Point C represents the perspective
that regards the benefit of PMMs also as
high, but for different reasons. Point C
upholds PMMs for their promotion of

DOl 10.1002/pmj 53
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Findings—Empirical Evidence
Case 4—Method C (Gate-Phased) & Agile

* | would be the one to say that Method C is a good document. For a new
project manager to touch base, it is good; it can help to make sure
that the project goes through the right gate.

* |t helps other project managers inherit the project work easier.

* | strongly believe in project management processes and methodologies,
as they help me with where to go and what to do next.

* Waterfall is extremely engineering efficient, fitting requirements
perfectly where you design once, develop once, and test once, and
there is no need to write in a perfect environment where there is
no change.

* Traditional and waterfall methods are extremely efficient and
extremely reliable and extremely unable to adapt. From an
engineering viewpoint, it was brilliant—but not from the business
perspective.

* Agile emphasizes the need for prioritization, and each user story and
requirement was one function. This means that we are able to manage
sizes of those and keep them small. An explicit list of priorities
provided a greater visibility from the customer’s point of view.

* Agile supports defining and prioritizing requirements and user
stories and actually taking 3 weeks to do the work instead of 6 months.

* Agile is fine for software development, as opposed to product
development, where it doesn’t work as well.

* Don't think the more traditional and structured methods are the
answer—they just don’t work. Agile methods can work better on
systems development projects and not so much with project
management issues. Scaling up is not an issue. One holdback is that
some suppliers are not as advanced in their way of thinking.

* Requirement-capturing issues relate to not specifying the systems
development and business requirement. The systems developers
require further information—with agile you can show someone what
it would look like, and this is more effective.

* Where the requirements are in the form of user stories, we prioritize
our user stories and the priority number one will be called the
minimum market feature sets.

* What | would say is that agile is structured; it is not chaotic and is
more management-centered than traditional methods. The manage-
ment side is lighter and less of a weight. The transparency is greater
with agile.

Total Respondents

Table 6: Case 4—Empirical analyses of types of PMM benefits.
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Analysis (Grouping Findings
Based on Content)

Guidance, direction, helps with uncertainty
and fear of unknown

Benefits are contingent upon project type
and structure of projects

No benefits from PMMs—company is
moving from traditional and structured
PMMs to agile approaches

Most interviewees criticized PMMs and

emphasized the benefits of agile

Benefit of the agile approach:

* Requirement definition, prioritization,
and management

* Mainly beneficial for software
development

* The transparency in project activities
and progress

* Speed of delivery

Number of
Respondents

3

13



Main Category
Research Aim

Generic Category
Research Issue/Questions

Subcategory
Patterns and Commonality Across Case Studies

Role and
Contribution of
PMMs in
Successful
Management of

2. Benefits of PMMs to
Projects and Organizations

2.1 Control and Monitoring

2.2 Standardization and Unified Language

2.3 Guidance and Support—Safety Scheme

IT/IS Projects

2.4 Low Benefits Due to Limitations

Figure 3: Abstraction process—Emergence of subcategories from benefits of PMMs.

standardization and governance. From
the organizational perspective, the
desire is for strategic directives to be
enforced and monitored by the use of
uniformity of processes and proce-
dures. The prescription of a PMM facil-
itates the comparison of performance
across multiple portfolios of projects
due to the standardization of language
and progress reporting.

The perspectives represented in
Points A and C are to a large extent
aligned with those, which PMM owners

and promoters claim to be their bene-
fits. Furthermore, these perspectives to
a large extent map to the literature’s
definitions of the benefits of PMMs. For
example, definitions from the OGC
(2009), the International Institute for
Learning, Charvat (2003), and Gardiner
(2005) describe the benefits of PMMs as
control and standardization, with an
emphasis on project efficiency mea-
sures as demonstrated in Table 8.
PMMs are often viewed as a solution
to problematic project delivery, but the

findings demonstrate that they are
infrequently selected on this basis. In
this study, the need for PMMs varied
between case organizations. For exam-
ple, in PRINCE2 a standardized
approach and better project control
mechanisms are advocated. Method C
demands a better way of involving users
and customers. For these cases, the goal
was increased discipline into the
processes. For the organizations in
which the cases are embedded and
reflected upon as in PRINCE2, the selection

Type of PMM Support Case 1 PRINCE2 Case 2 MethodA Case 3 Method B Case 4 Method C Total Overall %

Control and monitoring 3 4 2 9 18.8 %

Standardization and 2 3 2 ’ 14.5%

unified language

Hygiene factor, enabling 2 2 4.2%

and ensuring winning

proposal bids and contracts

Guiding and directing 4 3 ’ 14.6%

managers with uncertainty

and fear of unknown

No benefit is associated 6 4 3 10 23 47.9%

with the usage of PMMs

Total respondents per case 13 11 11 13 48 100%
Table 7: Response levels to different types of support by PMMs.
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Benefit to Project
Managers

»
»

Guidance

Comfort

Risk and Uncertainty
Management
Support

I
Benefits of Project Management Methodologies ‘S

\

N B s
N -
Sla_ -7

Limited Benefit
Due to PMMs'
Drawbacks and
Limitations

~ Benefit at
c / Organization Level

/ Governance Regular
/ Control and

/ Monitoring
Standardization

,_
o
g

Experience and Accountability

Figure 4: PMM benefits and the levels of experience and authority.

and implementation of the PMMs did
not generally align with the solutions
they purport to provide and therefore
largely did not meet the expectations of
improved project delivery. Yet the find-

ings illustrate that a more investigative
approach rather than prescriptive
approach can enhance the fit of the
methodology to the type of project.
However, the analysis also shows that

v

the way the PMMs were tailored did not
align with the intentions of achieving
the solution purported through tailor-
ing to context and clients, or even inter-
nal organizational factors at times.

PRINCEZ is a method for managing projects within a clearly defined framework and it describes a procedure to coordinate people and
activities in a project, with guidelines on how to design and supervise the project.

Benefits: efficient control of resources, close monitoring of the project in an organized and controlled manner, provides a common
language for all participants in the project, describing the management roles and responsibilities (0GC, 2009).

Definition (lIL)? A project management methodology addresses the principles and procedures for performing project management,
where project management is a critical value-adding process that improves the probability of project success.

Benefits: reduced risk of project failure, increased efficiency and productivity, improved quality, and improved communication.

Definition (Charvat): A project management methodology is a guideline that may include the list of things to do, a specific approach,
templates, forms, and even checklists used over the project life cycle; a set of guidelines and principles that can be tailored and

applied in a specific situation.

Benefits: better process, flexibility, quality focus, management of complexity, standard approach, consistency, better planning, and

estimation (Charvat, 2003).

Definition (Gardiner): A project management methodology is a structured guide or framework designed to help organizations manage
large and small projects in a controlled and efficient manner.

Benefits: reduces communication and integration problem throughout the project life cycle (Gardiner, 2005).

2lIL: International Institute for Learning: http://www.iil.com

Table 8: Benefits of PRINCE2—Control, monitoring, and standardization.
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Career life cycle factors and personal
dispositions played a role in the shape
of tailoring (Wells & Smyth, 2011).

Conclusion

Comparison of the findings and litera-
ture found that, despite the original
intent of PMMs focusing on control
management and standardization, a
large proportion of practitioners
(47.9%) disagreed that this fulfilled
their expectations for effective project
management. As analyzed, the motives
behind the findings include the intent
to try to make the PMMs fit project
type, fit context (organization and
client), fit personal factors, or try to dis-
card the PMM as much as possible to
address one of the preceding factors.
How this works out in practice was
found to vary. Findings revealed what
manifests as the dip in the center of
Figure 4 at point B. Where the perceived
benefits and advantages of using PMMs
dramatically fall, to a minimum, corre-
sponds to the middle ground of the
range of perspectives. This drop was
largely due to the drawbacks and limita-
tions that practitioners experienced in
managing IT/IS projects. The dip in the
graph at point B was also associated with
the attitudes of practitioners. This is
where the usefulness of PMMs was
directly undermined by the mobilization
of tacit knowledge, intuitively steering
project management decisions, and
overriding the template-based direc-
tives from the PMM. Therefore, this is
where informal tailoring mostly takes
place. Furthermore, this knowledge can-
not be captured by any methodology
because it is highly people- and context-
sensitive. While point B is influenced by
the group and is context driven, the A
and C groups are rule driven.

Ideally, the methodology usefulness
should be uniformly high across the
groups. The implication of the U-
shaped curve is that the majority of
project managers gain suboptimal
advantage from the use of any PMM,
which in turn implies that the PMM
structure typically fails to accommodate

the requirements of experienced practi-
tioners.

It was concluded that there exists a
gap between the perceived contribu-
tion of PMMs at the strategic and orga-
nizational levels compared with the
perceived benefits at the project and
operational levels. The findings sug-
gested that the contributions of PMMs
are, first, of a different type and, second,
shaped by the role, experience, and
accountability of the individuals ques-
tioned. The benefits of PMMs are most
pronounced in assisting organizations
and senior managers with their endeav-
ors in control and monitoring, standard-
ization, and unifying practices. Hence,
the role of the PMM focuses on manage-
ment and standardization as opposed to
service and product development.

The findings suggest that PMMs are
found to be useful to some extent
where they replace and compensate for
the absence of tacit knowledge in a
project, helping managers with less
experience and knowledge of project
management. It is concluded that a
misalignment exists between the per-
ceived value of PMMs across different
groups and between the project and
the strategic/organizational levels.
Most project managers perceived the
prime purpose of PMM to be manage-
ment, control, and compliance rather
than support and guidance. The inves-
tigation on this aspect reveals that
47.9% of project managers viewed
PMMs as nonbeneficial to their proj-
ects and claimed that using PMMs hin-
ders their project delivery. The “U” dis-
tribution in Figure 4 shows that the
benefits of PMMs are viewed different-
ly by practitioners and are based on
their experience, authority level, and
accountability.

This article contributes a discussion
and analysis of a qualitative data
through an inductive approach and the
interpretivism paradigm. Although the
subject of PMMs may have been
addressed from various angles prior to
this study, the application of this
research strategy to this subject is
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unique. This study looks into a subject
that has its foundations rooted in two
different disciplines: information sys-
tems and project management. This
research contributes to both disciplines
by showing how best practices and
project management approaches for
management of IT/IS projects face dif-
ficulties, in part, brought about by the
way in which organizations select and
implement PMMs.

This research contributes to knowl-
edge by showing a gap between the
intended benefits of the PMM by senior
managers at the organization level and
the actual benefits and support offered
at the project level. The demise of the
PMM'’s benefits and support at the proj-
ect and operational level leads to a
chasm between the intended strategic
directions of the PMM and its actual
contribution to projects, managers, and
their teams. Therefore, the purported
benefits are often not realized or, fur-
thermore, can have unintended conse-
quences at the project level and
adversely affect project success.
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