CHAPTER ONE

INTRODUCTION

This chapter sets the scene for the research by introducing the background to the study and describing the problem situation. The chapter states the proposed research questions as well as the research aim, objectives and expected contribution to knowledge. It further elaborates on the significance/rationale for the study, clarifies some of the theoretical terminologies used in the study and provides a pictorial summary of the thesis.   

1.1 AIRCRAFT FALLING FROM THE SKY
“The major challenge in air transport in Africa is how to improve safety so that aircraft will stop falling from the sky”. 
The above statement was the crux of the discussion on the challenges in the African aviation industry by the League of Aviation and Airport Correspondents (LAAC) at the International Air Transport Association (IATA) annual general meeting in Cape Town June 2013 (Eze, 2013). There are a number of occurrences aptly depicting this concern in Africa. Examples include the cases of the Dornier Aviation Nigeria AIEP (DANA) and Associated Airline flights on 3 June 2012 and 3 October 2013 respectively (Mikairu and Eteghe, 2012; and Ohuocha and Cocks, 2013). The aircrafts literally ‘fell from the sky’ during flight (Duthiers and Carter, 2012). The DANA Air Flight 992, a Boeing MD-83 domestic passenger commercial flight experienced loss of power in both engines while on approach from Abuja to Murtala Muhammed Airport, Lagos, Nigeria (AIB Report, 2012). It crashed in a densely populated area resulting in the death of all 153 persons aboard the airplane (NEMA, 2012). There were also 10 confirmed ground fatalities with several others injured persons on the ground (Mikairu and Eteghe, 2012). The Associated Airlines Embraer 120 plane similarly crashed shortly after take-off from Lagos en-route to Akure, a town about 140 miles east of Lagos (AIB Report, 2013). The crashed charter flight resulted in the death of 16 passengers while 4 of the passengers survived (Ohuocha and Cocks, 2013). 
The Director-General and Chief Executive Officer of IATA, Tony Tyler, asserted that the air accident rate in Africa is about 18 times worse than the global average. Several factors have been adduced for this high incident rate in Nigeria (Awarun, 2007; and Eze, 2013). Chief among the factors has been the issue about the airworthiness of the aircraft operating in the region. There is evidence of poor aircraft procurement processes (Agbobu, 2012) as well as deficiencies in the logistics and maintenance infrastructure required to provide the airworthiness requirement for aircraft operating in the country (Dike, 2005). Reports show that aircraft manufacturers and airline operators are skeptical about the aviation industry in Nigeria in view of the associated risk and limitations in manpower, infrastructure, safety regulation and maintenance facilities (Eze, 2013). 
The risks and limitations experienced in the Nigerian civil aviation are also manifest in the Nigerian military aviation (Soriwei, 2015). History is replete with stories of military aircraft literally falling from the sky resulting from causes associated with engine failure and aircraft airworthiness (Omonobi et al, 2012). Examples include the fatal Hercules C-130 air crash of 26th September 1992 at Ejigbo, which claimed the lives of over 160 students of the Armed Forces Command and Staff College Jaji-Nigeria (Ajani, 2012). A similar incident involved a naval helicopter crash, which resulted in the death of a State Governor and an erstwhile National Security Adviser in December 2012 (Omonobi et al, 2012). A more recent mishap involved a Nigerian Air Force Dornier 228 aircraft, which crashed a few minutes after take-off from the Kaduna Military Airfield on 29 August 2015, killing all souls on board (Ezeobi et al, 2015). A past Chief of Defence Staff of the Nigerian Armed Forces, Air Chief Marshal Alex Badeh attested to these challenges in the military stressing on the difficulties involved with the supplies of equipment and lack of training (Soriwei, 2015). Awarun (2007) recounts that there are significant challenges associated with aircraft maintenance and logistics and supply chain management (LSCM) activities in the Nigerian public sector. This includes the challenge of identifying the required spares, gaining access to the right suppliers who are generally internationally based as well as managing the complex transaction and distribution process to ensure the timely delivery of the right spares at the right condition and place. It is in this light that Yoon et al. (2007) assert that effective LSCM is essential to achieve the highest level of aircraft performance.  
1.2 STATEMENT OF THE RESEARCH PROBLEM
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Figure 1.1, Depiction of the link between the problem situation and SCM with the need for IT/IS. 

1.2.1 The Problem situation and supply chain management
The stories of aircraft falling from the sky depict the severe challenges involved with air operations in Nigeria as illustrated in Figure 1.1. This challenge reflects on the value of lives and properties lost in relation to the problem situation. The situation also typifies the setbacks of air operations in both civil and military sectors (Ese, 2013; and Soriwei, 2015). Apart from the incidents of fatal crashes, there are related experiences depicting the severe challenges affecting air operations in Nigeria. This challenge has also been acknowledged with the ongoing fight against Boko-Haram terrorists group in Nigeria. Lack of adequate spares and equipment has been identified as the key challenge affecting the conduct of air operations (Soriwei, 2005). There is evidence in the history of Nigeria military operations of aborted air missions due to unavailability of the required aircraft spares and equipment (Dike, 2007) to undertake the necessary missions. In some cases the challenges was about how to source the required equipment. In other instances there are evidences relating to inventory management challenges; items depreciating in stock, as well as problems involving the timely distribution of equipment and spares (Awarun, 2007). As such the events of aircraft falling from the sky have been identified as the manifestation of a symptom borne from a product of other concerns of which supply chain management is key (Soriwei, 2005; and Awarun, 2007). 

1.2.2 Link of the problem situation with the use of Technology
In the light of the supply chain problem situation identified in Figure 1.1 it needs stating that this study was primarily driven by the researcher’s 15 years’ experience as a LSCM practitioner in a public sector aviation organisation in Nigeria.  The experience identifies with the LSCM challenges of inventory management of aircraft spares and its attendant effects on air operations and aircraft maintenance. Some of the critical issues relating to the aircraft operations include disconcerting incidences involving identification of requisite spares. There is evidence of allocating spares to incompatible aircraft type as well as procurement of incompatible spares and equipment.  A more awkward situation had to do with the placing urgent demands for the supply of items that were already available in stock because the items were not identified as being available. These related occurrences prompted the quest for accurate and efficient inventory management in order to improve the situation. The key considerations bothered on efficiency and accuracy regarding the timely delivery of the required spares and equipment. In the bid to address this challenge came the quest for the application of technology, which is renowned for addressing time related SCM issues (Olurunniwo and Li, 2010). The notion was that the use of technology will enable the link with the supply vendors in order to facilitate sourcing and procurement processes. The use of technology was also considered critical to addressing the challenges associated with inventory management; accounting procedures, spares identification etc. 
The problem situation invariably showcased a dire need for the use of Information Technology (IT) to manage the complex supply chain in the organization. This is following the understanding that Information Systems (IS) are essential catalyst for overseeing the multiple relationships involved in LSCM (Simchi-Levi and Zaho, 2002).  As such the research agenda started with the quest to identify the requisite IT/IS to enhance SCM activities in the organization. The review of literature however led to a reflexive process of appraising the problem situation and fundamentally questioning the rationale and feasibility of IT/IS in this context. This was a fundamental consideration as IT/IS implementation is much more than the technology, which stresses on the technical side but also includes a whole range of management and administration that supports the system. The implementation of IT/IS was invariably considered not to be an isolated solution to the SCM challenge. Lambert and Cooper (2000) attest that the main problem of SCM relates to the complex interaction between ‘physical/technical’ and ‘managerial/behavioural’ components of SCM. They maintain that the technical side is easy to manage but the behavioural components encompass ‘soft’ elements that are inherently difficult to deal with. IT/IS studies also confirm that its implementations are replete with complex interrelation of soft issues involving ‘people’ and ‘processes’ (Checkland and Scholes, 1990; and Walsham, 2011). 
Empirical results hold that several IT/IS projects have failed while concentrating on the technical aspects of the projects and neglecting the softer (or human) aspects (Checkland and Sholes, 1990; Maguire and Redman, 2006; Olorunniwo and Li, 2010; Cheikhrouhou et al, 2011). Studies have similarly highlighted the significance of these softer elements towards sustaining the development of IT/IS innovation (Checkland and Scholes, 1990; Walsham, 2011; and Laudon and Laudon, 2014). These human/soft elements broadly classified to include organisational, behavioural and cultural factors are noted for being inherently complex and difficult to manage (Brooke and Maguire, 1998; and Maguire, 2000). There are suggestions from the literature that the vast articles on IT/IS and SCM have been limited in delineating the complex interaction of the human aspects involved therein (Gunasekaran and Ngai, 2003; Maguire and Redman 2006; and Olurunniwo and Li, 2010). Research conclusions emphasize that the relationship between IT/IS and productivity is much more complex than mere theoretical associations (Willcocks, 1993; Ojiako and Magire, 2008; and Ojiako et al, 2010). There have been calls to further explore the complexities of these interactions to provide broader understanding to unravel the myth behind the failures in the industry. This understanding was considered critical to facilitate the development of appropriate measures to manage a successful IT/IS implementation trend. This research was therefore spurred by such calls (Olurunniwo and Li, 2010; Ojiako et al, 2010; and Walsham, 2011) in the literature to further explore the interactions of the soft/human aspects of IT/IS implementation in SCM.
1.3 RESEARCH QUESTIONS

In line with the description of the research problem situation, the direction of the research was to explore the human aspect considerations of IT/IS implementation in a Nigerian Public Sector Supply Chain. In order to achieve this purpose, the research sought to ask the following questions in the Nigerian public sector context:
a.
What are the prevalent soft/human factors affecting SCM and IT/IS implementation in the context? 

b.
How do these factors interact and manifest themselves?

c.
How can these factors be managed to enhance SCM and IT/IS implementation?
1.4 RESEARCH OBJECTIVE AND AIMS
The objective of the research in line with the research questions was to conceptualise the problem situation in the Nigerian public sector context. This involved identifying the prevalent SCM and IT/IS implementation human factors, illustrating how they interact with a view to developing a management framework to deal with the identified soft/human issues so as to enhance SCM and IT/IS implementation. This essentially contributes to the knowledge about the interactions of the soft/human aspects of SCM and IT/IS implementation. The research objective will be beneficial to policy makers, practitioners as well as researchers in advancing the knowledge on how to conceptualise SCM and IT/IS problem situations. This will also guide managerial decisions, development of policies and research intervention plans. 
1.5 SIGNIFICANCE OF THE STUDY
The rationale for the study is significant in several respects. Apart from the evidence of limited research in the proposed study area, the study focus on Nigeria is essentially instructive owing to the strategic position of Nigeria in the regional scene.  The research on Nigeria has the potential of creating a far-reaching impact due to the nation’s influence in the sub-region.  It is important to also emphasise that the research was driven by demands of the Federal Government of Nigeria. At the heart of the research is also the fundamental rationale to save lives that is often loss when aircraft ‘fall from the skies’. Some of the identified rationales for the research will be elaborated in the subsequent paragraphs.
The study essentially follows the current growing interest for studies about supply chains in developing new economies (Zhou, 2014). There is evidence in the literature that the emerging economies like China, India, Mexico, and Brazil are in fact growing faster than some other established industrial economies of the world (Lee and Lee, 2006).  This is in spite of the physical, social and cultural conditions in the emerging economies where managing supply chains have proved to be more challenging than in advanced economies (Sahay and Mohan, 2006). Emerging economies are faced with the situation of how to manage supply chains, coordinate information flows with multiple partners while tackling the associated prevalent socio-economic challenges (Lee and Lee, 2006). At the same time there are expectations to contribute to the social and economic status of the country using SCM concepts and practices (Msimangira, 2003; and Zhang et al, 2011).  It is worth noting, however, that some emerging countries particularly in the African continent have been significantly latent in the discussion (Zhou et al, 2014). This is not withstanding that a nation like Nigeria has been identified among the key emerging markets in the world that their public procurement will almost triple by 2030 contributing to a £452 billion worth. Nigeria is ranked first in Africa and eight in the world of the emerging markets after China, Saudi Arabia, South Korea, Brazil, Poland, India and the United Arab Emirates. Reports indicate that the fastest growing sectors will include IT/IS related services; as such international governments are increasingly prioritising procurement strategies in relation to the trend (Green, 2014). 
Advanced economies in Europe and North America have led studies on IT/IS implementation for LSCM and have gained notable socio-economic achievements (Delia and Adriana, 2008; and Daveshaw and Rathee, 2010). Global influence and the quest for development have also necessitated developing nations in Asia, Africa and Latin America to venture into the use of IT/IS (Avgerou, 2008). The developing nations invariably look up to the advanced economies for direction on how to advance their IT/IS projects. In spite of the laudable achievements experienced by the developed nations in IT/IS development, there is evidence that the implementation strategies utilized by developed nations are replete with inherent challenges. The huge disparity in the challenges faced by both developed and developing nations is instructive that a one size fits all strategy is not feasible. Hence, there have been studies clamouring for the consideration of the attendant differences in IT/IS implementation for developing nations (Heeks, 2002).  This research is similarly significant in line with this thought, which has received a nod from the Nigerian Government leading to the funding of the research under the Petroleum Technology Development Fund (PTDF). The funding organisation is independent of the organisation under review and therefore had no influence on the research process. The funding objective was in line with the national vision to develop requisite conceptual and practical knowledge to address the associated SCM and IT/IS implementation challenges in Nigeria.
1.5.1 Strategic position of Nigeria
Several studies on Nigeria have been justified by the relative dearth of study and shortcomings of management practices observed in the country (Adebanjo et al, 2013), as in the case of this study. The recognition of the strategic role of Nigeria in the sub region is another notable rationale that has influenced the focus of studies on Nigeria. This includes the responsibility of providing leadership and direction to other African nations in areas of technology advancement, improved business and supply chain management practices as well as security and other socio-economic development. According to reports from McKinsey Global Institute, Nigeria is tipped to become one of the top 20 economies in the world. Research statistics shows the nation has the potential to achieve 7.1 per cent annual GDP growth, reaching $1.6 trillion (£951 billion) by 2030 (Scott, 2014). In line with these prospects, the Federal Government of Nigeria has plans to position the country in the top 20 in the next 6 years as part of its Vision 2020. The strategy includes the improvement in the development of physical infrastructure, human capital and social development. Key to this is the improvement of a knowledge-based economy in which IT/IS development plays a pivotal role (Nigeria ICT Draft Policy, 2012; and Scott, 2014). Hence, the justification of the objective of this research which hopes to understand the workings of a road map for technological development that will be relevant to Nigeria and potentially other developing nations.  
The story of Nigeria is however mixed with contradictions as in spite of the positive potentials of the nation; the nation is currently ranked fifth in a list of the world’s most “extreme risk” countries. The Islamic militant group, Boko Haram, has plagued Nigeria with series of violent attacks. The terrorist group has reportedly carried out about 146 attacks responsible for 3,477 deaths between 1 July 2013 and 30 June 2014 (Mustapha, 2014). About 70 percent of Nigerians population live below a dollar per day (Ukwaja, et al, 2013). The reality of the Nigerian situation is reflective of a nation marked with remarkable positive potential as well as extreme drawbacks.  The need to understand the Nigerian situation and offset the complex balance is therefore vital considering the strategic position of Nigeria. This underpins the strategic rationale for the focus of this study on the Nigerian public sector.  

1.5.2 Minimising waste of public funds and creating better value for use

Most IT development projects fail; bigger projects are more likely to fail (Goldfinch, 2007). Empirical results indicate IT project failure rates ranging from 20 to 60 per cent. A US survey for IT/IS projects estimate success rate at 59 per cent for the retail sector and 18 per cent in the public sector (Heeks, 2002; 2004; and Standish Group, 2004). Willcocks (1994) asserts that 20 per cent of British IT/IS development projects in the public sector are wasted and a further 30 to 40 per cent do not yield any meaningful benefits. Considering the UK NHS IT/IS projects estimated at about £40 billion, (Maguire and Ojiako, 2007) the extent of waste of public funds experienced when IT/IS projects do not meet their desired benefits can best be imagined. Collins and Bicknell (1997) estimated £5 billion annually as the cost of public sector failures in the UK. Such sums would undoubtedly be more worrisome for developing nations like Nigeria who are still grappling with provision of basic amenities. The budget for the umbrella body of the public sector under review for 2012 was estimated at £1.3 billion with about £261 million earmarked for overhead, recurrent and capital expenditure.  These figures already generate some public outcry as they are seen to be a misplacement of priorities; contentions are raised regarding receiving low value for money (Emerenini and Ihugba, 2014; and Ogujiuba and Ehigiamusoe, 2014). While this research does not intend to dabble into the politics of justifying or criticising the budget, the study identifies with the need to avoid waste of public funds as well as ensure good value for the use of funds. This study is therefore significant in view of current intentions to embark on the implementation of IT/IS projects in the Nigerian public sector. 
1.6 THEORETICAL TERMINOLOGIES
This research incorporates the use of terminologies, which could be interpreted by individuals in various respects to mean different things. There is, therefore, the need to clarify the context in which some of the key terminologies in this research are being used.  This will be outlined in the subsequent paragraphs.
1.6.1 Basics of Information Technology

Information, which is the basic requirement from IT, is not necessarily data. Data comprise of raw facts and observations, which needs to be processed to meet specific use. Information is data that has been processed or interpreted for it to be meaningful and ready to use for a specific purpose and understood by the receiver (Laudon and Laudon, 2014). Managers require information and not raw data. This understanding of information emphasises 3 unique characteristics; information follows a logical process of transformation and it is required in a meaningful contextual form. Information is also meant for a particular purpose and not just produced in isolation (Bocij et al, 2014). This research identifies with these 3 characteristics, which emphasise the human needs of information. It therefore holds that information is driven by purpose and not the mere need to have data.
1.6.2 Defining Information Technology and Information Systems
IS and IT are closely related terms often used interchangeably, however, they do have some notable differences (Laudon and Laudon, 2015). While IS refers broadly to the systems that are designed to create, modify, store and distribute information, IT deals with the technology that enables or supports those systems. IT stresses the technological aspect of the system while IS incorporates the application of the system with management and administration aspects (Bocij et al, 2014). In this study the terms are used interchangeably with the understanding that IT and IS go beyond mere ‘technology’ but also include the softer/human aspects of functionality and administration of the technical machinery. This is in view of the fact that the technical aspects do not exist in isolation and the softer aspects are critical determinants to the function of the system.
1.6.3 Defining Soft issues
A significant paradigm shift in the emerging IT/IS field understands that information system is more than the mere collection of data processing procedures and machines but an intricate composition of both machineries and people (Lewis, 1994). It encompasses a broad socio-technical network of systems designed, built and used by people. The understanding that people are essential components of the socio-technical system orchestrated the recognition of the distinction between hard and soft systems (Checkland, 1981; and Checkland and Scholes, 1990). This understanding comes with the realisation that IT/IS cannot be simply ‘engineered’ as a physical object because the ‘people or human’ constituents have extensive organisational, economic, cultural and political associations that cannot be controlled as a purely technical application (Lewis, 1994; Maguire and Redman, 2006; Ojiako et al, 2010; Walsham, 2011; and Laudon and Laudon, 2014). These associated people/human components in SCM and IT/IS development is what is referred to as ‘soft issues’ in this research. 

1.6.4 Defining a supply chain

The definition of supply chain is similar among the authors than the definition of SCM (Mentzer et al, 2001).  La Londe (1998), define supply chain as a set of firms that pass material forward. This definition embraces activities of manufacturing, transportation and distribution with the ultimate aim of delivering the required goods and services to the end user. Similar definitions depict a supply chain as the alignment of firms that bring products or services to the market (Lambert et al. 1998b, Christopher, 1999; and Mentzer et al, 2001). Contemporary views of supply chain explicitly describe it as a network of organisations directly involved in the upstream and downstream linkages of different processes and activities that ultimately produces value in the form of products and services to customers (Lysons and Gillingham, 2003; Christopher, 2013; and Ellram and Cooper, 2014).  This is the concept of a supply chain implied in this study with emphasis on the downstream activities. The definition portrays that a supply chain entails three key elements; it consists of multiple entities, it involves the upstream and downstream (i.e. supply and distribution) as well as includes the ultimate customer. The process and activities include the flow (including reverse flow) of products, services, finances and /or information to the customer (Mentzer et al, 2001; and Stock et al, 2010). 
1.6.5 Defining Supply Chain Management

In spite of the growing recognition of SCM, there is still some confusion about its definition and meaning. Authors agree that SCM has been poorly defined and there is a high degree of variability in the minds of people about what SCM actually means (Sweeney, 2015).  Shavazi et al (2009) assert that some experts consider SCM as an operational process that involves the flow of materials and products. Mentzer, et al. (2001) identified that the definition of SCM across different authors can be classified into three categories; a management philosophy, implementation of a management philosophy or a set of management processes. Stock et al (2010) similarly reviewed 166 unique definitions of SCM and identified 3 major themes; activities, benefits and components. It can be deduced, however, that the concept of SCM has continued to evolve to fit the needs of the emerging trends of the global supply chain (Ellram, and Cooper, 2014).  SCM covers a broad range of disciplines, hence, the diverse definitions, which have contributed to the uncertainty of the term (Seuring, 2008). This study, however, follows the trend of contemporary authors (Mentzer, et al, 2001; Giunipero et al, 2008; and Sweeney, 2015) who view SCM as a systematic, strategic coordination of business functions within a supply chain for the purpose of improving performance of individual companies and the supply chain as a whole.  This is in line with the objective of this study, which seeks to optimise SCM activities with overall socio-economic benefits. Often SCM is confused with the term logistics management. There have been claims that logistics and SCM are practically synonymous while there are also assertions as to the significant difference in the terms (Stock et al, 2010). SCM was initially viewed as logistics activities outside a firm, which include the suppliers and customers. Logistics is however now identified as a functional silo within a firm, which also deals with the management of material and information flow across the supply chain (Lambert and Cooper, 2000). 
1.6.6 Defining Public sector

The public sector commonly refers to government institutions or organisations responsible for providing basic services to the citizenry. The composition of public sector organisations differs from country to country. Some of the common public sector services include road and public transportation, health and educational services as well as police and military services.  The Nigerian Constitution of 1999 recognises the public sector as a mandatory institution, which includes Government establishments responsible for implementing policy decisions and delivering public services to the citizenry (Suleiman, 2009). The public sector in Nigeria is broadly classified under 2 categories; the Civil Service and the Public Bureaucracy. The Civil Service often referred to as the core service compose of line ministries and ministerial agencies. The Public Bureaucracy on the other hand includes state and national assemblies, armed forces, police, paramilitary services and other security agencies. It also includes the ‘parastalas’ and other agencies like research institutes, educational institutions, social services, regulatory agencies and commercially oriented agencies. This research focuses on the Public Bureaucracy category of public sector considering their direct impact with the citizenry. As such the term ‘public sector’ in this study refers to government agencies like fire, defence, police and health which are responsible to deliver or facilitate the delivery of key public services to citizens (Adeyemo, 2005).
1.6.7 Defining the stakeholders in the research

Research on human interactions is somewhat complex and could be relatively difficult to draw boundaries around in view of the close knitted interrelation between the parties involved (Checkland, 1981; and Checkland and Scholes, 1990). Figure 1.1, a model of purposeful activity describing human interactions in relation to an activity elaborates this. 
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Figure 1.2, Model of purposeful activity describing human interactions. 

For a purposeful activity depicted by the big yellow arrow pointing to the right, there is a person or group of persons who initiate the activity depicted by the group of people tagged ‘initiators’ in the figure. There are other persons or groups of persons who perform the activity tagged as ‘actors’ in the figure. The persons or groups of persons that benefit or are impacted by the activity are tagged as ‘impacted persons/group’. Lastly, were the individuals or group of persons who do not initiate, neither are they directly impacted by the activity but have some external influence on the activity. They are tagged as ‘external influence’. Apart from these human participants there are other environmental constraints which also impact on the activity depicted in the figure as ‘environmental constraints’. The study recognises the complexities and somewhat inseparable relationship of the human activities that take place around an activity. The research is however focused on the ‘actors’ as the key players in the scenario. The actors identified in this research include the top management, middle managers, supervisors and direct users of the IT/IS and SCM system in the organisation. ‘Actors’ is a general term used to describe the individuals who populate the problem situation. This includes the ‘power holders’ who can affect decision-making as well as the other ‘stakeholders’ who do not (Lewis, 1994). The proposed management framework is targeted for implementation by the actors within the management confines of the case organisation. 
1.7 CHAPTER SUMMARY

There are significant challenges associated with LSCM activities in the Nigerian public sector. The problem situation indicates the dire need for IT/IS implementation which is renowned as an essential catalyst for managing the multiple relationships involved complex supply chains.  The literature however suggests that IT/IS implementation is not an isolated solution to SCM challenges. The main problem of SCM relates to the complex interaction of the soft issues between ‘physical/technical’ and ‘managerial/behavioural’ components of SCM. Studies show that several IT/IS projects have failed while neglecting these softer issues, which are, inherently difficult to manage and with limited knowledge in the theory and practice. As such the objective of this study was to explore these related soft issues in SCM and IT/IS implementation in the context. The study contributes (thesis breakdown in Para 1.7.1) to the limited knowledge of the interaction of these soft issues with distinct account from the perspective of a developing nation. The study is significant to policy makers, practitioners and academics in developing strategies and research plans towards optimising SCM and IT/IS implementation with impact on the socio-economic development of a developing nation. 
1.7.1 Summary of the Thesis
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CHAPTER TWO
REVIEW OF THE STUDY CONTEXT (NIGERIA)
“Without context, a piece of information is just a dot. It floats in your brain with a lot of other dots and doesn't mean a damn thing. Knowledge is information-in-context connecting the dots”. - Michael Ventura (1998)
Chapter 1 gave a concise picture of the research situation, highlighting the background to the study and stating the research aim and objectives as well as the rationale for the study.  This chapter elaborates on the problem situation with a contextual analysis of the phenomena of the problem situation from the perspective of the Nigerian setting. The chapter draws inferences in line with the focus of the research from the relationship between the general Nigerian context and the problem situation. The understanding of the contextual perspective is an essential guide for the conduct of the study.  It provides the reader with a vivid insight of the contextual issues and the underlying presumptions of the researcher prior to the conduct of the study. This is beneficial for readers to make objective analyses from the qualitative research (Krefting, 1991).    
2.1 HISTORY OF NIGERIA 

Tracing the history of Nigeria is of immense value to this study as it begins by bringing to the fore the fundamental settings of the nation that will constitute the building blocks of the research. This will present a broad picture of the study context to the reader and invariably give a good perspective for the study; thus facilitating better understanding of the preceding accounts. 

2.1.1 Early History of Nigeria

The history of Nigeria is often narrated from the fifteenth and sixteenth centuries; the period which marked the coming of European traders to the area.  Archaeological evidence indicates that human existence had been present in all parts of Nigeria for several thousand years before this time. The first known human remains found in the area dates to the Late Stone Age (LSA) around 9000 Before the Common Era (BCE). There are claims that humans had lived in this area well before this time (Folola and Heaton, 2008). The LSA period is however historically significant as it coincides with the time when people in the area were thought to have started using stone tools like stone axes and arrowheads. This subsequently led to the development of pottery and agriculture. Fola and Heaton (2008) attest to the widespread belief that this period witnessed a mass migration of people to the area as people were escaping the rapid desiccation of the Savannah to embrace the more viable trend of agricultural development the area had to offer. 

The development of agriculture resulted in the centralization of food resources, which led to the establishment of more permanent settlements. There is archaeological evidence to validate this claim of social formation in several modern ecological sites in the country; Iwo Eleru, Afikpo, Itaakpa, Daima and so on. This account brings to the fore the long existence of socio-economic resources and capabilities in Nigeria. The existence of abundant natural and human resources in Nigeria is undeniably evident till this date (Scott, 2014). Details of the natural and human resources of Nigeria will be discussed in subsequent paragraphs under ‘geo-political setting of Nigeria’. It is needful to note however that these resources have hitherto orchestrated the political and economic setting of the nation. The bone of contention has been the limited degree to which these resources have been harnessed for the socio-economic benefit of the area. This research identifies with the vast potential of the country which can be harnessed for socio-economic development; particularly technological advancement that will be beneficial to the public sectors.

2.1.2 Evolution of Nigeria and relationship with the UK: 1800 - 1960

The availability of resources in the Nigeria area attracted foreign interests. One of such attractions dates to the early 1800s; a British Club commonly known as the African Association wanted to explore West Africa and discover the origin and course of River Niger, which flows through Nigeria (Cawthorn, 1800; and History World, 2013). Scottish born Mungo Park who later died near Bussa in Nigeria in 1806 successfully conducted this mission. The outcome of Mungo Parks’s successful discovery of the River Niger sparked great enthusiasm bringing about increased political interest in Africa and Nigeria in particular.  Mungo Park’s experience gave Europeans a glimpse of Africa with evidence that the continent could be explored (Folola and Heaton, 2008). From that time till the end of the century there was continuing interest in Nigeria from British explorers, traders, missionaries as well as anti-slavery activists. The first subsequent British expedition to the Nigeria area in 1841 was to establish a model farm and a mission. The expedition however failed as most of the members died from malaria related sickness (Obinna, 2012).  A subsequent expedition in 1854 however succeeded with the help of Dr William Baikie who used quinine as a prophylactic against malaria for the members of the team (Bailey, 2013). This subsequently led to the establishment of a growing British trading interest in the area. A series of political and trade interests eventually culminated in the territory coming under the control of the British Government in 1900. In 1914, British colonist, Lord Laggard merged the Northern protectorate with the Colony and Protectorate of Southern Nigeria and it formally became the Colony and Protectorate of Nigeria. This merger, with the inherent socio-economic disparity between the north and south, has had several consequences in the political life of the nation. Following demands for independence across Africa, the British Government conceded to Nigeria becoming an independent nation on 1 October 1960 (Lugard, 2013).

A point to draw from the history is the link between Nigeria and Britain as elaborated in the establishment of the nation. It is common for the UK to be considered as a point of reference whenever there is the need to consider any form of development for the nation (Awarun, 2007). A Nigerian adage says that ‘we can only make progress about our future when we have a good understanding about our past’. It is in this light, that the choice of exploring the UK in this study is not far-fetched. The name ‘Nigeria’ was given by Flora Shaw, the wife of a then British colonialist. Nigeria’s national institutions were basically established on British doctrines. Training manuals, executive regulations and operational record forms of the Nigerian public sector under review were all derived from British doctrines with the original copies still bearing British insignia. The link between Nigeria and the UK therefore exceeds political boundaries; it includes institutional, technological and knowledge transfer dimensions.  The researcher reckons that the UK is more advanced than Nigeria and as such the choice of exploring the UK is not in a comparative sense but in a complementary perspective to gain better insight of the context. 

2.2 GEOPOLITICAL SETTING OF NIGERIA 
The Federal Republic of Nigeria (Figure 2.1, geographical map) is located on the west coast of Africa with a compact area of about 923,768 square kilometres (356,376 square miles). The country is bordered by 4 countries; Benin, Niger, Chad and Cameroun with its land mass extending from the Gulf of Guinea in the south to shores of the Sahara Desert in the north (Ghilagaber et al, 2014).  Its tropical climate varies from North to South; the north consisting of arid lands while there are wetlands in the south.
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Figure 2.1: Geographical map of Nigeria

2.2.1 Population Density 

Nigeria is the most populous nation in Africa with a population of about 170 million people. Its population density is also rated about the highest in Africa; varying from about 100 to 500 persons per square kilometre across the different regions (Ukwaja, et al, 2013).  The nation accounts for more than half of the population of West Africa and is still experiencing an enormous population growth. It is projected to be one of eight countries to collectively account for half of the world's population increase between 2005–2050 with a population estimate of 730 million by 2100 (UN Estimate, 2011).  About 75 per cent of her population are rural dwellers, however, 6 of her biggest cities have a population of at least a million (Lagos - 11.4 million, Kano - 3.3 million, Ibadan - 3.3 million, Benin City -1.2 million, Port Harcourt - 1.2 million, Maiduguri - 1.1 million and Zaria - 1.0 million) and there are over 24 cities with a population of more than 100,000 people (CIA Report, 2012). These figures account for the huge market potential in the country. An understanding of these figures is important in terms of projecting development of infrastructures in different parts of the country. It is also significant to understand the nation’s market value and economic indices of product flow in different parts of the country. Nigeria is largely a young population with over 90 per cent of the population below 54 years of age. The vibrant young population is also indicative of the vast labour force and human resource potential in the country. This is also important to judge the potential of technology advancement in the country as it is widely accepted that the younger generation are more disposed to the use of IT/IS. On the other hand, the total life expectancy is estimated at 53.2 years (World Bank Report, 2013). The life expectancy challenge is commonly associated with deficiency of skilled medical practitioners, lack of infrastructures, limitations in technological advancement and the general poor attitude towards development. Common causes of death in Nigeria include influenza, HIV/AIDS, stroke, birth trauma, diarrhoea, tuberculosis and malaria. The inquiry about Nigeria’s demography suggests the need to exploit the human resource potential of her teeming youth by way of training and technological advancement.

2.2.2 Diversity of the people 

Nigeria is a plural state with over 250 ethnic groups. The three major ethnic groups are; the Hausa-Fulani in the north, the Yoruba’s’ in the southwest and the Ibos’ in the southeast (Joseph, 2014). There are other minority groups in the south and middle belt regions.  The Hausa-Fulani’s are reckoned as the most politically influential group; while the Yoruba’s are thought to be the most educated and the Ibos are commonly referred to as being industrious in trade and business. The country is roughly divided in half between Christians and Muslims with a minority of the population involved in the practice of indigenous religions. The Christians are predominantly in the southern and central parts of the country while the Muslims are concentrated in the north and some parts of the south-western regions. The demographic information is indicative of a rich diversity in customs, languages, religion and cultural traditions (Okehie-Offoha and Sadiku, 1996; and Joseph, 2014). This supposedly positive feature has however been a source of major conflicts compounding Nigeria's political and economic problems. Nigerians bear allegiance to their ethnic and religious inclinations, which is sometimes at variant with national interest. Different ethnic and religious groups display resentment for other groups on the grounds of marginalisation (Hassan and Umar, 2014). 
The dynamics around this complex reality has had an immense impact in public sector operations. Issues like infrastructural development; recruitment, promotion, appointment and training need to show federal character representation of the different ethnic/religious groups. Selection processes do not often aim to choose the best people for a job, or best location for a project. The trend is to reflect a geographical spread (Joseph, 2014). The process of conforming to this trend have brought wide spread allegations and criticisms about compromising merit and objectivity for mediocrity in public sector selection processes. Hence, the issue has been associated with the reasons for underdevelopment and poor service delivery in the public sector (Imhonopi, and Urim, 2013; and Pate et al, 2014). It is therefore important for practitioners to factor in this consideration in the development plans of IT/IS projects in the public sector. This will include an appraisal of choices for locating the project, determining the stakeholders to be involved in the planning and execution of the project as well as knowledge about the overall benefit to different groups of people.
2.2.3 Economic Prospects 

World Bank report (2013) identified Nigeria as an emerging market projected to become one of the world's top 20 economies by 2050. Nigeria is also listed among the "Next Eleven" economies poised to become among the biggest in the world. Nigeria is also named among the ‘MINT’ economies; a neologism referring to the economies of Mexico, Indonesia, Nigeria and Turkey. These countries are widely seen as the upcoming economies next to the likes of Brazil, Russia, India and China (BRIC). The country's oil reserves have played a major role in its growing wealth and influence. Following the rebasing of her Gross Domestic Product (GDP) from 1990 to 2010, Nigeria became the largest economy in Africa and the 26th largest in the world (AfDP, 2013). The recalculation and rebasing process in April 2014 was supported by the African Development Bank, World Bank and the IMF providing technical assistance to ensure that the results were credible, reliable and in line with best global practices. The country’s GDP increased by 89.2 per cent from $285.56 billion to $509.9 billion; her GDP per capita almost doubled from $1,437 to $2,688. There are enthusiastic reports supporting this statistical indicator championing Nigeria's economic might (Sanusi, 2012). Some have however warned that the statistics should not be viewed as a precise appraisal of economic life in Nigeria. The argument is that 90 per cent of her earnings are dependent on oil export; the nation has not diversified its economy despite its enormous human, agricultural and largely untapped mineral resources. Even though the nation’s economy has improved sharply, the general population does not feel the impact. Most of the nation’s wealth is concentrated among a small class of people with 63 percent of her population still living below the poverty line with corruption commonly adduced as the primary reason for the manifestation of this situation (Imhonopi, and Urim, 2013; and Yusuf et al, 2014). 
The issues about corruption have generated several debates in Nigeria due to its perceived impact and underlying hindrances to socio-economic development. Its concept is however inherently complex; manifesting in different forms and represented with diverse language usage (Ezekwesili, 2005; Sanusi 2012; and Yusuf et al, 2014). A simplified definition depicted by the Laws of Nigeria describes corruption as including such acts as ‘bribery, fraud and other related offences’ (The Corrupt Practices and other Related Offences Act, 2000). There is political or ‘government’ corruption, which refers to, practices like embezzlement where government officials exploited their official capacity for personal gains. Corruption however exists in different scales.  There is the ‘petty corruption’, which occurs at the lower scale, and the ‘grand corruption’, which occurs at high levels of government. Corruption in the Nigerian context is often described as endemic (or systemic). Endemic (or systemic) corruption weakens organisational processes (Legvold, 2009). The situation in Nigeria has reflected several of the factors responsible for endemic corruption; lack of transparency, a culture of impunity, conflicting incentives as well as discretionary and monopolistic use of power (Alcazar and Andrade, 2001; and Imhonopi, and Urim, 2013). While there are arguments that Nigeria lacks funds to execute the critical developmental projects, there remains evidence of misappropriated funds by way of corrupt practices. What is certain is that there is economic potential, which is indicative of the nation’s capability to join the array of advanced economies in attaining technological prowess. However, her economic situation also reflects an enormous gap between such aspirations and the realities on the ground. It is imperative for prospective IT/IS implementation stakeholders to realistically evaluate this divide in their IT/IS development strategy and plans (Yusuf et al, 2014).    

2.2.4 Logistics of Foreign Trade

Between 2005 and 2012, inflation in Nigeria averaged 11.1 per cent and was forecasted to decline to single digit by 2013 (Sanusi, 2012). By February 2014, it fell to 7.7 per cent corresponding to the economic aspirations in the country. In this light the United Nations Conference on Trade and Investment (UNCTAD) World Investment Report (2012) ranked Nigeria on the 23rd position on the FDI attraction index. This shows the country’s potential in attracting foreign investment. The value of both her export and import trade had kept a steady increase of about 17.6 per cent since the reported decline in 2009. Most of the goods imported into Nigeria are finished products consisting of technical appliances, machinery, transport equipment and vegetable products. This includes both new products and a variety of used or refurbished consumer and capital goods; cars, airplanes, spare parts, mobile phones etc. The import of used goods is typically sold by developed countries to developing ones. On the export side, Nigeria predominantly exports raw materials; chief amongst it is her crude oil. Her top 5 import partners include China, USA, Brazil, UK and Japan while the top 5 export partners are USA, Netherlands, Brazil, UK and Italy as illustrated in Table 2.1. 

By the first half of 2013 Nigeria’s total trade fell to £45.5 billion from about £54 billion recorded in the corresponding year with significant decline in both import and export.  The decline in import may be signalling the impact of recent Government import substitution bill, however, the composition of imports reveals a less desirable development. Refined petroleum constitutes about 30 per cent reflecting on the weak domestic refining capacity. The decline in export is also worrisome with evidences of a general weakness in industrial production capacity (AfDB, 2013).

	Countries importing from Nigeria
	*Value (£,000)
	Countries exporting to Nigeria
	*Value (£,000)

	USA
	15,084,800
	China
	4,597,330

	Netherlands
	6,532,040
	USA
	2,011,990

	Brazil
	6,430,280
	Brazil
	1,708,700

	UK
	5,627,250
	UK
	1,315,350

	Italy
	5,241,720
	Japan
	548,625

	Total
	38,916,090
	
	10,181,995


Table 2.1 Nigeria’s top 5 exports and import partners in 2012 as compiled by the author from NBS (2013). *The original cost converted to reflect 2014 (£) values. 

The summary of the value of goods imported and exported to Nigeria by the top partners might suggest some positive inferences that the nation is selling more than it is buying. However, the nature of the goods sold (raw materials) and those imported (finished goods) is indicative that the items exported are of relatively less value to the imported finished products. The nature of these types of finished goods and machineries imported invariably has technological and environmental sustainability considerations for Nigeria. It is along this premise that this research is thoughtful about the management of inbound supply chain. Overall, there are grievances about the international trade imbalances in Nigeria. It is believed that the trade engagement is in the favour of the foreign partners with little or no consideration for Nigeria. Critics attest that not much has been done in the areas of technology transfer and engendering a business friendly climate (Ogunsola, and Aboyade, 2005). This research, however, supports the idea that Nigeria needs to look inwards and use what it has to get what it wants (Sanusi, 2012); rather than a completely depending on foreign assistance.

2.2.5 Energy and Industrial Landscape

Nigeria has the largest natural gas reserves in Africa and the 7th largest in the world. It has a proven natural gas reserve estimated at 182 trillion cubic feet and above 8,000 megawatts of hydro-electric capacity. It also has recoverable coal reserves amounting to 209 million short tons of which only about 0.02 million short tons is domestically produced and consumed per annum (Oluade, 2007). In spite of Nigeria’s abundant energy reserves, only about 40 per cent of her population have access to electricity (Sambo, 2008). This is a major concern for IT/IS applications in the country. Power outages are common; the World Bank (2013) reports an average of 320 blackouts per year. Nigeria’s electricity network has an installed generating capacity of 5,900 megawatts but it only generates about 1,600 megawatts due to issues relating to poor maintenance of the facilities (Aliyu et al, 2013). It is a common occurrence for public sector infrastructures to rapidly deteriorate over time in Nigeria. This is usually attributed to the use of substandard materials and the lack of a maintenance culture. Managers and practitioners intending to venture into the implementation of public sector IT/IS projects will need to understand the dynamics of these inherent issues with a view to incorporating strategic plans to alleviate this vice.   

There have been several government programmes aimed at improving the power situation in the country through the assistance of foreign electric companies. The projection is to build independent power plants to meet electricity demand which has led to the high cost of industrial production in the country. Several industries have had to relocate from Nigeria to neighbouring countries like Ghana due to the high cost of production associated with the use of alternative power generators. The deficiency in electric power generation is one of the common barriers working against the employment of IT/IS in Nigeria (Okoro and Chikuni, 2007; and Aliyu et al, 2013). IT/IS are commonly powered with electricity and this is not readily available in the country. Hence, it is argued that the nation is not prepared for IT/IS use. The cost of setting up operational IT/IS systems in Nigeria is relatively high because of the challenges of power generation. There is usually the need to make provision for alternative power sources as well as safety devices to protect the systems from incessant power surges. Practitioners involved in IT/IS implementation will invariably need to understand this and incorporate these considerations in the implementation plan. 

An analysis of power generation in Nigeria shows that it is a critical factor influencing IT/IS implementation and industrialization as a whole (Nwachuckwu, 1994; and Sambo, 2008). Nonetheless, the power generation problem situation is not an isolated situation. The situation is caught in a web of complex interrelated issues commonly referred to as the ‘Nigerian factor’; this concept will be discussed in the analysis of the Nigerian case study in chapter 6. It is however important to note that the challenge of power generation troubling industries, is a major cause of unemployment in the country. Year after year youths graduate from various tertiary institutions without jobs as there are no industries. The National Bureau of Statistics attests that unemployment is a bane in the country; the rate increased from 21.10 per cent in 2010 to 23.90 per cent in 2011. Euromonitor International (2013), similarly projects that these figures will remain high for about 5 years. The unemployment rate reflects on the nation’s security situation; jobless youths are easily coerced to perpetuate crimes for monetary gains. IT/IS practitioners should therefore not only aim to incorporate the cost of providing alternative power sources in their IT/IS implementation plan. A sustainable national IT/IS implementation strategy in the country will invariably need to incorporate a viable power generation plan (Aliyu et al, 2013).   

2.2.6 Political landscape

The political landscape of Nigeria consists of 3 tiers of government which are autonomous; Federal, State and Local Government. There is a Federal Capital Territory and 36 states divided into 774 Local Government Areas. Enormous powers are vested in the nation’s top hierarchy hence there is a strong quest for political offices (Joseph, 2014). The craving for political power resulted in 28 years of military rule out of the 54 years of independence since 1960.  With the return of democracy in 1999 the nation experienced some relative political stability with some evidence of socio-economic development. The existence of an ethno-religious crisis has however had a continued adverse impact on the fragile political stability of the country (Hassan and Umar, 2014). The unstable political situation in the country is replete with indices portraying a low quality of governance. 
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Figure 2.2 – A benchmark ranking of Nigeria’s Quality of Government with reference to the Regional Average Score as compiled by the author from Word Bank Report (2012).

A review of four selected indices from a World Bank Report (2013); government effectiveness, rule of law, political stability and accountability (Figure 2.2) shows Nigeria with an average score of 13.4 per cent which is well below the regional average of 30.9 per cent across the selected indices. The figures are reflective of the effect of the political setting of the nation’s public sector in terms of formulation and implementation of policies necessary to foster the required development. Considering the high power distance existence in the Nigerian situation (Hofstede, 2001), prospective public sector IT/IS initiatives will need to attract the support of the political class in order to facilitate successful execution.  Nigeria is often referred to as the "Giant of Africa" due to its large population and economy. The country plays a strategic role as a regional power in the African sub-region. This is exemplified by her support to other African countries during the apartheid struggle and to broker peace in war torn Africa countries is a major contributor to UN, African Union (AU) and Economic Community of West African States Monitoring Group (ECOMOG) forces (Bellamy and Williams, 2013).
2.3 DEVELOPMENT OF INFORMATION TECHNOLOGY IN NIGERIA
The development of IT/IS in Nigeria like most developing nations is a relatively recent endeavour. The first mark of IT/IS development in Nigeria was witnessed in 1923 with the introduction of the first trunk telephone line (Ofolue, 1980). Further development was experienced in the 1950s with the introduction of VHF radio systems; by 1986 the telephone network capacity grew to about 12,800 lines having only one international exchange with 1,500 trunks (Ogunsola and Aboyade, 2005). The first record of computer usage in Nigeria was in 1963 and this entrance was in connection with the analysis of the 1962/1963 national census data. From 1963 to 1973 there were only about 25 computers in the country and 6 belonged to multinational companies (Nwachuckwu, 1994).   In the same way Nigeria’s first international satellite telecommunication became operational in 1971 with a single antenna. Another antenna was added in 1975 and subsequently the domestic satellite system was established (Unchidiuno, 1986). The developmental process of IT/IS in Nigeria is characterised by a modest and relatively progressive process from its onset up until the mid-1970s. This process has also been identified with the objective of providing services for the people, hence, the basis of IT/IS development in the Nigerian context can be adjudged as people oriented.  

2.3.1 Computer Revolution Era
Prior to 1977 there were only 3 computer vendors (ICL, IBM, and NCR) in Nigeria; they were all local subsidiaries of foreign computer manufacturing companies dealing entirely with mainframes and minicomputers (Nwachuckwu, 1994). In 1977, the Federal Government promulgated the indigenization decree; setting aspects of the activities in the industry exclusively for Nigerian nationals. This stirred the computer market as there was a remarkable increase in the number of indigenous computer business vendors. This resulted in the increase of computer installation and use in the country. Another effect of this decree was the resultant keener competition in the industry; leading to more aggressive market policies. Computer installations subsequently increased from 39 installed computers between 1975 and 1977 to 197 new installations between 1978 and 1980. Then there were 149 new installations between 1981 and 1983 and a further 99 new installations between 1984 and 1986 (Nwachukwu, 1994).  After this time there was no significant further development of ICT in Nigeria until 1999 (Nigeria National ICT Draft Policy, 2012). The remarkable effect of IT/IS development in Nigeria following government policy decisions is instructive as to the impact of the role of government in influencing IT/IS development process in the country.  

2.3.2 Telecommunication Liberalization
From 1999, there were a series of development activities embarked on by the Federal Government, which gave rise to an increase in the number of players in the telecommunication sector. This subsequently orchestrated a swift growth in the sector. The activities included the liberalization of the sector in 2001, establishment of Universal Service Provision Fund (USPF) in 2003 and the deregulation of the telecommunication services (Urama and Oduh, 2012). This culminated in the increase from about 200, 000 internet users in 1999 to about 2.5million users in 2005, to an estimated 10 million in 2008, and recently over 45 million internet users in the country. In the same way from about 400, 000 fixed lines and 25,000 mobile lines in 2001; the telecommunication industry grew to an active subscriber base of about 90 million with a tele-density of 60 by July 2011. Hence, Nigeria adjudged the fastest growing mobile market in Africa (Nigeria National ICT Draft Policy, 2012). Following this development, one of the leading telecommunication companies operating in Nigeria (MTN Group) recorded a 94 per cent increase in profits in 2004. Of which the Nigerian market accounted for 67 per cent. The Nigerian market has consistently maintained this profit contribution trend which is illustrative of the immense potentials that can be derived from IT/IS development in the country. 

2.3.3 Policy and Regulatory Framework
The Federal Government of Nigeria has adopted several policies and regulatory frameworks to manage human resources and IT/IS infrastructures with a view to facilitating assessment, planning and management of IT/IS development in the country (Ajayi, 2002).  The nation has however faced the global challenge of evolving technological advancements and market convergence in IT/IS, thus orchestrating the need to develop policy and regulatory frameworks to accommodate this changing trend in order to maximize the potential of IT/IS development in the country. This led to the establishment of the IT/IS 2012 National Draft Policy (ICT Draft Policy, 2012).  The goal of the policy was to provide a framework that streamlines the various IT/IS sectors in the country with the aim of enhancing socio-economic development that will transform Nigeria to a knowledge-based economy. The aim of the draft policy also serves to provide an action plan for the development of IT/IS in the country. The policy gave an insight as to the Government’s vision for IT/IS development in the country albeit not prescribing a detailed course of action to attain the goals.  This study resonates with some of the core visions of the policy, which includes the development and enhancement of indigenous capacities for IT/IS development. Also to enhance Nigeria’s potential for global participation in IT/IS development settings to promote her interest and maximise her benefits as well as to provide an enabling environment for IT/IS investment and development to thrive. There is the need to emphasize the practicality of the policy and regulatory frameworks as some existing policies in the country have remained within the confines of paper documents and are yet to yield operational benefits. 

2.3.4 Internet Penetration 

Innovation in new economies is often influenced by the availability to have access to worldwide market information; this empowers the decision-making process of stakeholders (producers, suppliers and customers) in the business world (Laudon and Laudon, 2014). The use of the internet has been a defining symbol in the 21st century for the provision of this enabling capacity that has revolutionised global business (Bocij et al, 2014). The availability of Internet access connectivity differs from country to country and from continent to continent. The African continent records the least access to Internet connectivity, which also describes her global business and innovation ranking.  The last decade has, however, witnessed a growing penetration of Internet access in the African continent with Nigeria taking a leading position. A 2012 statistical analysis of the top 20 countries in the world with highest internet users, ranked Nigeria as the topmost African nation and 11th in the world with 48,366,179 internet users (Table 2.2).
	Country
	Internet Users
	Penetration

(% Population)
	Users

(% World)

	China
	538,000,000
	40.1 %
	22.4 %

	United States
	245,203,319
	78.1 %
	10.2 %

	India
	137,000,000
	11.4 %
	5.7 %

	Japan
	101,228,736
	79.5 %
	4.2 %

	Brazil
	88,494,756
	45.6 %
	3.7 %

	Russia
	67,982,547
	47.7 %
	2.8 %

	Germany
	67,483,860
	83.0 %
	2.8 %

	Indonesia
	55,000,000
	22.1 %
	2.3 %

	United Kingdom
	52,731,209
	83.6 %
	2.2 %

	France
	52,228,905
	79.6 %
	2.2 %

	Nigeria
	48,366,179
	28.4 %
	2.0 %

	Mexico
	42,000,000
	36.5 %
	1.7 %

	Iran
	42,000,000
	53.3 %
	1.7 %

	Korea
	40,329,660
	82.5 %
	1.7 %

	Turkey
	36,455,000
	45.7 %
	1.5 %

	Italy
	35,800,000
	58.4 %
	1.5 %

	Philippines
	33,600,000
	32.4 %
	1.4 %

	Spain
	31,606,233
	67.2 %
	1.3 %

	Vietnam
	31,034,900
	33.9 %
	1.3 %

	Egypt
	29,809,724
	35.6 %
	1.2 %


Table 2.2 Top 20 countries with number of internet users (Miniwatts, 2014)
This figure increased to 67.3 million internet users in the 2013 survey (Figure 2.3). While this growth in figures of internet penetration presents a good grounding for innovation and business for the country, it is needful to clarify the status of internet connectivity in the country. Internet users in Nigeria still have to face challenges of unreliable, scarce and relatively expensive internet connectivity from the providers. This is combined with incessant power outages and low internet speeds; which are all factors of poor infrastructure in the country (Nakpodia and Okiemute, 2011; and Jonathan et al, 2014).       
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Figure 2.3 Africa’s top 10 internet countries (Miniwatts, 2014).

2.3.5 The Digital Divide and Electronic Readiness
This limitation in IT/IS infrastructure between developed and developing nations is the defining factor of what is commonly called the digital divide. The digital divide is however not only limited to the developing nations; as it is a complex and multi-dimensional concept that does not only include the availability of internet access but the measure of its usage and derived benefit (Fatile, 2012). Studies have shown that Nigeria has derived benefits from IT/IS and Internet usage, which has impacted on business, increased trading activities, reduced lead time for supply deliveries, as well as eliminated the need for unnecessary travel. Albeit, there also exists a marked digital divide within Nigerian society between urban and rural areas. The rural communities are invariably marginalised in terms of access to IS infrastructure which is indicative of the lack of internet usage in the rural areas (Danfulani, 2013).  The understanding of the concept of ‘digital divide’ is defined from four aspects; people, information, knowledge and technology. In a broader perspective, the digital divide is considered as a complex problem with both policy and practical challenges. The ability to curb these challenges mirrors the electronic readiness (e-readiness) potential of a nation; which reflects the ability to utilise IT/IS for economic and social benefits (Jonathan et al, 2014).
E-readiness measures the quality of a country’s IT/IS infrastructure and their ability to derive benefits from its use (Basu, 2004; and Bocij, et al, 2014). The Economic Intelligence Unit conducts this ranking amongst countries to enable governments to judge the success of their IT/IS initiatives in contrast with other countries. This ranking also provides businesses with indices to make decisions about international trade and investment (Jonathan et al, 2014). The criteria considered for this ranking includes connectivity and technology infrastructure, business environment, social and cultural environment, legal environment and Government policy and vision. Of the 70 countries evaluated, Nigeria was ranked 62 in 2009 and 61 in 2010 (Economic Intelligence Unit, 2009; 2010).  From the analysis it can be inferred that Nigeria is making some steady progress in IT/IS development, however, there remains much room for improvement. 

2.3.6 Satellite Launch

In discussing IT/IS development in Nigeria, it is imperative to reflect on the nation’s effort in satellite launch, which captures the nation’s aspiration for technological development akin to what obtains in the advanced economies. This quest for technological advancement informed government’s need to embark on her satellite launch projects. The projects were inspired by the need to advance the development of the digital economy in Nigeria and Africa. Nigerian Government has so far launched four satellites into outer space (Wood and Weigel, 2014). This includes Nigeriasat-1, which was launched from Russia on 27 September 2003 as a disaster monitoring constellation system. Its objective was to provide early warnings for environmental disasters; in desert prone areas, environments susceptible to malaria and meningitis outbreaks as well as to assist in demographic planning (Babamaaji, and Lee, 2014). The project was also done with the intention to provide technology that will facilitate educational training in every part of the country by way of distance learning. The expected benefit of this project also included the need to settle disputes relating to mapping out state and international borders.  
The second satellite, NigeriaSat2 was built by a UK company and launched from a military base in China, its cost was estimated at over £35 million. The NigcomSat-1 (Nigeria’s third satellite) was similarly launched in China on 13 May 2007 as Africa’s first communication satellite. It was designed to provide coverage to many parts of Africa but failed in orbit on 11 November 2008 after running out of power and subsequently switched off to avoid a possible collision with other satellites (NASRDA, 2012). The history of satellite development in Nigeria illustrates her dependency on other developing nations for IT/IS development (Wood and Weigel, 2014). It also showcases the nation’s quest and potentials to provide services not only to her citizens but to African at large. The loss of the satellite was followed with calls for the Government to desist from investing in costly satellite technology but to focus on bridging the digital divide through lesser cost. The situation also brought to the fore the need for the country to expand her knowledge and capabilities to handle IT/IS development issues. Evidence from the practices also shows that Nigeria is still seeking to gain technological knowledge from the western world (the UK for example) and from some of the emerging BRIC nations (like Russia and China).  The lessons from the projects are indicative of the problem situation of technology development in the country and the need to understand and develop strategies to enhance technological development.

2.4 NIGERIAN PUBLIC SECTOR

The Nigerian public sector has been commonly referred to as corrupt, indifferent and deficient (Imhonopi, and Urim, 2013). It is often argued that the public services were established to facilitate the self-preservation of incumbent leaders and thus were inherently deficient on fulfilling national interests (Inyang, 2008; Esu and Inyang, 2009; and Imhonopi, and Urim, 2013). The widespread opinion is that the public sector organisations have failed to deliver on the purpose for which they were created (Tokunboh, 1990 and Suleiman, 2009). This assertion was corroborated by Nigeria’s former president, Olusegun Obasanjo in 2003 when he stated that “Nigerians have too long been feeling short-changed by the quality of public service. Our public offices have too long been showcases for the combined evils of inefficiency and corruption, whilst being impediments for effective implementation of government policies; Nigerians deserve better” (Agagu, 2008:243). This presidential declaration was followed by a series of reforms leading to privatisation and downsizing of staff in the public sector (Esu and Inyang, 2009). 

The effects of these reforms in the public sector remain a subject of debate as to their potential success or failure. What is however not in doubt is that management inefficiencies have hindered the progress of the Nigerian public sector. Suleiman (2009) identified some factors impeding the efficiency of the public sector; outdated administrative machinery, unskilled civil servants, indiscriminate policy reversals and corruption. In elaborating on corruption he detailed issues of certificate forgery to gain promotion, age falsification for extended employment in service and effects of tribal favouritism at the expense of merit. As such there have been more calls for reforms in the Nigerian public sector (Imhonopi, and Urim, 2013; and Yusuf et al, 2014). Studies have similarly highlighted that the use of IT/IS will create a paradigm shift in the Nigerian public sector in lowering administrative costs, increasing transparency and reducing vices of corruption, among others (Asogwa, 2013). Other factors identified in the literature as necessary reforms in the Nigerian public sector include ensuring the recruitment and promotion of public service officials based on merit as well as the need to take decisive stands against corrupt public officials irrespective of their hierarchical position (Imhonopi, and Urim, 2013). There is also the suggestion for the need to strengthen systems and institutions that can sustain the developmental processes (Yusuf et al, 2014).  
2.4.1 The Aviation Industry

The public sector organisation under review falls within the aviation industry in Nigeria. Hence, it is important to give a brief historical account of the nation’s aviation industry; to include its implication in the research perspective. The history of the Nigerian aviation industry dates back to 1925 when a British aircraft of the Royal Air Force landed in Nigeria – Kano State. Commercial aviation operations however started in 1936 with a flight from London operated by a British airline which provided regular domestic and international flights in Nigeria. This was followed by the launching of the British Overseas Airways Corporation (BOAC) which took over the domestic and sub-regional flights linking Nigeria to other sub regional capitals like Accra, Dakar, and Freetown (Uwadiae, 2005).  Air operations subsequently grew in the region leading to the establishment of the West African Aviation Corporation (WAAC) in 1948 with headquarters in Lagos. In 1958 WAAC disintegrated to form various national carriers as the West African nations started gaining independence. This led to the establishment of Nigerian Airways, which had a monopoly of the nation’s aviation market until deregulation in 1988 (Akpoghomeh, 1999). This history shows that the origin of the aviation industry in Nigeria similarly has links with the UK strengthening the rationale for the choice of the UK in this study.

Following the global trend of deregulation aimed at stimulating competition and dynamism in the aviation market, the Nigerian government deregulated the aviation sector. The deregulation process lowered the entry barrier for operating in the nation’s airspace. This ushered an increase in aviation activities in the country in the late 1990s and early 2000s. The situation was, however, characterised by poor regulatory oversight, which resulted in the prevalence of unsafe conditions in the nation’s airspace. In the subsequent years the aviation industry in Nigeria witnessed unprecedented fatal accidents, which left her citizenry dreading air travel (Eze, 2013). Subsequent government restructuring later brought some sanity in the industry with improvements in safety (Dike, 2005). The need for good regulatory oversight, however, remains a vital element for the conduct of operations in the nation’s airspace. Such an oversight function will include adherence to procedures involving the procurement, maintenance and operation of airworthy aircraft in the nation’s airspace. This is in line with the motivation of this study.   
2.4.2 Supply Chain Management and Public Procurement in Nigeria
The Nigerian Bureau of Public Procurement (BPP) was established in 2007 as the regulatory body responsible for monitoring and administering public procurement in Nigeria. This was in a bid to fight the high level of corruption prevalent in public procurement in the nation (Asogwa, 2013).  The extent of corruption in the Nigerian public sector has generated global concerns towards Nigeria. In 2013, Nigeria’s public sector corruption index scored 25 in a ranking where zero is highly corrupt and 100 is very clean (Transparency International Corruption Perceptions Index, 2013; and Yusuf et al, 2014). 
The procurement profession has played a key role in Nigeria’s economic growth. This growth has also come with the need to delineate the professional roles and responsibilities in practice (Adebiyi, et al, 2010).  This is because the SCM and procurement profession has been considered as one that can be performed by every other professional. The quest to undertake SCM and procurement functions by all and sundry is attributed to elements of greed and corruption that is prevalent in the country.  The status of the SCM and procurement profession in the Nigerian setting is still in its infant stage; not yet matured but in an awakening phase. SCM and procurement practices had invariably been reduced to administrative functions of buying and selling as well as store keeping.  The activities have also been similarly characterised by favouritism, lack of transparency and accountability and misappropriation of funds (Scott, 2014). The shortage of skilled manpower has also had an enormous impact on professional competencies hence the dire need for training and retraining of professional practitioners. The need for training is particularly important to keep pace with technological advancement and current global trends if Nigerian practitioners are to favourably participate in the global scene.   
2.5 CHAPTER SUMMARY

The chapter illustrates Nigeria’s potential and challenges in the quest for technological advancement and socio-economic development. There is evidence of political, economic, cultural and wider societal influence on issues relating to SCM and IT/IS implementation in the public sector. Government has orchestrated most of the progress recorded in the Nigerian public sector with regards to technological advancements. This shows the impact of the role of Government in terms of development in the public sector. The reviews also show the availability of human resources and desire for IT/IS development. Previous papers have identified that there is the lack of an enabling environment to facilitate IT/IS development. Hence, the papers have unanimously called on the Government of Nigeria to take appropriate steps to provide the enabling environment that will facilitate further development of IT/IS in the nation. Suggestions include implementation of enabling policies and provision of infrastructural development (Yusuf, 2005; Ogunsola and Aboyade, 2005; Nakpodia and Okiemute, 2011; Urama and Oduh, 2012; Fatile, 2012; Danfulani, 2013 and Yusuf et al, 2014). This research agrees with the notion that Government plays a critical role in the attainment of further IT/IS development in the nation. It therefore also supports the call for Government to consolidate on the creation of the required enabling environment for IT/IS efforts to thrive.  However, the focus of this research is on the role stakeholders in the public sector establishment can play to facilitate this process. The result of this research hopes to inspire and guide upcoming managers in the public sector on efforts to enhance IT/IS implementation within the confines of existing resources and prevailing disposition of the sector. 
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CHAPTER THREE
LITERATURE REVIEW

"We are like dwarfs sitting on the shoulders of giants. We see more, and things that are more distant, than they did, not because our sight is superior or because we are taller than they, but because they raise us up, and by their great stature add to ours." - John of Salisbury (1159)
Chapter Two provided the reader with the contextual analysis of the phenomena relating to the problem situation from the perspective of the Nigerian setting. Chapter Three expands on the understanding of the research phenomena; reviewing theoretical perspectives from extant literature and ascertaining the elements of the problem situation. The review of relevant literature provides insight into past related works putting the current research in perspective. This section is divided into 2 parts; the first part describes the conduct of the literature review and the concepts applied to provide a concise analysis of the review process. This is preceded by a narrative analysis of the reviewed literature.   
3.1 HOW DID I CONDUCT THE LITERATURE REVIEW?
There are debates about the suitability of the different approaches employed in the conduct of a literature review.  However, the rationale and objective for the conduct of a literature review in a research study is not in doubt. A literature review helps researchers to effectively map out and appraise existing literature. The review process ultimately synthesises the development of the research question from the existing body of knowledge. This forms the foundation for further research.  A good literature review helps scholars make sense of previous knowledge in order to foster subsequent knowledge development (Webster and Watson, 2002; and Tranfield et al, 2003). Bem (1995) and Webster and Watson (2002) illustrate that a notable challenge with a literature review in the management domain is about sense-making; a method of structuring and effectively presenting the review. This challenge has orchestrated criticisms about the traditional narrative style used in a management study. It is argued that the traditional ‘narrative’ reviews lack rigour and are prone to researcher’s bias. Proponents of this argument have recommended the systematic review approach; developed from the medical science research domain (Tranfield et al, 2003). The approach is associated with meta-analysis and adopts a replicable and scientific process aimed at minimising bias and ensuring an exhaustive/rigorous review process (Cook et al, 1997).  The systematic review approach stems from positivistic origins and sits comfortably with studies that use quantitative methods (Tranfield et al, 2003). This, therefore, raises questions about the applicability of a systematic review for an interpretative-qualitative research.  

3.1.1 Application of Systematic Literature Review Concepts
Systematic reviews have been linked with the growth of the evidence-based movement, which gained momentum in the early 1990s. It has specific characteristics; explicit study protocol, addressing pre-specified and highly focused question(s) with emphasis on explicit searching strategies (Dixon-Woods et al, 2006). In spite of the growing recognition of the value of systematic review because of its perceived rigour and transparent process, attempts to incorporate systematic review in qualitative research have proved to be a complex and controversial adventure (Thomas and Harden, 2008). There have been arguments as to whether the conventional systematic review methodology is suited for qualitative research (Cook et al, 1997; and Dixon-Woods et al, 2006).  The key concept of the systematic review process (focused questions and explicit search strategy) are opposed to some fundamental tenets of qualitative research which are inherently ‘soft’, flexible, fragmented, multidisciplinary and divergent (Whitley, 2000; and Wilcoxson and Fitzgerald; 2001). As such there are views that the meta-analysis approach of systematic review is not suitable for qualitative studies (Tranfield et al, 2003). Dixon-Woods et al (2006) conclude that there is a need for more dialogue between research communities in this regard. They however emphasized that an attempt to impose dominant views about appropriate means of conducting qualitative reviews should be resisted so that innovation can be fostered. 
There have been some positive attempts at modifying conventional systematic review approach to suit the demands of some specific qualitative studies (Thomas and Harden, 2008). There is also evidence that attempts to undertake a systematic review in qualitative research have often strained the epistemological and methodological assumptions of both concepts; raising questions about the precise characteristic of the approach used (Dixon-Woods, 2010). This was the situation faced by a multidisciplinary group attempting to incorporate systematic review in a qualitative research for support of breastfeeding (Dixon-Woods et al, 2006). They attested that they found it difficult to match the tasks and epistemological assumptions of the qualitative research with the conventional systematic review template. They also admitted that it was impossible to specify a clearly focused review question and use completely transparent and search selection strategies.  This was the challenge similarly faced in this typical interpretative-qualitative research characterised by no pre-set protocol and exploring a multidisciplinary phenomenon in an area with limited previous research evidence. It was impracticable in this study to streamline the search in the literature to top journals in the fields as the phenomena being explored in the developing nation/Nigeria context are rare in the top journals. The issues being explored were highly fragmented and cutting across several research domains. As such, it was not reasonable to restrict the search to any particular research domain in order not to miss out of any beneficial information.
This study therefore supports the idea not to impose dominant views about appropriate means of conducting reviews in qualitative research. It follows Jones (2004) argument that the systematic review of qualitative research is best served by reliance on qualitative methods. He argues that the narrative review is a natural ally to qualitative research even though quantitative researchers have misunderstood the approach. He suggests that rather than dismiss the narrative review it should be strengthened using reflective, experiential, dialogical and narrative approaches. In line with this thought, it was observed that diagrams were often used in management studies for the presentation of reviews to enhance the structure and systematic style. This approach has been prominent for enhancing sense making of the review process. The recommendation for this approach stipulates that reviews should be logically structured around the central ideas of the study while making good use of tables and figures to convey the ideas (Webster and Watson, 2002). This study identifies with this recommendation, which is adopted in this study to strengthen the narrative review process. The approach invariably showcases the rigour and transparent process employed in the conduct of the review. It advocates methodological innovation and encourages researchers to be open about their experiences so others can benefit from their learning.

3.1.2 Tone of the Review

The objective of the review was geared towards constructively informing the reader what has been learned; this was one of the characteristics of successful literature reviews identified by Webster and Watson (2002).  While upholding the need to be professionally critical of views in the literature, the researcher maintained a constructive posture; respecting works of previous authors who laboured to create the foundation of the current research. This reflects the tone of the review, which was focused on drawing out relevant knowledge from previous studies rather than being overly critical and demeaning previous efforts. Daft (1985) describes an overly critical posture as a ploy, which portrays the amateurism of a researcher. The choice to maintain a constructive position was done with the understanding that all research is flawed (McGrath, 1982); the validity of research varies with time, perspective and context. As such the emphasis was to inform the reader what patterns were being observed from the literature. The review did not simply aim to examine past research but to identify critical knowledge and gaps that inspired the need for the research. The approach therefore incorporated use of ‘notes’ showcasing the researcher’s ideas and reflections (Webster and Watson, 2002). 

3.1.3 Organisation of the Literature Review

The literature review in this study uses the traditional narrative style and incorporates concepts of the systematic review approach to strengthen the narrative review. The systematic review concept incorporates the use of tables and figures to map out the literature streams explored, highlighting the research gaps and interests in line with the research focus. While the narrative describe, analyse and draw deductions from extant literature. This approach helps the reader understand the review process from the identification of the research problem, development of research questions through to the exploration process leading to theoretical contributions. For the purpose of sense making, the analysis of the literature review is in two phases;

a) Delineating the problem situation/research phenomenon.

b) Identifying concepts and techniques to explore the problem situation.
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Figure 3.1 – Literature streams exploring research gap and research objective
Figure 3.1 maps out (Phase 1) the literature streams explored to delineate the problem situation. In the delineation of the problem situation, the review was set to outline trends in the literature about SCM and IT/IS implementation challenges associated with public sectors and developing nations. As such the review looked at the general challenges of SCM identified in the literature highlighting inferences about SCM integration and the rationale for IT/IS in enhancing SCM activities. There was also an interest on the on-going discourse about the peculiarities of the SCM challenges experienced in the fast growing emerging economies as well as the discourse on IT/IS implementation trend in the developing nations. These were critical aspects of the literature, which captured the aspirations of this study towards understanding the prevalent potentials and challenges in the context. This was with a view to optimising practices capable of delivering positive socio-economic impact. In the same way the review of the phenomenon from the public sector perspective was similarly significant in conceptualising the research agenda. The inferences highlighted the need to critically examine local meanings in the context so as to develop appropriate contextual strategies. The literature showed the eclectic nature of the problem situation highlighting the limitations in knowledge, complexities and significance of the phenomenon in the context. This helped in the development of the research objective and questions.  
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Figure 3.2 – Literature streams tackling the research questions to develop management framework and theoretical contributions

Figure 3.2 on the other hand (Phase 2); maps the literature streams explored to identify techniques and theoretical underpinning to undertake the research agenda.  After identifying the research questions, the review looked at concepts from the literature, which gave insights on how to conceptualise the investigation of the complex issues related in the phenomenon. This was essential to provide the fundamental theoretical lenses to investigate the phenomenon. In addition to providing a theoretical lens the review of literature in these aspects also provided insight about approaches and techniques on how to explore the phenomenon and potentially manage the research outcomes. This was facilitated with the identification of conceptual issues about the research phenomenon relating to technology adoption, change management perspectives as well as the requirements for the development of contributions relevant to theory and practice. 

	Serial
	Literature
	Summary
	Examples of Sources
	Statement of research gap/interest
	Remarks

	(a)
	(b)
	(c )
	(d)
	(e)
	(f)

	1.
	Information Systems (IS) Implementation
	*Vast volume of IS theories at variant with practical application; gap between theory and practice.

*IS projects are primarily eclectic in nature; covering human behaviour, and social issues which are critical determinants of IS implementation success

*IS projects have failed while concentrating on the technical aspects and neglecting the softer (or human) aspects 
	Mumford, 1983; Davis, 1989; Checkland and Scholes, 1990; Willcocks, 1993; Lewis, 1994; Rogers, 1995; Chan, 2000; Georgiaadou, 2003; Walsham and Sahay, 2006; Ojiako and Maguire, 2008; Kawalek, 2010; Ojako et al, 2010; Olorunniwo and Li 2010; Walsham, 2011; Stahl, 2013; Owen et al 2013; Bocij et al, 2014; Ellen, 2014;Laudon and Laudon, 2014 and 2015.
	*IS studies is more than technological system, or the social system, or even the two side by side; it includes investigating the phenomena that emerge when they interact (Lee, 2001) 

*Limited knowledge of the complex interaction of IS implementation issues


	Literature indicated limitation in the knowledge of the complex interaction of the soft issues involved in the context. Hence the 3 research questions; 

1. What are the ‘soft issues’ in the context? 

2. How do they manifest? 

3. How can they be managed?


	2.
	Challenges of Supply Chain Management (SCM) 
	* SCM orchestrated notable business paradigm shift from traditional operations of sole entities to functions as ‘supply chains’
* SCM in emerging economies is fraught with more complex cultural, social and physical challenges. 
*Key challenge in SCM is about effectively integrating and managing processes along the supply chain

*SCM integration is, however, more of rhetoric than reality.
*There are doubts about how academic SCM literature is understood in practice.  Evidence suggests a substantial gap between theory and practice in SCM.
	Lambert and Cooper, 2000; Stock and Lambert, 2001; Simchi-Levi et al, 2002; Gunasekaran and Ngai, 2003; Kabossa, 2003; Lysons and Gillingham, 2003; Lambert et al, 2005; Cousins et al, 2006; Lee and Lee, 2006; Sahay and Mohan, 2006; Storey et al., 2006; Delia and Adriana, 2008; Mentzer et al, 2008; Shavazi et al, 2009; Daveshaw and Rathee, 2010; Stock et al, 2010; Christopher, 2013; Sweeney, et al, 2015; and Tanco et al, 2015
	The ground work of SCM is about understanding the interactions of the ‘physical/technical’ and ‘managerial/behavioural’ components. The latter comprise of ‘softer’ and less detectable components; less understood and difficult to implement 


	

	(a)
	(b)
	(c )
	(d)
	(e)
	(f)

	3.
	Perspectives of Public sector IS Projects
	*IS in the public sector creates a paradigm shift from traditional bureaucratic systems to more flexible and objective approaches

*Debates on the real value of IS in the public sector in view of notable huge losses; most Public Sector IS Projects fail and bigger ones are more likely to fail 
	Willcocks, 1994; Collins and Bicknell, 1997; Wastrup, 2002; Gichoya, 2007; Goldfinch, 2007; Rosacker and Olson, 2008; Cordella and Iannacci, 2010; and Cullen et al, 2014
	Despite debates on the importance of IS in the public sector, the benefits are really not in doubt. The contention is about the strategies for successful implementation 
	

	4.
	Trends of Information Systems in Developing Countries (ISDC)
	*There have been agitations as to the  relevance of IS for developing nations, which had stifled research in the area  

*Increasing volume of studies with limitation in contextual knowledge 

*Trends in ISDC majorly about technology transfer/diffusion from the developed nations

*High indicators of failure risks of IS in developing nations (limited statistics to back this claims).

*Similar IS challenges (often manifesting in different forms) in both developed and developing nations. Difficulties in developing nations attributed to how the challenges are being tackled.
	Heeks and Bhatnagar, 1991; Odedra, 1993; Heeks, 2002; Wastrup, 2002, Bhatnager, 2003; Khaled, 2003; Mugonyi, 2003; Northrop, 2003; Aineruhanga, 2004; Gakanu, 2004; Heeks, 2004; Ndou, 2004; Heeks, 2006; Walsham and Sahay, 2006; Gichoya, 2007;  Avgerou, 2008; 2010; and  Urama and Oduh, 2012.
	Notions of design-actuality gaps, country context gaps, and hard-soft gaps. 
	


Table 3.1 – Summary of literature stream exploring research gap and research objectives
	Serial
	Literature
	Summary of explored areas
	Examples of Sources
	Some Identified Concepts
	Remarks

	(a)
	(b)
	(c )
	(d)
	(e)
	(f)

	1.
	Theoretical lenses and methods for exploring ‘soft issues’ 
	*Systems Thinking; Soft System Methodology (SSM) 

*Business Process Re-engineering (BPR)

*Effective Technical and Human Implementation of Computer-base System (ETHICS) 

*Qualitative Research Approaches

*Action Research 

*Case Study Analysis 
	Checkland and Scholes, 1990; Krefting et al, 1990; Davenport 1993; Hammer and Champy, 1993; Lewis, 1994; Mumford, 1995; Crabtree and Miller, 1999; Amaratunga et al, 2002; Harling, 2002; Yin, 2003; Bryman, 2004; Do et al, 2004; Braun and Clarke, 2006; Cassell and Johnson, 2006; Gregory, 2006; Reason, 2006; Mumford, 2006; Halldorsson et al, 2007; Baxter and Jack, 2008; Defee et al, 2010; Tracy, 2010; Walsham, 2011 and Venkatesh et al, 2013; Wiles, 2014 and Sweeney 2015
	*Explore complex phenomenon as a whole not in isolation.

*Processes need to be standardised before automating with IS
*Need for user engagements; exploration of contextual and local meaning and participatory approaches to ensure technology fit with organisational and social factors
	Identified concepts facilitated the exploration of the research questions and the subsequent development of the management framework and theoretical contribution.

	2.
	Technology Adoption Trends in IS
	* IS adoption is affected by; organisational structure and readiness, individual attitudes, motivation, subjective norm, complexity, system openness, perceived benefits, perceived ease of use, environmental influences and external pressures etc. (eg DOI, TAM, UTAT, TOE,IOSs)
	Rodgers, 1995; Davis 1986; Davis et al, 1989; Venkatesh and Davis, 2000; Vidgen and Madsen, 2000; Scott, 2001; Venkatesh et al, 2003; Wu and Wang, 2005; Bagozzi, 2007; Benbasat, and Barki, 2007; Venkatesh and  Bala 2008; Chuttur 2009; and Venkatesh, 2012 

	*Varied results on the level and degree of influence of the constructs on the actual success of IS implementation.  
	

	3.
	Perspectives of Change Management 
	*Varied models with similar constructs, different approaches emphasising different elements as considered appropriate in the context


	Lewin, 1965; Keen, 1981; Lucas, 1981; Yukl, 2002; Kennedy et al, 2003; Yukl et al, 2003; Box et al, 2005; Cassell and Johnson, 2006, Kawalek, 2007; Ackermann and Eden, 2011; Etheredge and Beyer, 2011; and  Maguire, 2013
	*All models are wrong, (depending on perspective and context) but some are useful (Box et al, 2005)

*The best models are hybrids (DiMaggio, 1995)
	

	(a)
	(b)
	(c )
	(d)
	(e)
	(f)

	4.
	Development of theoretical contributions
	*Differing views on what consists a theory

*There are different types of valid theories.

* In general theories aim to describe, analyse, explain and enhance understanding; in some cases they provide predictions and basis for intervention and action. 

*Varied views on concepts of abstraction, generalisation, interactions, causality and goals of explanation and prediction. 
	Bacharach, 1989; Eisenchardt, 1989; Whetten, 1989; Krefting, 1991; Orlikowski and Baroudi, 1991; Reason and Bradbury, 2001; Webster and Watson, 2002; Gregory, 2006; Reason 2006; Shapiro et al, 2007; Tracy 2010; Craig, 2011; Corley and Gioia, 2011; Fawcett and Waller, 2011; 
Rindova, 2011 and Rivard, 2014.  

	*Key structural components of a theory

1. Means of representation.

2. Defined constructs. 

3. Statement of relationship between constructs.

4. Scope specifying degree of generalisation and its boundaries.
	


Table 3.2 – Summary of the streams of literature explored in tackling the research objectives; highlighting some identified concepts which facilitated the development of the management framework and theoretical contributions

Table 3.1 provides a detailed summary of (Phase 1) the literature review outlining statements of interest and gaps leading to the definition of the research objective and development of research questions.  Table 3.2 similarly provides a more detailed summary of (Phase 2) the review that identified theoretical concepts which facilitated the enquiry process towards making research contributions with theoretical and practical utility.

3.1.4 Analysis of volume of studies in the research domain
The volume of literature in the research domain was explored using key words; supply chain management, information systems, public sector, Africa and Nigeria to carry out a broad search from Google scholar and Proquest databases.
  The search from Google scholar showed 5,460,000 records of IT/IS literature as illustrated in Figure 3.3. This number corroborates claims of a vast number of studies about IT/IS (Walsham, 2011; and Laudon and Laudon, 2014). SCM on the other hand had 1,920, 0000 records. When compared with the IT/IS records, the SCM figure upholds Lambert and Cooper’s (2000) statement that SCM is a relatively new concept. They assert that it only became popular in the 1980s and only started receiving much attention in academic literature in the early 1990s. Statistics from the Proquest database corroborate that 88 per cent of its SCM records originated from 1990 to date. It is however interesting to note that virtually all the SCM documents had some relation with IT/IS studies. This invariably throws light on the assertion that a key challenge of SCM is about the effective integration of its processes of which IT/IS plays a critical role (Simchi-Levi et al, 2003). It is based on this notion that this research explores IT/IS and SCM concepts with a view to addressing the associated challenges in the identified public sector. 
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Figure 3.3 – Volume analysis of literature in the research domain

IT/IS study in the public sector has received surprisingly little attention and limited coverage in the literature (Northrop, 2003; and Goldfinch, 2007). The sharp decline in figures with the public sector search is a confirmation of this assertion.  A similar decline is observed with the search incorporating records relating to Africa and Nigeria respectively.  Avgerou (2008, p.2) however affirms that ‘there is a fairly large literature on Information Systems in Developing Countries (ISDC). The Google scholar search result of about 3,660,000 for ISDC records corroborates her claim. There is a need to state nonetheless that ‘developing countries’ incorporates many nations in South America, Eastern Europe, Asia and Africa. The search result in this study demonstrates that the African continent and Nigeria in particular have few records amongst other developing nations. It should be noted that these records include government publications, theses, books, conference papers and proceedings as well as scholarly journals. The Proquest data base identified only 75 scholarly journals in the search with respect to records pertaining to Nigeria.  The journals dwelt more on issues of globalization and use of IT/IS in library and education. There was no record of study, which directly related with considerations of IT/IS implementation in the public sector supply chain, hence, the significance of this relatively novel research.  
It is in a similar light that Avgerou (2008) identified the phrase ‘IT/IS innovation’ within the domain of studies relating to ISDC. She used this to convey the notion of the exceptionality of the experiences and associated changes that go along with IT/IS projects in developing nations.  This is notwithstanding the fact that such innovations may already be common and widespread elsewhere in other developed nations. The researcher reckons that observers from developed economies with experience of contemporary innovations may be uneasy about the innovative claims of this research.  This, however, does not undermine the novelty of the research bearing in mind its socio-organisational and socio-economic context. Avgerou (2008; p.2) aptly endorsed this position in her statement about innovative claims in developing nations; ‘the local experience of technology implementation and socio-organisational change constitutes an innovation for the organisation concerned and may well constitute innovation for its socio-economic context’.

3.2 ISSUES OF SUPPLY CHAIN MANAGEMENT

It was essential to explore the literature on issues of SCM as the problem situation of this research was centred on SCM challenges experienced by a public sector organisation in Nigeria. Conducting a literature review in the field of SCM is notably fraught with difficulties as it suffers or perhaps benefits from being studied from a wide range of academic disciplines and theoretical perspectives (Cousins et al, 2006). The result of this is the dynamic discussion that is often generated from studies in the field, although, often distorted with fragmented literatures, overlapping constructs and varying findings (Sweeney, et al, 2015).  Fundamentally, SCM has been identified as one of the most powerful improvement tools firms are embracing to survive in the prevailing competitive business world. It is the 21st century global strategy for achieving organisational competitiveness (Gunasekaran and Ngai, 2003). The modus operandi of SCM has continued to witness significant changes with the dynamic nature of the global business setting that is characterised by stiff competition requiring firms to speedily respond to changing demands else face possible extinction from the business environment(Delia and Adriana, 2008). The considerable, growing gap between firms that are succeeding and those that are not is somewhat a reflection of their SCM strategy (Lambert and Cooper, 2000). This study is inclined to facilitating the conceptualisation of a viable SCM strategy for the Nigerian public sector to operate successful supply chains. 
It is believed that various activities of supply chains were traditionally managed in isolation from each other with many non-value adding activities (Sweeney, et al, 2015).   The advent of SCM approaches was a reversal of previous management strategies where manufacturers simply determined what they produced and supplied to customers.  The shift now empowers customers to tell their suppliers what they want, how and when they want it. Customers’ demands for value of goods and services have increased with the SCM trend. Customers want quality, better design and innovation as well as improved services. They also desire flexibility, convenience and freedom to make choices. In return they want to commit minimum resources, expend least effort and accommodate fewer risks. The trend is thus characterised by variations and uncertainties (Daveshaw and Rathee, 2010).  Managers are increasingly faced in this context with the need to make speedy decisions with considerable high business penalties and fewer margins for error (Delia and Adriana, 2008; Marchese and Paramasivam, 2013). These decisions include how to make best use of resources; eliminating excess cost, reducing inventories from the supply pipeline and at the same time increasing customer satisfaction (Daveshaw and Rathee, 2010). This study essential seeks to equip managers in the Nigerian public sector context with requisite knowledge to support the decision making process of SCM activities in the context.
The prevailing paradigm shift is a movement from business operations as sole entities towards operating multiple relationships involved in the supply chains’ (Lambert and Cooper, 2000). Successful business therefore implies effectively integrating and managing these multiple relationships between the suppliers and customers (Lambert and Schwieterman, 2012). The philosophy of SCM is a bid to replace this traditional disjointed approach with a more integrated framework with the aim of optimising efficiency (Stock et al, 2010).  The underpinning idea about SCM is founded on collaboration among partners. This is evident from prominent themes in SCM discourse; integration, collaboration and coordination (Zhang et al, 2011). It implies that maximum level of effectiveness and efficiency can be achieved in a supply chain if managed in an integrated and holistic manner (Sweeney, et al, 2015). However, there is evidence in the literature that supply chains becomes more vulnerable and prone to failures because of increased integration and global interconnectivity (Marchese and Paramasivam, 2013). The need to analyse supply chains and identify challenges to enable the development of proper management and improvement strategies is therefore acknowledged in the literature as crucial (Tanco et al, 2015). This is because managers are often held accountable for organisational performance even though operational successes ultimately depend on the ability of supply chain partners to adapt to the dynamic environment (Whitten et al, 2012). There are views in the literature advocating the need to focus on co-operation and trust as essential elements in the supply chain. The assumption emphasises that the interaction of the whole components of supply chains can be greater than the sum of the individual parts (Christopher, 2013). It is in this light that this study attempts to analyse the SCM problem situation in the Nigerian public sector from a holistic perspective using concepts of systems thinking.  
3.2.1 Challenges of Supply Chain Management
Academics and SCM practitioners have identified several SCM challenges in the literature. The diverse inputs are in no way contradictory but a representation of similar values from different perspectives. The Supply Chain Council (2012) identifies issues of customer service, cost control, planning/risk management, relationship management and skills acquisition as the major challenges of SCM. Similarly, Tummala et al (2006) highlight the same challenges stressing the need to increase flexibility and cross-functional communication as a key challenge to remaining competitive in business. IBM Global Technology Services (2007) also identified similar challenges; adding issues of time, language and cultural differences. IBM also noted the complexities that emanate from long supply chains, legislative differences as well as issues of transport and communication infrastructures. Analysis shows that the challenges of SCM are quite complex and more related to human factors. They entail coping with the prevailing global trends; addressing supply chain needs and dealing with the unique characteristics of individual supply chains.  

The concept of SCM invariably revolves around people, processes and technology. Hence successful SCM implementation implies the effective integration of these variables (Cooper et al, 1997; Lambert et al, 2005; and Daveshaw and Rathee, 2010). Lambert and Cooper (2000) explicitly posits that the key challenge of SCM is about how to effectively integrate key business processes. Empirical results show positive correlation between effective integration/collaboration and business productivity. Firms with poor integration and collaborating features have poor outputs, while the reverse is the case for firms with good integration and collaboration. There is, however, limited empirical evidence to substantiate these claims from the perspective of developing nations in Africa.  The researcher acknowledges the critical value of collaboration and integration in SCM, hence, the significance of this study which seeks to understand how human aspect considerations of IT/IS implementation will optimise SCM integration. This study, however, advocates the need for contextual understanding of these issues to facilitate the adoption of suitable practices in developing nations.  
Storey et al (2006) attest that their research found little evidence to support the contemporary SCM suggestion that chains should be managed from ‘end to end’.  This claim unsettles the central tenets of contemporary SCM thinking which emphasises the need to integrate processes and information across supply chains. Fabbe-Costes and Jahre (2008) argued in this line that SCM integration is more of rhetoric than reality. And so, a number of authors have raised concerns along the same view about the value of the impact of SCM concepts to practice (Cousins et al, 2006). This concern is particularly relevant in this research where the problem situation is about the implementation of IT/IS with the belief that it enables integration of processes and enhances SCM performance. The researcher was therefore interested to explore the practical relevance of this theoretical belief in the research context. This aspiration similarly follows the caution by Kotzab et al (2011), that there is a dearth in evidence about the extent to which academic SCM literature is understood in practice.  Prevailing evidence suggest that there is a substantial gap between theory and practice in SCM (Storey et al, 2006). 

An extensive review to analyse the difficulties hindering supply chain performance identified 18 different factors from a systematic search from reputable peer-reviewed journals over a 15 years period (Tanco et al, 2015). The result identified lack of IT/IS related infrastructure as the foremost challenge to SCM performance. The study specifically identified this constraint as prevalent in developing countries thereby substantiating the merit of this study, which seeks to address the associated problem situation involving IT/IS and SCM in a developing nation. Evidence from the study showed that lack telecommunication’s infrastructure in developing nation’s limits the ability of firms to exchange information via computer or fax (Janita and Chong, 2013).  Other challenges identified from the study in the order had to do with local warehousing infrastructure, air transportation, maritime operation, ground transportation, custom process and similar paper work as well as Government policies. Others were political environment, macroeconomic and market instability, work force availability, workforce productivity and supply-side problems. The evidence from the study substantiates the view point that SCM challenges are complex and revolves around a range of issues; politics, people, environment etc. 
There have been studies debating whether SCM can be classified as a discipline or not. Research result suggests that there is no sufficient evidence to support the identification of SCM as a discipline in its own right. There are, however, indications that SCM is an emerging discipline (Harland et al, 2006). The recognition of a profession as a discipline has significant effect on how policies are made for the professionals in the field based on how they are perceived (Harland, 2013). Studies have highlighted the non-recognition of SCM professionals in developing nations as a challenge in the context. Research findings suggest that SCM professionals are undermined in developing nations. There is evidence that SCM professionals are not provided with the necessary incentives and training to enable them carry out their organisational functions. This has led to the lack of motivation and poor output from SCM professionals (Msimangira, 2003). The research conclusions assert that top management in the context will need to change their thinking about SCM functions; to see it as a strategic function and not a mere clerical duty. Following this assertion was also the need to define SCM functions and practices with clearly documented policies and procedures for all to know and adhere to. There is evidence that the lack of this had created avenues for stakeholder’s infighting as well as ambiguous and duplicitous purchasing and supply practices. There are views that these are critical constraints of SCM practices in the developing nations. The researcher considers these as part of the soft issues that needs to be considered in the context in order to enhance stakeholders’ collaboration in SCM and IT/IS implementation dealings. 

3.2.2 Conceptual Framework of Supply Chain Management
It is essential to discuss the conceptual framework of SCM when considering the need for IT/IS implementation to facilitate SCM integration. The integration and management of supply chains cannot be effectively achieved without the understanding of the conceptual framework of SCM (Lambert and Cooper, 2000). The framework emphasises the interrelated nature of SCM and the need to follow certain steps to effectively manage the supply chain. The framework consists of three interrelated supply chain elements; network structure, business process and management components. The network structure consists of the firms in the supply chain and the links between them. The business processes are the activities that produce specific values to the customers while management components involve managerial variables by which the business processes are integrated and managed. An understanding of the three elements provides the key to the three major SCM decisions; who are the key supply chain members? What processes should be linked with each key member? And what level of integration should be applied for each process link (Lambert et al, 1998a)? 

The decision of supply chain members involves three major considerations; identifying the supply chain members, the structural dimension of the network, as well as determining the process link across the chain (Lambert and Cooper, 2000). These considerations are vital as a long and complex supply network could be inefficient and difficult to manage. Including all types of members in a supply chain will only create a cumbersome structure (Cooper et al, 1997). As such there is the need to distinguish between primary members and supporting members. Primary members carry out value-adding activities while the supporting members simply provide the resources to support them (Davenport, 1993).  An understanding of this is vital to know what members are to be linked and the type of link to be implemented. This knowledge is critical in this research which seeks to develop a management framework for IT/IS implementation.

The structure and dimension of a supply chain influences SCM efficiency. There are three variables of SCM structure and dimension; horizontal structure, vertical dimensions and the horizontal distance from the focal company. Horizontal structures represent the number of tiers across the chain; short chains have few tiers while long chains have multiple tiers. The vertical dimension describes the number of suppliers within a tier while the horizontal position of the focal company refers to the distance of a firm in relation to the initial supplier and the ultimate customer.  It is easy for focal companies to only manage links with adjacent firms and not hassle with links farther away from the first tier. Research, however, shows some benefits in keeping close relationships with links other than the first tier (Lambert and Copper, 2000).  Hakansson and Snehota (1995) therefore conclude, “The structure of activities within and between companies is a critical cornerstone to creating unique and superior supply chain performance”. This insight was taken into cognisance for possible input in the development of a management framework.

Research has indicated some differences between companies with functional structures and those with process structures.  Process, as defined by Davenport (1993), is ‘a structured and measured set of activity designed to produce a specific output to a particular customer or market’. The trend of SCM has subsequently demanded a change from the management of ‘functions’ to integrating activities into ‘processes’ (Lambert et al, 1998b). The groundwork of SCM is entrenched in understanding the interactions of the process management components broadly categorised as ‘physical/technical’ and ‘managerial/behavioural’ components.  The former includes visible, tangible, quantifiable and easy to manage components. Empirical evidence shows that firms who focus on this component often experience disappointing results (Hammer, 1990; and Hammer and Champy, 1993). The latter comprise of ‘softer’ and less detectable components; which are somewhat less understood and difficult to implement (Lambert and Cooper, 2000).  This suggests the need for managerial attention on this component. The success of the SCM function is hinged on the improved understanding, implementation and management of these softer aspects.   This is in line with the objectives of this research, which is focused on understanding the interactions of the soft aspects of IT/IS implementation.

Lambert and Cooper (2000) identified five SCM frameworks, which relate to the concept of business process implementation (Cooper, et al, 1997; Bowersox, et al, 1999; Srivastava et al, 1999; and Mentzer et al, 2001). The frameworks have varied characteristics and objectives. The one proposed by GSCF
 and co-sponsored by the CLM
 (Cooper et al, 1997) has three key elements; network, structure and management components.  The structure comprises of member firms linking key processes; customer relations, customer service, demand, order fulfilment, manufacturing flow, supplier relationship, product development and commercialization and returns. The second framework is the Supply Chain Operations Reference (SCOR) developed by the Supply Chain Council (SCC). The framework includes five processes; planning, sourcing, transformation, delivering and returns. The other three frameworks do not have clearly delineated processes as such they are not included in this document. There is no evidence in the literature of them being supported by any major corporation (Lambert and Copper, 2000). Considering the characteristics of the two described frameworks, the GSCF is somewhat suited for private companies whose major objective will be about maximising profit. On the other hand, the SCOR framework is practicable for public sector functions. The framework will facilitate the enhancement of efficiency and effectiveness in line with the objective of this research.   

3.2.3 Information Systems and Supply Chain Management

It was needful to review the literature about the dynamic relationship between IT/IS and SCM to put this study in good perspective. This was to facilitate the exploration of the possible gains in enhancing SCM functions with the use of IT/IS.  There has been a growing interest in the study of IT/IS for business and SCM functions, with significant literature in the area (Maguire, 2000; Shavazi et al, 2009; Walsham, 2011; and Laudon and Laudon, 2014).  The challenge in IT/IS and SCM studies is not the lack of research but the volume of the enquiries with diverse findings that are at variance with practical application. It is argued that researchers employ varied methods and paradigms in undertaking their research. Proponents from different viewpoints often find it difficult to relate with results from another school of thought. There are assertions that the field is characterized by a set of misdirected and disorganized ideas (Lewis, 1994; Kawalek, 2010; and Zhang et al, 2011). Shavazi et al (2009) similarly observed that some empirical results about the relationship between IT/IS and SCM have been flawed for having a narrow discussion focus. The analysis however holds that the benefits of IT/IS in SCM are enormous and vary with mode of implementation.  
Amidst the vast and seemingly well-articulated research theories in IT/IS and SCM there is discomforting evidence of several failed projects in the field.  The implementation and application of IT/IS in SCM is believed to be below expectation considering the level of study in the area (Olorunniwo and Li 2010). Gunasekaran and Ngai (2003) attest that the vast articles on IT/IS and SCM have not been able to capture the pertinent factors that would enable the effective implementation of IT/IS in SCM. This corroborates the assertion that there is a substantial gap between the theory and practice of IT/IS and SCM (Shavazi et al, 2009). There are intriguing conclusions supporting that the relationship between IT/IS and SCM productivity is much more complex than the theoretical association.  This suggests the need for more understanding about the theories and practices in the area. This research hopes to take a vivid look at the human aspect considerations of IT/IS implementation in SCM with a view to contributing to the understanding of the intricacies between the theories and practices of IT/IS and SCM.  
In spite of the indisputable impact of IT/IS implementation on SCM operations, the relationship between IT/IS and supply chain performance is not straight forward (Zhang et al, 2011). The findings in the field have been largely inconsistent; some studies show a positive relationship between IT/IS and SCM (eg Olson and Boyer, 2003) some others indicate that the relationship is less evident (eg Da Siveira and Cagliano, 2006) while others like Jeffers et al (2008) find no relationship between them. There is, however, evidence that the use of IT/IS can strengthen relationships of supply chain partners through more efficient processes (Ward and Zhou, 2006). This study therefore considers the understanding of SCM processes as a critical concern in IT/IS implementation.  There have however been debates regarding the extent of the role of IT/IS in SCM business process. Zhang et el (2011) attempted to resolve the contradictions in empirical findings about the relationship between IT/IS and SCM performance. They assert that the differences in measurements and concept had accounted for the diverse findings from studies. Their conclusion which was similar to the findings of Van der Varrt and Van Donk’s (2008) holds that the context of supply chains plays an explicit role in understanding relationship between IT/IS and SCM operations. These contextual factors and their moderating/interacting effects had been largely ignored in research. The findings of Zhang et el (2011) essentially supports the rationale for this study which seeks to examine the moderating and interacting contextual factors in the Nigerian public sector context. 

Chan (2000) identified three conceptual roles of IT/IS; initiator, facilitator and enabler. As an initiator, IT/IS acts as an agent of change. As a facilitator, it helps to make work easier, while as an enabler it offers the ability to accomplish tasks.  Chan observed that Davenport (1993) argued for limiting the role of IT/IS to an enabler. This is in line with the proposition that change goals should not be driven by technology. The assertion is, however, well-founded in the context that an organisation’s change motive should be entrenched on more pragmatic goals other than a mere technological pursuit. Nonetheless, it has been observed that it is possible for IT/IS to initiate change as well.  Attaran (2004) agrees that IT/IS can initiate as well as sustain a SCM business process. Chan (2000) posit that IT/IS is a facilitator in designing new operations, which may necessitate the creation of new products. The researcher did not identify any evidence in the literature contesting the role of IT/IS as an enabler. This role has been recognised by several proponents (Davenport, 1993; and Hammer and Champy, 1993). Shavazi et al (2009) describe the roles of IT/IS in SCM from three functional perspectives, which support the concept of the roles previously mentioned. These are; reducing friction in the execution of transactions, enabling collaboration and coordination as well as facilitating decision support mechanisms (Olson and Boyer, 2003; and Simchi-Levi et al, 2003). While it is certain that IT/IS plays a key role in modern business, it is essential to be mindful that it is not an end in itself. It is not the sole factor responsible for business successes or failures. Managers therefore need to be aware of the human elements; issues of personality, culture and society which play prominent roles in achieving success in addition to the effective deployment of IT/IS (Chan, 2000)
 A common ground in IT/IS research holds that the use of IT/IS is invaluable in enhancing SCM functions (Olorunniwo and Li 2010).  Empirical results confirm that IT/IS has a positive and significant impact on economic growth and labour productivity. Shevazi et al (2009) observe that IS in SCM facilitates great opportunities for supply chains. This includes direct operational benefits like rule and structure changes that create competitive advantage. It also includes facilitating new business opportunities, which translate to the creation of long-term benefits. Simchi-Levi et al (2003) highlight that the objectives of IS in SCM include the “provision of information availability and visibility; enabling a single point of contact for data; allowing decisions based on total supply chain information; and enabling collaboration with supply chain partners.” IS investment is therefore critical for productivity and socio-economic development (Zhang et al, 2011). 
Several reasons have been adduced as to why enterprises invest in IS. The reasons include the need to conform to government and society demands as well as the necessity to sustain a viable business. The primary objective, however, is to contribute to corporate value. A decision to invest in the development of IS systems is considered superior to investments in some other business assets. It is often seen as a superior strategic innovation that is guaranteed to give a competitive advantage to the enterprise (Laudon and Laudon, 2014).  Shavazi et al (2009) maintain that IS will continue to have a pivotal role in managing supply chains. The trend shows that the future holds a tremendous opportunity for firms that are ready to take advantage of IS possibilities. This research identifies with this notion; its objective is to enable the Nigerian public sector to benefit from the significant potential of IS use in SCM.
There is no doubt that the use of IT/IS benefits SCM, but there are also records of its limitations. Studies have shown that heavy investment in IS does not necessarily guarantee a firm’s improved performance (Shavazi et al, 2009). There are also worries about the justification of undertaking IS projects. It is believed that the cost and efforts expended outweigh the benefits, which are sometimes not realised as planned (Lucas and Spitler, 1999). Maguire and Redman (2006) affirm that an organisation’s major capital investment in the development of a new IS could become a colossal waste if adequate measures are not taken to harness the invested resources. There is also the argument that IS implementation does not guarantee a lasting competitive advantage. Trends show that IS strategies are simply adopted by competing firms and the gained advantage is bridged within a short time (Walsham, 2011).  
Research shows that the value, type or class of IT/IS does not have a significant correlation with a firm’s logistics performance. Zhang et al (2011) adds that there is limited knowledge about the effect of specific types of IT/IS operating under different circumstances. Ambrose et al (2008) explains that the dynamics of the interactions of IT/IS and SCM are influenced by the development of the relationship between the organisations and the persons interacting.  The implication supports the need to incorporate organisational perspective in IS implementations. The idea is that IS essentially presents the potential and opportunity to advance performance however the performance determinant is the ‘IS attributes’ and not the technology per se.  It is therefore important for managers at all levels to pay more attention to these attributes often referred to as these softer aspects (Maguire and Redman, 2006; and Olorunniwo and Li 2010). This assertion is fundamental to this study which is geared towards studying the soft aspect consideration of IS implementation in the Nigerian public sector supply chain. 

3.3 DEVELOPMENT OF INFORMATION SYSTEMS 

Over the years the development of IS was premised on the assumption that it could be deployed without explicit IS/IT deployment methodologies. The thinking was based on the conceptualisation of IS deliveries as short term or one-off projects rather than long term, well planned implementation strategies (Ojiako, 2010). There is, however, a growing need for standardised methodologies as the lack of standard deployment processes have been identified as a possible reason why organisations fail to realise the benefits IS deployment (Ojiako and Maguire, 2008). Maguire and Redman (2006) posit that the recurrent incidences of system failures in organisation results from flaws in the development processes of the systems.  There are claims in the literature that there is more demand for new IS than there is the required competence to undertake the development. The recommendation holds that a clear understanding of both long and short term IS requirements are needed to develop an effective IS. Managers have also been urged to be cautious about the use of available scarce resources in achieving their desired IT/IS objectives (Laudon and Laudon, 2015). There are concerns in the literature that the development of IS has been hampered by the exclusive perception of IS as a technical discipline (Bocij et al, 2014). IS professionals set out to develop IS projects for firms with limited knowledge about the core practices and business interest of the organisation (Kawalek, 2010).  Little or no contribution is also sought from the users. The approach is predominantly technically driven with some difficulties in striking a balance between technical objectives, top management demands and the actual need of the organisation’s work force.  
Introduction of new IT/IS is often characterised by a focus on IT/IS gains without due consideration for other organisational changes. The approach is merely ceremonial and mechanical resulting in dysfunctional systems doomed to fail from inception. The management of the changes that occur when new IS are introduced in a firm is often not included in the agenda of IS development professionals. The resultant effect of these changes often creates untold circumstances that determine the success or failure of new IS projects (Walsham, 2011). Success in the use of newly introduced IT/IS is linked with an organisation’s ability to adapt to the changes. Good change management will ensure long term benefits as against enjoying short lived accomplishment (Maguire and Redman, 2006). The failure of a significant number of high profile system developments has been linked to the focus on the technical aspects only.  Such systems could be reckoned as technical successes when they meet technical functionality but as long as they do not meet the demands of the organisational work force they are organisational failures (Brooke and Maguire, 1998; Maguire and Redman, 2006).  

3.3.1 Soft (human) aspects considerations 

Maguire (2000) adduces that though IT/IS is a technical discipline it is primarily eclectic in nature; covering human behaviour, politics, culture as well as economic and social issues. The remarkable growth of IS has generated concerns about its impact on human society.  Such concerns include the fact that the use of computers and related technology reduces the need for human labour and subsequently creates job losses.  There are also ergonomic concerns; such that technologies create a workplace replete with ‘monotonous’ and ‘boring’ activities.  Another contentious concern is the loss of privacy by individuals and businesses with the invasion of ‘developed technology’.  Surveys indicate that the development concerns for IS often centre on financial gains and strategic importance. Less attention is paid to improving the quality of human life or the enhancement of job satisfaction (Walsham, 2011).

Several human factors of IS implementations in the public sector were highlighted from the critical failure factors identified by Heeks and Bhatnagar (1999). These include insufficient knowledge and training, shortage of technical and management skilled manpower, inadequate processes of integration, cultural clashes and political in-fighting. Others include issues of management structure, leadership styles, uncoordinated approaches and external human influences outside the organisation. Willcocks (1993) corroborates these factors stressing underestimation of the time needed to execute the project as a critical human factor in IS development. This point was made in view of the government’s imposition of deadlines and setting of unrealistic time scales for IS projects. This had often resulted in chaotic development plans.

Cheikhrouhou et al., (2011) identified, trust issues, knowledge sharing, coordination and planning activities as some of the human factors of IS implementation in SCM. The list also includes communication and mutual understanding, as well as their influence on business processes. Empirical results show that these aspects constitute key factors for the success or failure of a collaborative enterprise network (CEN).  Trust issues were observed to be ranking highest followed by ‘communication and mutual understanding’ and then ‘knowledge’. Similar research also showed that successful IS projects enjoyed a high level of user and senior management commitment as well as a strong focus on strategic and operational needs.  There are explanations about the implications of these factors on public sector IS development. There is however little understanding about their interactions. This research seeks to gain knowledge about the interactions of these soft aspects to unravel the circumstances surrounding the persistent failures in the industry. 

3.3.2 Interactions of soft (human) aspects considerations

Empirical results indicate complex interactions between the human aspects of IT/IS which are broadly categorised as organisational, behavioural and cultural. An action on one usually produces resultant effects on others (Olorunniwo, and Li, 2010). Consequently in trying to solve one condition you alter several others and probably alter one that had been supposedly taken care of.  In line with this assertion, Goldfinch (2007), asserts that the factors  responsible for IS project failures in the public sector are a mixture of “dangerous enthusiasm, unclear aims, and technical specifications; highly challenging technical problems; problems of agency; frailties of humans and management systems; personality and other conflicts; immensely complex contracts; producer and consultancy capture; legislative instability; clashes of cultures among public servants, software developers, consultants, salespeople, and their respective organisations amongst others”. 

The aforementioned considerations give a picture of the complexities of these human elements. The problems are interrelated such that they cannot be studied in isolation. Such complex webs of interrelations are often referred to as ‘messy’ situations (Checkland, 1981) which are the characteristics of most of modern world situations. Studying the problem elements in isolation may cause important interactions to be overlooked. Scientific methods of enquiry have been somewhat unsuccessful in handling such complex situations, hence, the emergence of the systems thinking method of enquiry (Lewis, 1994). A systems’ thinking approach is in tune with the dictum that the solution to the whole of a problem is more than the sum of the solutions of its individual parts.  This implies that an attempt to create a solution for different elements of a problem often fails to meet the solution of the larger real world problem. Hence, there is the need for a solution that addresses the problem as a whole in line with systems thinking. Systems’ thinking has multiple applications (Checkland and Scholes, 1990). The study of the human aspect interactions in this study will embrace an approach developed from system thinking.  

3.3.3 Categorisation of IS Projects 

The categorisation of IS projects as failures or a success is somewhat a difficult task as it is primarily subjective. IS project evaluations depend on several circumstances ranging from ‘time’ to the different perspectives of the evaluators (Heeks, 2006; Gichoya, 2007; and Goldfinch, 2007). The perception of IS success or failure depends on whose opinion is being sought as evaluators consider different things. Projects considered successful by technical teams and management groups have sometimes proved to be of no value to other users/stakeholders. The resistance by users often translates to the failure of such projects which were apparently initially successful. As such, time is a factor in determining a successful project. Today’s successful project could fail tomorrow and vice versa. Failure itself is a social construct; people give different meaning as to what constitutes failure (Bovens and t’Hart 1996). There is no single evaluating rule or standard used for all IS projects (Bascarini, 1999; Khalifa et al, 2004; Gichoya, 2007; and Goldfinch, 2007). Some literature has, however, highlighted causes of IS failure and also proffered solutions to the lingering problem situation. The literature is therefore reflective of the management fad for IS implementation, albeit, there is no evidence in the literature of a solution for preventing these IS failures (Goldfinch, 2007).  

Some factors have been proposed as indicators to identify successful or failed IS projects. The Standish Group (2004) checklist for evaluating successful IT/IS projects includes; completion within stipulated time, within estimated budget, as well as delivering the proposed technical functions. There is, however, a caution on delivering technical functions as meeting technical specifications may not translate to satisfying user needs. Projects which do not meet user needs are usually not fully utilised or totally neglected. They are also categorised as failures bearing in mind their inability to increase worker’s productivity.  Goldfinch (2007), cautioned that IT/IS is not an end in itself but a means to an end. The value of an IS project lies in its perceived benefits and ability to assist in solving problems (Saul and Zulu, 1994). In addition to meeting specifications, it needs to be perceived by users as beneficial. Users should also derive benefits from using it.  Wilson and Howcroft (2002) identify three types of IS failures which substantiate the idea of a user’s perception in evaluating IS projects. The types are project failure, system failure and user failure. Project failures do not meet agreed standards, including functions, deadline and budget. System failures denote those that do not work properly as expected; while user failures occur when the system is not used. This could be due to user’s resistance because of the complexity of the network, lack of training or sheer defiance.   In a similar way Beynon-Davies (2002) identified five categories of IS failures; technical, project, organisational, developmental and user failures. The categories indicate more ‘soft’ factors than technical factors.
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My observation of the listed failure factors by several authors reveals a good degree of agreement about the factors affecting IS development. There are no controversies or major disagreements in the factors; the emphases on the factors are also quite similar. As such it can be deduced that the factors affecting IS development are obvious. The factors can be broadly identified as both ‘technical’ and ‘soft’ aspects. The causes of IS project failures are largely attributed to the focus on the technical and neglect of the softer aspects. There is no evidence from the literature justifying assertions to focus on the technical aspects.  It is therefore sensible to heartily consider the softer elements of IS implementation.

3.4 INFORMATION SYSTEMS IN THE PUBLIC SECTOR 

Studies have commonly highlighted significant differences between the failure rates of IS in the public sector and that of the private sector. The notion holds that the private sector record more success in IS development and implementation than the public sector. While there is evidence in practice and in the literature to back this assertion, there is an argument, however, that the private sectors are only better than government at keeping these failures quiet (Heeks and Bhatnagar, 1999).  In view of the general belief that the private sector do better than the public sector in this deed, the central theme for public sector IS reform had been for the introduction of private sector practices in the public sector. The public sector have been criticised for venturing into unique IS projects which are overpriced and largely unsuccessful. Suggestions have been made that government should make use of already made ‘off-the shelf’ packaged solutions.  Wilcocks (1994), however, emphasise that those advocating this idea fail to consider the inherent dynamics that exist between the private and public sectors. Advocates of the idea have been similarly criticised of having a flawed understanding about the peculiarities of the public sector as different from a business (Heeks and Bhatnagar, 1999; and Rosacker and Olson, 2008). Some contemporary studies have emphasised this notion highlighting that IS in the public sector is intrinsically embedded in a complex combination of political reforms and organisational changes (Cordella and Iannacci, 2010; and Cullen et al, 2014).
As such it is believed that forcing public sector managers to embrace private sector thinking will only result to more problems (Osborne, 1993). In the light of this understanding the proposed way forward suggests the need to ‘customise’ rather than chase after ‘ready-made’. The idea is to take into consideration the peculiar dynamics of an organisational system and develop appropriate working tools. Overall, this idea advocates adaptive and participatory approaches rather than mechanistic and control-oriented approaches (Heeks and Bhatnagar, 1999).  Public sector managers are therefore advised to consider themselves as agents of change. The course of action in this light should include increasing the capacity of other stakeholders to embrace change and also take responsibility for implementing change (Markus and Benjamin, 1996; Kawalek, 2010; and Maguire et al, 2010). This supports the findings from a recent study emphasising that strong leadership and governance are pinnacle to the success of IT/IS implementation in the public sector (Cullen et al, 2014).
The public sector notably consists of complex organisations whose operations and strategic objectives could be greatly enhanced with the use of IS (Gichoya, 2007). In spite of the centrality of IS in public sector administration, issues of IS and computer failure have received a considerable low coverage and surprisingly little attention (Northrop, 2003; and Goldfinch, 2007). Proponents of IS use in the public sector observe that the employment of IS creates a noticeable paradigm shift from traditional bureaucratic systems to more flexible and objective approaches. IS replaces bureaucratic systems characterised by hierarchical control and rule based management with innovative, knowledge based and customer driven initiatives (Kaufman, 1977; Ndou, 2004; and Gichoya, 2007). There are pessimistic and sceptical views about the employment of IS in the public sector (Goldfinch, 2007). Nonetheless, the benefit of IS in the public sector is really not in doubt. The contention is really about the strategies for their successful implementation (Wilcocks, 1993; Heeks, 2002; and Goldfinch, 2007). There are records that show most of the IS projects in the public sector are unsuccessful (Willcocks, 1993; Collins and Bicknell, 1997; Heeks, 2002; 2004; Gichoya, 2007; and Goldfinch, 2007). 

The factors affecting IS projects in the public sector have been categorised into success and failure factors. The presence of the success factors facilitates thriving IS projects while the absence of these factors creates room for failure (Gichoya, 2007). The converse also applies for the failure factors as well. The success factors have been grouped into ‘drivers’ and ‘enablers’ (Doherty et al; 1998, Moran, 1998; Riley, 2000; Khaled, 2003; Mugonyi, 2003; Heeks, 2004; and Gickoya, 2007).  The drivers reinforce the success of IS implementations while the enablers are societal elements which help overcome potential barriers. Drivers include government support, external influences and technological changes; while the enablers consist of effective coordination and change management as well as good practice.  In the same way failure factors are categorised as ‘barriers’ and ‘inhibitors’. Barriers hinder IS implementation while the inhibitors do not necessary prevent the implementation but restrict the level of advancement and success. Identified barriers include lack of infrastructure, limited finance, and shortage of skilled manpower. They also include issues of attitude, culture and leadership styles. The inhibitors include user needs, technology, coordination, and IS policy (Saul and Zulu, 1994; Heeks and Bhatnagar, 1999; Khaled, 2003; Ndou, 2004; and Gichoya, 2007). 

There have been firm stands in the literature signalling the certainty of the failure of large and complex IS. However, the interest for large and complex IS innovation has continued to thrive despite decades of failures. Goldfinch (2007) proposed a model of four constructs explaining problems of enthusiasm for large and complex IS and how this is linked to a key group within the public sector. The first construct is idolization which refers to the way public officials can be carried away by reports about the benefits of IS (Dale and Goldfinch, 2002). The second is technophilia; which is a myth that better IS prevents and fixes problems (Georgiadou, 2003). The third is noted as lomanism which is described as the feigned or genuine belief of IT/IS sales representatives that tend to give overblown expectations to buyers. The fourth is managerial faddism which involves the tendency of management to readily embrace the newest management trend as solutions, of which IT/IS is often a critical element. These constructs have been adduced to underpin each other in a vicious cycle, creating the belief that large IS are good and the sceptics are negative and non-team players (Goldfinch, 2007). Considering the bureaucratic setup of public sectors where appointments are based on seniority, successful political behaviour rather than merit; managers are often afraid to ask ‘stupid’ questions for fear of losing face (Collins and Bicknell, 1987). As such there is often a considerable degree of miscommunication and misunderstanding, resulting in tension amongst stakeholders in the IS development process. 

The failure of IS projects in the public sector is increasingly becoming a norm bearing the ubiquity of the failure rates. There is evidence that some IS professionals have accepted the failure of IS projects as inevitable in view of the persistent trend (Dale and Goldfinch, 2002; and Goldfinch 2007). The idea that IS professionals have accepted project failure as a norm is a cause for worry. There is also the argument that failure is a good thing as it provides an avenue for learning and development. While this assertion is profound; it is argued that IS professionals do not seem to be learning from past mistakes as the cases are being repeated. Significant funds are committed to public sector IS projects with a view to yielding benefits for citizens.  If projects are fated to fail, then such funds should be invested in some other developmental projects. This research however identifies with the possible merits of learning from failed projects. However, it opposes the acceptance of IS failure as a norm. The research supports the need to curb the failure trend to create opportunities for the implementation of successful projects.

3.5 INFORMATION SYSTEMS IN DEVELOPING NATIONS
There had been debates as to whether IT/IS is relevant for developing nations or not. This debate has been resolved in the affirmative with studies eliciting high potentials and benefits of IS in all sectors and at multiple levels in developing nations (Walsham and Sahay, 2006).  The current dialogue is not whether IT/IS is beneficial but how it can be beneficial in the developing nations. Developing nations have experienced progressive outcomes ranging from software businesses in urban areas to health care delivery systems in the rural villages. However, the application of IS in this regard has been replete with unsuccessful stories with examples of failed projects with the associated difficulties of resolving the problem situation (Avgerou and Walsham, 2000; and Walsham and Sahay, 2006).  Consequently, the key challenge of IS development in the developing nations remains about the need to tackle the difficulties of successful implementation.

Three salient discourses have been identified in the ISDC literature. The first reflects on transferring IS innovation and organisational practices from advanced economies and establishing them in developing countries. The assumption of this group of studies is that IS innovation in developing countries has to do with catching up with the reputable practices in the advanced economies (Avgerou, 2008). The approach of these types of study advocates emulating institutions of advanced economies; these studies are shaped by conceptual terms of theories of technology diffusion and technology acceptance (Davis, 1989; and Rogers, 1995). The second discourse considers IS development and implementation as a process embedded in social constructs that reflects on the peculiarities of developing countries. This group of studies emphasize on the need to understand local inferences in order to generate fitting techno-organisational changes for developing countries. The third discourse on the other hand identifies with the struggles of development associated with developing countries. The focus of these types of studies is about creating possibilities of improving living conditions in developing countries with IS innovation. The discourse in this regard essentially considers IS innovation as a transformative socio-economic process (Avgerou, 2008).

Where does my research sit?
This research essentially grounded in the current discourse which considers the softer issues involved in SCM and IS implementation (Lambert and Cooper, 2000; and Ojiako, 2010). It identifies with the need to understand conceptual theories of technology diffusion and technology acceptance with a view to gaining knowledge from advanced economies to foster learning for developing countries. The study is, however, in contrast with the idea that IS innovation in the developing nation should be about striving to replicate or pursue structures and ideologies akin to advanced economies. It therefore focuses on the need to gain contextual knowledge on how to manage people and processes. The study sits in the ISDC discourse which emphasise the need to make sense of local meanings with a view to developing IS innovations suitable for the developing country’s context (Avgerou, 2008). The study also essentially follows the ongoing discourse about supply chains in developing new economies which are fast growing in spite of adverse physical, social and cultural challenges and yet need to contribute to the socio-economic development of the nation (Lee and Lee, 2006; Sahay and Mohan, 2006; and Zhou et al, 2014). The study is spurred by the understanding that contextual problem situations require contextual solutions. 
The success or failure evaluation of IS projects has been intrinsically identified as a complex task. This is implicitly more difficult to undertake when dealing with developing nations. This is because of the peculiar trends in developing nations. The trend is characterised with limited material and human resources to undertake such projects. For instance, there are limited literature and statistical data for evaluation in developing nations. Those who have the capacity to conduct such research often lack the will to do so while those who have the will often do not have the capacity (Heeks, 2002).  There is no evidence to suggest that the failure rates in developing nations are any less than those experienced in the developed nations. There are however indicators that the failure rates in the developing nations could be higher than those in developed nations. This is so in view of factors like lack of infrastructural base and lack of skilled manpower, which are prevalent in developing nations. There is a limitation, however, to the strength of this argument owing to limited empirical results. Nonetheless, isolated results corroborate the assertion that developed nations experience higher failure rates (Heeks, 2002). For instance there is an indication that IS investments in developing nations show no significant returns, conversely, there is 80 per cent gross returns in developed nations (Heeks, 2004). This suggests that developing nations would need to take a cue from developed nations in order to advance in IS project implementation and use.

Four dominant types of IS projects have been identified in developing nations; with reference to their degree of success. These include total failures, partial failures, sustainability failures and successful projects (Heeks, 2002).  Total failures include IS project initiatives which were never implemented or immediately abandoned after implementation. The partial failed projects denote those with major goals unattained and well-known undesirable outcomes. The sustainability failures are somewhat an extension of the partial failures. They relate to projects, which were initially successful but later neglected or abandoned due to lack of sustainability. The last category is the successful projects. Successful projects attain major goals with no substantial undesirable outcomes. In addition, most of the stakeholders perceive the project as beneficial. This research aims to achieve these qualities in the event of the implementation of the proposed developed management framework. 

There is a remarkable difference in IS implementation and use between developed and developing nations. Following the estimation that a significant number of IS projects fail in developing nations; there are two bodies of literature that have attempted to answer why this is the case (Heeks, 2002). On one hand is the general literature on IS failures and on the other hand is the specific literature on IS failures in developing nations (Heeks, 2002; Ndou, 2004; and Walsham, 2011).  There have been criticisms that the early literatures in these areas had limitations in explaining causes and identifying responses to failures. They were also criticised for being prescriptive and failing to recognise contextual differences of IS implementation.  In an attempt to address these shortcomings, Heeks (2002) developed a model to explain causes and identify responses to broaden the understanding of the intricacies surrounding successes and failures of IS implementation. The model followed the contingency thinking in organisational literature. The view is that failure stems from lack of fit between factors, which is in tandem with Leavitt’s (1965) diamond model in Figure 3.4. 

Leavitt’s diamond suggests that there are four main components in every organizational system which interact and determines the fate of an organization; People, Task, Structure and Technology. The researcher considers this model relevant in this research towards providing some insight about the interaction of elements involved in IS implementation as is in the objective of this study. The model advocates the concept of ‘dimensional fit’; which emphasises that there is no ‘one size fits all’. As such it is considered important to reflect on the varied elements of an organisation at the same time in order to get a parallel perspective for IS implementation planning (Maguire and Ojiako, 2008). Following this consideration and the identification of limitations of this model in terms of its relatively poor conception about technology and organisational change, Heeks (2002), proposed the idea of temporal fit and systemic view of technology which is illustrated in Figure 3.5. 
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Figure 3.4 – Leavitt’s (1965) Diamond ‘Dimensional Contingency’
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Figure 3.5 – Temporal, systemic contingency (Heeks, 2002).

The idea explains the value of a match or mismatch between a system at present and the same system in the future.  This is considered a critical determinant for success or failure; with greater match having higher success prospects while greater mismatch is linked with likelihood of failure. In practice, it is relatively easy to assess a current local system or ‘actual’ system but the assessment of a future system is relatively challenging and would require a ‘design’ depiction of an intended future system. To operationalise this idea, Heeks (2002) put forward the design-actuality gap model. The model considers two stockholder groups; the dominant IS designers and the actual users in the locality.  The value of the differences between these two groups is invariably slim for industrialised nations because of the proximity and similarity of the designers and the users in the context. Despite the subtle and implicit differences in design actuality gaps in industrialised nations, there are still evidences of IS projects in the industrialised countries which can be described as ‘automating a fiction’ considering the differences between the intention of the IS initiators and the user’s perception when the products are delivered (Ojiako and Maguire, 2008). 
The value of the design actuality gap is however pronounced in the context of developing nations. In this case, the designers and the users are often distant from each other in many aspects like physical distance, cultural perspectives and economic capacity. The extremity of the design-actuality gap in this context can easily be seen when industrialised countries design IS for their country situation and subsequently transfer such technology to a developing nation. There are practical examples of such cases in the literature where the actual local conditions of the developing nations were not taken into consideration (Ndou, 2004; and Avgerou, 2008). Similar problems also exist when efforts are made to develop IS specifically for a developing country’s organisation.  This is because certain stakeholders like IT/IS consultants dominate the design process in developing nations and often bring in their context even if they are located in the developing nation. The mentality is; ‘if it works for us - it will work for you’, as such the design for the developing nations remains intrinsically western inspired (‘western’ being a synonym for industrialised nations). The existence of the considerable design-actuality gap invariably comes to play with the attendant significant risk of IS failure (Heeks, 2002). It is in this regard that this study supports calls for caution in the development of IS for developing nations by industrialised countries. There is evidence that country-context gaps result in design-actuality gaps leading to a likelihood of failed IS projects (Ndou, 2004; Heeks, 2004; Gichoya, 2007; and Avgerou, 2008).
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Figure 3.6 – Design-actuality gaps (Heeks, 2002).

To avoid the limitation arising from the argument that individual stakeholders in the design actuality gap have their own subjective version of design and actuality, seven dimensions of elements considered relevant to the design-actuality gaps were identified from theoretical ideas as illustrated in Figure 3.6. These are information (e.g. data); technology (e.g. hardware and software); processes (e.g. activities of users); objectives and values (e.g. reflections of politics and culture); staffing and skills (aspects of competencies); management systems and structures; and other resources (e.g. time and money).  The onion ring model of information systems by Heeks and Bhatnagar (1999) also elaborates on the wide range of these seven factors depicted by the acronym ISPOSMO.  Like Leavitt’s diamond, understanding the dimensions of the design-actuality gap was considered valuable for this research in eliciting understanding about the existing elements involved in IS implementation. There is evidence in the literature indicating that these seven dimensions provide practical application in a wide range of cases for the analysis of IS successes and failures in developing nations (Heeks, 2001). 

Walsham and Sahay (2006); and Avgerou (2008), acknowledges that there are some similarities about IS implementations in both developed and developing nations. The similarities include issues relating to availability of funds, bureaucratic implications as well as the demands on satisfying user needs. The notable difference in both cases however has to do with the way and manner problems are tackled in different countries (Goldfinch, 2007). It is argued that developed nations find it easier to tackle related issues in view of the availability of advanced technology, which is lacking in most developing nations. The situation in most developing nations is characterised by limited computer applications in the public sector, insufficient infrastructure and lack of skilled manpower. These indices account for the ‘digital divide’ between nations with access to technologies and those without. The recent drift to address this divide is one of the indicators of IS growth in developing countries. Walsham and Sahay (2006) adduce that IS has the high potential to enable developing nations fight poverty reduction, inequality and marginalisation, which are major, issues they grapple with. These benefits are some of the socio-economic results this research hopes to facilitate.

The ISDC literature has notably demonstrated critical anxieties about IS failures with concerns about limited financial resources, deficient skills and other technological resources (Ndou, 2004). These concerns have similarly been adduced as some of the reasons for the shortcomings in the developing countries. Avgerou (2008) however explains that the past two decades have witnessed an overwhelming increase in the amount of resources dedicated to providing IT/IS for developing countries from both local and multinational sources.  Odedra (1993) similarly asserts that while the finance factor cannot be ruled out as a challenge in the developing countries, the problem situation is largely due to poor coordination at various levels. One angle where this is manifest is in the lack of standardised policies and procedures which manifest in duplication of government agencies and functions. The result of this effort translates to a waste of effort as well as financial resources. Harindranath (1993) acknowledges that developing nations commit substantial financial resources for public sector IS projects. Ndou (2004) therefore maintains that developing nations are limited in reaping full IS benefits not simply due to lack of resources but the problem situation is caused by a combination of political, social and economic hindrances. He, however, submits that these impediments could be overcome if developing countries took advantage of the ongoing IS global trend. It is noted that maximum IS benefits could be achieved by developing nations with improved planning, coordination and management; the lack of which is prevalent in many developing nations. 

3.6 INTERVENTIONS AND MANAGEMENT STRATEGIES

This section will attempt to identify the key interventions and management strategies that may instruct this research. Goldfinch (2007) argues that none of the several proposed management solutions have been able to curb the failure rate in IS development. The trend has therefore been one of neglecting older ones for new ones. There are opinions that management consultants are benefiting from this trend and simply making a business of it. Proponents of this opinion observe that some consultants do not apply their prescribed solutions in their own firm’s decision-making process (Walsham, 2011). This leaves some doubt about the reliability of proposed solutions.  There is however no strong evidence to back this claim, but, there are indicators of genuine management efforts to curb this trend which often prove to be quite complex and difficult to successfully implement. A number of IT/IS project management methodologies; tools and techniques have been identified in the literature. These include structured project management and risk management methodologies like PRINCE2
 acknowledged as a standard tool for public sector projects. The challenge, however, is that these methodologies are arguable only focused on controlling processes rather than contributing to the planning and success of IS intervention (Ojiako and Maguire, 2008). PRINCE2 assumes that project processes are stable, and there is evidence of its limitation in coping with the inherently unstable process involved in IS development.  The methodology has been criticised for failing to take into account behavioural, organisational and environmental changes inherent in IS project development (Brooke and Maguire, 1998). It essentially ignores the softer factors in the forefront of contemporary IS studies; hence, it was not considered a viable choice in this study (Ojiako et al, 2010). 
Cox (1999), postulates that there is no best approach for a management process. He argues that it is futile for firms to base their strategies or business practices on some other person’s successful method. This is because it is somewhat difficult, if not impossible, to replicate the conditions and the inherent supply chain characteristics of the other organisation.  He argues that even if it was possible to replicate the condition, the process of doing this would have changed the circumstances which gave the initiator an advantage to undertake the strategy in the first place. The approach does not completely nullify emulation of the successes of other firms, it advocates understanding why the organisation succeeded in getting a picture of success factors. The firm must however recognise that there are several ways to achieve their objectives and the first step is to recognise the firm’s operating environment. In this regard, they need to identify the resources at their disposal that they can employ to gain a competitive advantage and subsequently use them to carve a niche for themselves. In line with this approach, this study considers it pertinent to understand that it is somewhat ‘impossible’ to replicate the successes learnt from developing nations in the same way. This understanding is critical considering the varied conditions; hence, the need to note that objectives could be attained in several ways. The management framework will therefore include understanding the operating environment of the cases, their available resources and possible means of employing them to achieve desired objectives.

	Factor
	Description 

	Information 

Technical
	Information and data inadequacies

Problems with IS such as incompatibility across agencies

	People
	Lack of staff with sufficient training, skills or inclination to handle or develop IS 

	Management
	Lack of management skills, knowledge and training 

	Process
	Processes are inadequate to integrate community or channel relevant information  

	Cultural

Structural
	Clashes with national/local culture

IS clashes with organisations and/or management structures

	Strategic
	IS not coordinated across different agencies or divisions

	Political 
	Political infighting derails project

	Environmental 
	Factors outside the organisation disrupt project


Table 3.3 – Critical failure factors (Heeks and Bhatnagar ,1999).

Goldfinch, (2007) states that one of the promising IT/IS solutions is the checklist on ‘critical failure factors’ proposed by Heeks and Bhatnagar (1999), detailed in Table 3.3. The checklist identifies and describes critical failure factors that results in IS disasters. These include data inadequacies; technical problems; management, process, and technical skill shortages; cultural clashes and political infighting and external environmental factors (Heeks and Bhatnagar, 1999; and Goldfinch, 2007). The critical failure factor approach has however been criticised for viewing IS development as a static process and not a dynamic phenomenon. The approach is also criticised for considering the ‘failure factors’ as independent entities and underplaying the complexities of their interactions as well as ignoring the varied levels of importance of the factors at different stages of an IS implementation. It is similarly faulted for providing little guidance on how to prevent IS failures (Larsen and Myers, 1999). Some previous studies had also indicated some inconsistencies about the purported importance of the factors (Kwom and Zmud; 1987).
There is however consistent evidence in the literature identifying the prevalence of these factors in public sector IS implementation, particularly in developing nations (Heeks, 2004; Walsham and Sahay 2006; Gickoya, 2007; Goldfinch, 2007; Avgerou, 2008; and Ojiako and Maguire, 2008). As such, the researcher acknowledges that the critical failure approach is quite helpful in identifying factors affecting IS development in the public sector of developing nations. The approach is therefore considered relevant to this research considering its advantage of taking into account environmental, cultural and political factors that are critical issues in developing nations (Myers and Avison, 1997; Myers 1999; and Goldfinch, 2007).  The researcher however recognises the limitations identified with the critical factors approach and seeks to advance the approach by ascertaining the existence of these factors in this study, providing explanations on the complex interactions of the factors as well as proffering guidance on how to prevent IT/IS failures in the context.

Goldfinch (2007) concludes that IT/IS projects are extremely difficult to implement and that larger public sector projects are more likely to be unsuccessful. He therefore proposes ‘pessimism’ as an IS management tool to curb failure rates in public sector IS projects. The approach critically examines the necessity of a new IS project as well as to consider if some upgrade or adjustments could be done on existing systems. In the case where management decides to develop a new project; the approach urges for steps to be taken to ensure that the projects are undertaken with least cost, minimum risk, less disruption and minute uncertainty. The objective of this approach is for public officials to be sceptical, suspicious and recalcitrant in adapting new IS projects. This pessimistic approach will probably allow for less adoption of IS projects, which will obviously reduce failure rates. It could however limit the possibility of venturing into viable projects, which sometimes appear to have enormous risks and uncertainties. This research is therefore inclined to adopt the caution proposed by the approach, nonetheless with some degree of optimism.  It will uphold the underpinning guideline of this approach, which aims for implementation of modest, realistic and functional, IT/IS projects. This will be considered in the development of a management framework. 

3.7 ACCESSING THEORETICAL LANDSCAPES
Studies in SCM have shown that there is no such thing as a unified theory of SCM (Halldorsson et al, 2007). There is also no all-encompassing IS theory as there have been age long debates about the need to develop specialised IS theories or adopt from other disciplines (Orlikowski and Barley, 2001). Studies on IS and SCM are clearly multidisciplinary and have been generally described as having human-centric phenomena (Lewis, 1994; and Maguire, 2000). The multi-disciplinary strands of IS and SCM research have resulted in the engagement of a variety of management theories in existing research in these areas (Defee et al, 2010; and Walsham, 2011). There are a couple of theories derived directly from the IS fields like information infrastructure theory; but they are not commonly cited in the literature (Walsham and Sahay, 2006). This research does not attempt to take sides for or against proponents calling for the use and development of discipline specific theories (Defee et al, 2010). It however identifies with the views of Walsham and Sahay (2006) that it would be foolish to ignore the existing vast multidisciplinary literature when undertaking IS studies in developing countries with the need to address various issues like globalization, politics, power, culture and even the meaning of development itself. In line with the multifaceted features of this research some fundamental social science theories like institutional theory (Scott, 2008), Maslow’s hierarchical theory (1970), stakeholders’ theories (Freeman, 1984) and Hofstede’s (2001) cultural dimensions theory, illuminated aspects of this study in addition to the theories from the IS domain.
The multidisciplinary theories employed in IS and SCM are often used to complement each other. This usually involves the choice of one theory as the dominant explanatory theory, complemented by the use of one or several other theoretical perspectives (Halldorsson et al, 2007). An analysis of theories in logistics and SCM research indicated that researchers in this field have consistently borrowed strategic management theories which are expanded to address multi firm issues (Defee et al, 2010).  In a similar study Lim et al (2009) identified that the Technology Acceptance Model, Resource Based View and Game Theory are the most frequently used theories in IS research. Albeit, no dominant theory was observed within the IS domain focusing on IS development for individuals and organisations as in the case of this study. The IS theoretical field has been described as a combination of two primary fields; computer science and management with a large number of supporting disciplines such as philosophy, sociology, statistics, political science, economics and philosophy (Lewis, 1994). This research which seeks to explore the human issues of IS implementation in a developing nation’s organisation considers organisational and innovation theoretical perspectives as categorised by Defee et al, (2010) to be particularly relevant for this study. 
3.7.1 Perspectives of IS Innovation
The discourse about technology acceptance has played a leading role in the literature regarding IS innovation and adoption. The conversation about understanding how individuals accept and choose to use IS has been identified in the literature as one of the most developed streams of literature in IS (Vankatesh et al, 2007). This dialogue has been championed by the development of the Technology Acceptance Model (TAM) which suggests that a number of factors influence users’ decision about accepting and using IS (Davis, 1989). TAM is considered a foremost extension of Theory of Reasoned Action (TRA). The model substituted a number of the attitude measures identified in TRA with the two technology acceptance measures; ease of use, and usefulness (Bagozzi et el, 1992). These measures have been identified in the literature as constructs; perceived usefulness (PU) and perceived ease of use (PEOU). PU is defined as the degree to which a person believes that using a particular system would enhance their job performance, while PEOU relates with the degree to which a person believes that using a particular system would be free from effort (Davis, 1989).  TAM posits that PU will be influenced by PEOU; the belief is that a technology is perceived to be more useful the easier it is to use (Vankatesh, 2000). 

Previous research on theory of diffusion of innovations (DIO) had similarly identified perceived ease of use as playing a vital role in IS innovation. A number of studies have provided empirical evidence to corroborate Davis’ (1989) initial work; demonstrating the existence of the relationships between usefulness, ease of use and IS innovation and implementation (Venkatesh and Davis, 2000; Venkatesh et al, 2003; and Venkatesh and  Bala 2008).  The TAM model has however been criticized for having doubtful practical value and limited explanatory and predictive implications (Chuttur 2009). The model has similarly been accused of diverting researcher’s attention from important issues and creating a delusion of advancement in knowledge increase. The assertion is that attempts by individual researchers to employ the model in the dynamic and complex IS environment had resulted in more theoretical chaos and confusion (Benbasat, and Barki, 2007). One major indictment of TAM is that it basically ignores social processes of IS development and implementation. The researcher believes that advocating the focus on technology over understanding social consequences is invariably a digression from contemporary studies which elaborates on IS’s eclectic nature (Maguire, 2000; and Bagozzi, 2007). The researcher is inclined to the understanding of the fundamental constructs propounded by TAM and also reckons with the need to explore social processes involved in IS innovation.

There have been modifications of the TAM model, TAM2, and the development of the Unified theory of acceptance and use of technology (UTAUT) which is the result of a review and synthesis of eight theories/models (Venkatesh et al, 2012). These theories/model include TRA; TAM; motivational model (MM); theory of planned behaviour (TPB); a combined theory of planned behaviour/technology acceptance model, model of personal computer use, DOI theory, and social cognitive theory (Venkatesh et al, 2003). The UTAUT model elaborates on user’s intentions to use IS and their ensuing usage behaviour. The model identifies four key constructs; the first three which are performance expectancy, effort expectancy, and social influence (relating to the degree to which IT/IS is perceived to provide benefit, ease and believed to be important) are considered to be direct determinants of usage intention. While the fourth, which involves facilitating conditions (availability of support and resources) is thought to be a direct determinant of usage behaviour. The model also suggests that gender, age, experience, and voluntariness of use moderate the impact of the four key constructs on usage intention and behaviour (Venkatesh et al, 2012). The UTAUT model has been described as well meaning and thoughtful but has been criticized for being less practicable than the TAM. The model with numerous independent variables for predicting intentions and behaviour have been similarly criticized for contributing to the chaos in IS innovation (Bagozzi, 2007). Wu and Wang (2005) also allude that perceived ease of use is unlikely to be a determinant of attitude and usage intention. This research, however, does not seek to validate the appropriateness of the different IS innovation models. The researcher however considers the knowledge of the various identified constructs gleaned from theories in psychology and sociology (Venkatesh et al, 2012), to be particularly relevant in exploring the intended case study. 
User resistance is a well-known theoretical construct in the literature on IS innovation and implementation. It is often portrayed in the literature as a normal occurrence to change. Hirschheim and Newman (1988), however, consider this to be a misleading representation of a complex phenomenon and therefore discourage such simplistic description of the construct. The term resistance in the literature usually depicts illegitimate or unjustifiable actions in the light that change is positive. As such the trend has been about eradicating resistance with concentration of studies on overcoming resistance (Keen, 1981). Change is however not always positive as such resistance can be legitimate and necessary to sustain organisational objectives. People resist change for various reasons; desire for continuity, fear of loss of status and privileges, loyalty to renowned systems or general belief in the status quo. In the IS innovation and implementation process, user resistance takes many forms ranging from vicious physical sabotaging of technical systems to simple acts of reluctance to use IS. It also includes subtle and covert organisational political manoeuvring as well as overt aggressive stands taken by stakeholders to discourage the implementation process (Hirschheim and Newman, 1988). 

The manifestation of user resistance at different stages and at different organisational levels in the IS innovation life cycle process has been observed in the literature. User resistance can take place at the systems analysis stage with users reluctant to participate in providing systems requirements. It could also manifest itself at the implementation stage with users unwilling to cooperate with the introduction of the system; and at the operation stage when users refuse to use the system. There is evidence of cases in the literature where user resistance lie dormant through the analysis and implementation stages and manifests later at the operational stages with aggression, disputes, withdrawals and absenteeism (Lucas, 1981). The causes of resistance have similarly been analysed in the literature as numerous and wide-ranging. Some of the notable causes include innate conservatism; a reluctance to change the status quo, some stakeholders prefer to stay with what they were familiar with rather than take up new obligations (Lucas and Spitler, 1999). There is also resistance caused by feelings of uncertainty like losing jobs and prestige as well as resistance borne by stakeholders on the grounds that they were not involved in the change plan. The literature also highlights that resistance could be caused by fears associated with redistribution of resources, as implementation of systems often have links with exercise of power; ownership and control of information (Keen, 1981; and Walsham, 2011). Lack of management support and issues relating to organisational invalidity (mismatch between system features and organisational structure) have also been noted as grounds for resistance (Lucas, 1981). Other factors highlighted in the literature include, poor technical quality of introduced systems, lack of engaging disposition of the designers and the lack of education and training which limits users expectation as to what they system has to offer (Mumford, 1983). In this same light the complexity of the system, owing to the perception of how simple it is to use, has been widely acknowledged in the literature (Venkatesh et al., 2003; and Venkatesh and Bala 2008). In summary the literature expounds that resistance to change is a complex phenomenon with varied causes and manifestations.

The concept of social inertia in IS innovation is another way of explaining the problem situation where irrespective of the efforts made there is no corresponding result. Causes of social inertia in IS development identified in the literature identify with the complexities of organizations and their general resistance to change. Complex organizations are known to be less susceptible to technical change as dramatic changes rarely occur in complex social systems (Keen, 1981; and Kawalek, 2006). A number of authors have supported the idea to deemphasize dramatic changes and advocate a frank political change process that is based on compromise and incremental analysis (Mumford, 1983; Weske, et al., 2004; and Ojiako et al, 2012). Compromise is considered an obligation as it has been identified that remarkable changes cannot be understood by complex systems composed of individuals with restricted rationality. Keen (1981 p. 25) succinctly stated that “only small increments are possible and compromise, far from being bad, is an essential aspect of the implementation process”. The experience of social inertia in IS implementation oftentimes portray managers as being ‘stupid’ and less approving of the importance of  IS. The reality however is that the decision making process for IT/IS is inherently multifaceted, emotional, controversial, poignant and only partially involves a mental judgment process (Keen, 1981; and Walsham, 2011). 

3.7.2 Organisational Change Perspectives 

The difficulties of IS innovation in organisations is an age long discourse which is attributed to the complexities involved in managing the process of change (Kawalek, 2007).  Several authors have judged some IS projects as organisational failures which had hitherto been described as technical successes (Vidgen and Madsen, 2003). As such contemporary literature on the development and implementation of IS have unequivocally recognised the practice as a change management process (Kawalek, 2006; Ojiako and Maguire, 2008; and Walsham, 2011). The significance of organisational change in IS implementation which is essentially also relevant in developing nations is not in contention (Heeks, 2002).  

The literature is replete with several models of change management; Lewin’s three-stage model the Kubler- Ross five stage model, Rodger’s technology adoption curve, the McKinsey 7-S model, Bridges’ transition model, eight steps to change by Kotter, and Prosci’s ADKAR Model. The different models have been identified with different merits and demerits but have generally broadened the understanding of organisation change management (Todnem, 2005). For instance, Rodger’s Technology Adoption model describes the influence of demographic and psychological characteristics on innovation and adoption of new products. The model shows the proportion of different users and the sequence in which they embrace a new product; the first are the ‘innovators’ followed by ‘early adopters’, ‘early majority’, ‘late majority’ and lastly the ‘sluggard’. The innovators are often the smallest in number and the number gradually increases with the early adopters. The early and late majority are the bulk of the distribution while the sluggards are slightly more than the early adopters. The curve is considered helpful on the grounds that it helps in creating an understanding of the variety of the audience of change (Lee et al, 2003). However, the adoption terms of the model are often not accurate beforehand only in hindsight.  The generic lesson taken from the varied change management models is that change management is rigorous, thoughtful and a sensitive planning process, which ultimately seeks to incorporate the people, affected by the changes. Reviewers of the models have recommended realistic, achievable and measurable approaches (Lucas, 1981; Keen, 1981; and Todnem, 2005).
Of the above mentioned change management models, Lewin’s (1940) 3-stage model is age-long and particularly renowned for its simplicity. It has been commonly cited in the literature for consideration towards developing change management frameworks for IS (Keen, 1981; and Todnem, 2005). The three-stage approach include the process of ‘unfreezing’ (creating a climate for change); the transition period of ‘implementing the change’; and then the last stage of ‘refreezing’ which involves institutionalising the changes. The conception of the change process in line with IS innovation is that there is enormous work to be done at the ‘unfreezing” stage which also involves facilitating the involvement of the required stakeholders. The literature indicates that the influence and participation of stakeholders takes a key role in IS development and implementation process (Checkland and Scholes, 1990; Lewis, 1994; Ojiako and Maguire, 2008; Maguire, et al, 2010; and Walsham, 2011). 

There is evidence in the literature of SCM and IS challenges relating to the difficulties involved in managing stakeholders (Kawalek, 2007; Ojiako and Maguire, 2008; and Zhang et al, 2011). Managing stakeholders is, however, another complex phenomenon in the literature. Freeman (1984) identified the dimensions of power and interest as vital considerations in the management of stakeholders. The use of the ‘power-interest’ grid or stakeholders’ matrix have thus been suggested as good analytical tools for identifying and balancing the needs of stakeholders in a bid to facilitate their participation and cooperation (Mitchell et al, 1997). The matrix generally identifies four categories of stakeholders relating to their degree of interest and power influence as illustrated in Figure 3.8. The ‘latents’ (high power and less interest) need to be kept satisfied while the ‘promoters’ who are key players (high power and high interest) need to be closely managed. The ‘apathetics’ (low power and low interest), are the least important and only need to be monitored. The ‘defenders’ with low power but high, interest, however, need be kept informed and showed consideration through involvement (Freeman, 1984; Mitchell et al, 1997; and Fletcher et al, 2003).  The understanding of these categories is considered important in this research that will be dealing with a complex variety of stakeholders. The approach has been identified in the literature as important for strategic planning; identifying the mechanism required to influence various stakeholders, ascertaining possible risks as well as deciding people to be informed and involved at different phases of a project (Ackermann and Eden, 2011).
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Figure 3.8 - The stakeholders Matrix (Mitchell et al, 1997).
The common analyses in the literature accentuate the complexities of organisational systems and the manifold social inertia that inhibits IS innovations. As such previous research dealing with IS implementation focused on tactical issues of creating a climate for change prior to building and institutionalising specific systems (Keen, 1981). Subsequent studies have however focused on strategic questions relating to understanding the causes of social inertia, identifying organisational constraints as well as recognising mechanisms for effecting change (Checkland and Scholes, 1990; Lewis, 1994). Contemporary arguments in the literature have demonstrated the intense political as well as technical processes involved in the development and implementation of IS (Avgerou, 2008; Maguire and Ojiako, 2008 and Walsham, 2011).  The relevance for organisational mechanisms has been identified in the literature to provide stakeholders with authority and resources for negotiation. Studies have elaborated that IS alters relationships and the involvement of stakeholders is critical in the implementation process. It is similarly acknowledged in the literature that IS alters perceived influence, hence, implementation strategies need to recognise how to deal with the politics that often counters IS implementation processes. Markus and Benjamin (1996) adduce that technology skills need to be reinforced with change management skills; communication, negotiation and advocacy in order to facilitate successful implementation of IS projects. 

The literature has widely identified top management support as a recurrent factor that is critical for effective IS implementation (Thong et al, 1996). The notion explained by Kwon and Zmund (1987) is that successful IS requires sufficient organizational resources (this includes funds, technical skills as well as developer and user time) which top management is able to facilitate by virtue of their leadership role. The facilitation of these resources is essential for motivating and subsequently sustaining the IS implementation process. This is crucial towards creating the enabling environment that determines if the implementation process will thrive or fail (Lucas, 1981). The literature acknowledges that top management has the authority to influence other stakeholders and also has the capacity to overcome organizational resistance facilitating IS acceptance. Research findings have identified that top management commitment is a determinant for success or failure of IS implementation and organizational change (Thong et al, 1996).  A supportive top management is more disposed to committing scarce resources to sustain the long-term benefit of an IS project. Visible support of top management invariably encourages positive attitude from other stakeholders’ thereby increasing the likelihood of participation and success. The roles identified by top management towards facilitating IT/IS projects could take the form of managerial guidance in planning, participation in executive steering meetings as well as project development policies (Bruwer, 1984; and Markus and Benjamin 1996).  As such there is sufficient evidence in the literature of cases demonstrating the importance of top management in IS implementation. There are also empirical studies from different types of business validating this position (Bruwer, 1984; and Thong et al, 1996). 

In spite of the exceptional recognition of the importance of top management in the IS implementation process, there are arguments that there are other stakeholders more important than top management in influencing a successful IS implementation process. The study of Thong et al (1996) demonstrated that the role of top management is not as important as that of external IS expertise (eg vendors and consultants) in small business IS implementation. The grounds for the argument included the difference in operating procedures and conditions between large and small businesses. Small businesses purportedly lacked standardized procedures; they suffer from financial and resource constraints and are often limited in professional expertise, hence, they are susceptible to external influences. The literature however similarly demonstrates that these conditions of undefined procedures, financial constraints and unskilled staff are prevalent features in public sector organizations of developing nations (Ndou, 2004; and Goldfinch, 2007). Their findings and recommendations therefore suggested the need to re-examine the role of top management in IS implementation in public sector organizations of developing nations. 

The literature commonly suggests that the central influence of top management within an organisation is essentially not in doubt. Etheredge and Beyer (2011) assert that the realities of organisational life illustrate that top-down directives do not energise people in the front lines. The stimuli for front-liners who deal directly with end users and suppliers in SCM have been identified to be about their day to day emotional commitment to what they do. Building up emotional commitment has been attributed to combining bottom-up change management with the top-down standardised processes.  The literature shows evidence of significant organizational changes led by stakeholders other than top management (Yukl, 2002).  These approaches have been identified as lateral and bottom-up direction influences. Studies have demonstrated that managers use different tactics to achieve different objectives depending on the direction of influence (Yukl et al, 1996). A critical determinant of managerial effectiveness resides in their ability to influence all stakeholders in an organization; subordinates, peers, and superiors (Yukl and Falbe, 1991). A number of influence tactics were identified in the literature as suitable for different objectives and different influence directions. Some of the notable influence tactics identified in the literature are defined below following the works of Yukl (2002) and Kennedy et al (2003). 

Rational Persuasion: Logical arguments and factual evidence are used to show that a proposal or request is necessary to attain task objectives beneficial to the organization.

Consultation: The agent seeks input or active participation from the target in planning a strategy, activity or change for which the target support and assistance are desired.

Inspirational Appeals: The agent makes an emotional appeal to the target’s values and ideals during a request or proposal.

Ingratiating Tactics: The agent uses praise and flattery, or expresses confidence in the target during the influence attempt.

Exchange Tactics: The agent offers to do something for the target in exchange for doing what the agent wants.

Collaboration Tactics: The agent offers to provide resources and assistance, or to share the benefits if the target will carry out a request or approve a change.

Personal Appeals: The agent asks the target to carry out a request or support a proposal out of loyalty or friendship.

Pressure Tactics: The agent uses demands, threats, frequent checking, or persistent reminders to convince the target to do something.

Coalition Tactics: The agent enlists the aid of others, or uses the support of others who are close to the target person, to influence the target to do something.

Legitimating Tactics: The agent seeks to establish the legitimacy of a request or verify the authority to make it; by referring to rules, formal policies or supporting documents.

Table 3.4 below is a summary of Yukl’s (2002) illustration from empirical studies identifying notable influence tactics and indicating the direction in which these tactics have been commonly and occasionally used. This is considered relevant as a guide for potential managers to understand what type of tactics could be employed depending on the objective and direction of influence. The understanding of these concepts is considered important in this research which seeks to proffer a road map for stakeholders towards effective implementation of IS.
	Influence Tactics
	Commonly Used 
	Occasionally used

	Rational persuasion
	Upward influence attempts
	Downward influence attempts

Lateral influence attempts

	Inspirational appeal
	Downward influence attempts
	Upward influence attempts

Lateral influence attempts

	Consultation
	Downward influence attempts

Lateral influence attempts
	Upward influence attempts

	Ingratiation
	Downward influence attempts 

Lateral influence attempts
	Upward influence attempts

	Personal appeal
	Lateral influence attempts
	Downward influence attempts

Upward influence attempts

	Exchange
	Downward influence attempts

Lateral influence attempts
	Upward influence attempts

	Coalition tactics
	Lateral influence attempts Upward influence attempts
	Downward influence attempts 

	Legitimating tactics
	Downward influence attempts

Lateral influence attempts
	Upward influence attempts

	Pressure
	Downward influence attempts
	Lateral influence attempts Upward influence attempts


Table 3.4 – Influence tactics and uses (Yukl, 2002).
Foremost studies on influence tactics were undertaken in the United States; hence, there have been considerations about the applicability of these tactics in other climes (Yukl, 2002).  A study of influence tactics for managers in the United States and China indicated similar results across the two countries; rational persuasion was considered the most effective influence tactic (Fu and Yukl, 2000). In spite of the notable similarities of the perception of influence tactics, researchers have identified significant differences in the views across varied countries and societies. These include issues relating to cultural values and political ideology; hierarchy and concerns for countenance and expression (Yukl and Tracy, 1992; and Kennedy et al, 2003). Subtle differences have also been observed about the interpretation of specific influence tactics. For instance, while meeting in a bar after work to communicate a request in a frank and assertive manner maybe pragmatic in one cultural setting, it could be absurd and considered discourteous in a different setting. As such the literature suggests the existence of a number of culturally specific tactics (Yukl, 1998).
Keen (1981) asserts that there are a number of tactical models for dealing with the resistance of IS implementation in organisations. He described the tactical sense as measures designed for specific projects, which recommend simplicity, phased programmes and clear objectives as vital to facilitating change. The “Up-and-in” (UI) tactical approach has been favoured over the “Down-and-out” (DO) approach. DO involve a formal and lengthy system of planning and project management which emanates from the top and the impact often disperses as it goes down the line prior to making a credible impact. The UI involves small groups and emphasises face-to-face involvement. It works well for small projects and is often limited to practicable incremental change. The DO on the other hand applies to broader strategic processes and has been noted to be seldom successful. The UI approach is therefore considered to be advantageous for organisations were the change is initiated from bottom-up. Nonetheless, there have been calls for the extension of these models to facilitate strategic planning as it purported exist that there is no formal effective model (Keen, 1981; and Lewis, 1994).

Proponents for a strategic model for implementing IS change management advocate the development of contextual system mechanisms for driving the change process (Checkland and Scholes, 1990; and Lewis, 1994). A contemporary theoretical model that underpins this rationale is the OASES methodology developed to tackle system development issues (Maguire et al, 2010; and Maguire, 2013). The OASES methodology focuses on the need to understand the range of change management, behavioural, organisational, financial, system development and information quality problems that confront staff when undertaking the activity of information provision in their organisations. The methodology is the outcome of a series of projects undertaken within various UK organisations over a 16-year period.  The OASES methodology provides step-by-step guidance to support the development of effective IS within suitable organisation structures underpinned by effective and efficient management of information (Maguire, 2013). The researcher considers the robust and up-to-date features of the OASES methodology as appropriate for the proposed management framework in this study. It is given that the OASES methodology was developed following consideration of the UK situation. Consequently, an application of the OASES methodology in another country will therefore require an adaptation that considers that country’s context. This research which explores UK cases as well as a Nigerian case is suited to exercise the transferability and application of such a model from one context to another (Yin, 2003). 

Literature Review Reflection Note – 20 May 2012

Some limitations and gaps were identified from studies in the literature. One of the limitations includes the fact that there is little coverage in the academic literature on public sector IS development, particularly in the developing nations. It is only recently that developing nations began to witness some attention in this regard. While there is obvious research in both IS and SCM, the literature shows that the study of IS in SCM is relatively new and still evolving. The concept holds very significant dynamic potential that will continue to impact on global business trends. 

There is evidence in the literature confirming the complex interactions of human/soft issues in IS implementation with limited understanding about the interactions. Literature confirms that there is a substantial gap between the theory and practice of IS and SCM. This suggests the need for more understanding about the theories and practices of IS and SCM. This research hopes to take a vivid look at the human aspect considerations of IS implementation in SCM with a view to contributing to the understanding of the intricacies between the theories and practices of IS and SCM. 

The challenge of the soft elements in IS and SCM is recurrent in the literature. Four distinct soft aspect elements were identified from the literature in relation to the deployment of IS in a public sector supply chain. These include; ‘IS soft aspects’, ‘SCM soft aspects’, ‘organisational soft aspects’ and ‘management intervention soft aspects’. These soft aspect considerations though distinct are somewhat interlinked and fairly difficult to separate in many instances. For instance, lack of skill manifests itself as an IS attribute as it is observed that IS developers and users lack the required skill. Lack of skill is also manifest as an organisational attribute which is particularly prevalent in developing nations.  In the same way a lack of skill was observed in change management interventions as well as in the application of SCM strategies.  This explains the interrelations of the soft aspects evident in the study.

In reviewing the four distinct soft issues observed, the organisational aspect includes peculiar features of public sector organisations and attributes of organisations in developing nations. The underlying bureaucratic system and structure characterised by the public sector and the more worrisome intricacies of developing nations were among the observed organisational issues. Examples include issues of leadership styles; political, social and economic hindrances; as well as issues of poor planning and coordination. An example of the IS soft issues includes the non-involvement of users; identified as a critical determinant factor for the success of IS implementation. The SCM soft issues include underpinning values of determining collaboration and integration; issues of trust and identifying key members and appropriate links. The last but not the least is the intervention soft issues. Notably, several management strategies have been employed to enhance IS implementation in business management and most of the failures have been similarly hinged on soft issues like poor change management, undefined objectives and leadership styles.

 The complexities of the soft issues necessitated the choice of the employment of a systems thinking approach to undertake the study. The objective is to study the soft issues as a whole and not in isolation. Several other management principles have also been taken into consideration as they are relevant for the employment of IS in SCM. These include the need to standardise processes before automating as well as considerations for the implementation of modest, realistic and functional IS projects. These views will be considered in the development of a proposed management framework.
3.7.3 Abstract understanding of the literature in relation to the study

The mental understanding from the literature about the phenomenon indicates that the deployment of IS in a public sector supply chain is confronted with a ‘block’ of complex interactions of soft issues (this is illustrated in Figure 3.9). These soft issues emanate as from diverse areas; IT/IS, SCM, organisational and management intervention aspects. It is somewhat difficult to place individual issues under specific aspects as some of the issues relate in different ways to each other and often manifest themselves in different forms. The concept holds that the effect of the ‘less understood’ and ‘difficult to manage’ soft issues, often results in undesirable outcomes; user resistance, unattained goals and major shortcomings.  It is therefore essential to understand the workings of the complex soft aspect interactions in order to deliver appropriate management strategies that will result in the attainment of successful projects with the absence of substantial undesirable outcomes.  This will ultimately produce more effective and efficient delivery of services with the potential to enhance development for the organisation as in the aspiration of this study. 















Figure 3.9 – Conceptual framework of literature review reflecting researcher’s perspective of the summary of the literature
The proposition is that it is essential to understand the workings of the complex soft aspect interactions. It is from the understanding of the interactions that appropriate management strategies can be conceived. The appropriate management of the relevant soft issues will invariably result in the project being perceived as beneficial by the stakeholders. It will ultimately result in the attainment of major goals and the likely absence of any substantial undesirable outcome.  In essence it will produce effective and efficient delivery of services with the potential to enhance development (Wilcocks, 1993; Lambert and Cooper, 2000; Heeks, 2002; Gichoya, 2005; Goldfinch; 2007; and Walsham, 2011). 

3.8 CHAPTER SUMMARY

The reasoning of SCM is that effectiveness and efficiency can be achieved in a supply chain if managed in an integrated and holistic manner. As such the use of IT/IS is considered critical for SCM operations in facilitating integration and management of the multiple relationships involved. However, the challenge of SCM is much more than the implementation of IT. In spite of the indisputable impact of IS on SCM operations, the relationship between IS and supply chain performance is not straightforward. The literature shows conflicting results about the IS and SCM association.  This conflict is resolved in the literature with the understanding that there are moderating/interacting effects of contextual factors. These factors, which manifest in different forms in different context, had been largely ignored in researches. As such, the need to understand these contextual factors is critical for the success. These contextual factors include a wide range issues involving people and processes with organisational, economic, cultural and political distinctions. The literature shows that the public sector and developing nation display more complex features, which accounts for the relatively high failure in the context. The study therefore focuses on understanding contextual issues to develop fitting strategies in the context. The literature identified the significance of managing stakeholders as well as change processes; it also provides helpful strategies relevant for the context.
CHAPTER FOUR
RESEARCH METHODOLOGY

There is no ideal way, only a series of compromises…finding the middle ground can often lead to better and more sustainable solutions.  - Jay Conger (1998)
Chapter Three reviewed the relevant literature of previous studies to gain insight into past works related to the study. This was to set a theoretical basis for the research and put the current research in a clear perspective.  This chapter explores the research methodology employed to achieve the objectives of the study.  It vividly enumerates the procedural framework within which the research was conducted (Remenyi et al, 1998). It identifies the peculiarity of the research classification, the underlying paradigm of the study as well as the methods employed in the research. It additionally illustrates the research design, adopted styles and simultaneously demonstrates the purpose for the choice of approach.
4.1 RESEARCH CLASSIFICATION

There are varied schools of thought about the classification of research methodologies. The age old debate about different research methods is replete with diverse perspectives as to how best to conduct research (Amaratunga et al, 2002). Several research classifications have been proposed owing to the diverse perspectives from which researchers have viewed this concept. Some common categorisations include the distinction between ‘quantitative’ and ‘qualitative’, ‘objective’ versus ‘subjective’, ‘deductive versus ‘inductive’ and the ‘predictive/control’ versus the ‘explanatory/perceptive’ approaches (Luthans and Davis, 1982; and Myers and Avison, 1997). These debates centre on two fundamental and opposing schools of thought; ‘positivism’ and ‘phenomenological/interpretative’ approaches. Positivism is associated with the use of quantitative and experimental methods; hypothesis testing, deductive generalisations and the need for independence between the researcher and the subject being researched. On the other hand, phenomenological inquiries are associated with the use of qualitative and inductive methods and approaches; hypothesis generation and the understanding of human experiences (Easterby-Smith, 1991 and Remenyi et al, 1998). 
4.1.1 Quantitative Versus Qualitative Research 

In line with the above schools of thought, two commonly identified research types are quantitative and qualitative research methods. The traditional view holds that quantitative research focuses on numbers that represent opinions or concepts while qualitative research concentrates on words and observations describing people in natural situations (Amaratunga et al, 2002).  Quantitative research methods were initially developed for scientists to learn about natural concepts.  On the other hand, qualitative research methods were primarily developed to enable social scientists to gain knowledge of cultural and social trends.  The shift in IS research from the technological to managerial perspectives orchestrated growing interest in the application of qualitative research methods in the field of study (Myers, 1999). Hence this research which focuses on the wealth of literature relating to the human (soft) aspects of IS implementation is aligned with this shifting trend and interest for the use of qualitative approaches in IS studies.

Stake (1995), aptly differentiates quantitative and qualitative research from three standpoints. First is that quantitative research seeks to ‘explain’ while qualitative research seeks to ‘understand’. Quantitative research takes an impersonal approach whilst qualitative research follows a personal approach. Quantitative research seeks to discover knowledge with the ‘why’ questions while qualitative research seeks to construct knowledge with the ‘what’ and ‘how’ questions (Harling, 2002).  This research adopts the personal approach, qualitative practice; seeking to understand a phenomenon with a view to constructing knowledge.  The approach is appropriate for this research which involves a phenomenon embedded in a complex relationship (Harling, 2002). It is applicable to the objective of the study which seeks to construct knowledge in line with the application of ‘what’ and ‘how’ questions; built on the assertion of the social construction of reality (Searle, 1995).  

4.1.2
Choice of Research Type 

The researcher considered the strengths and weaknesses of quantitative and qualitative research types prior to choosing a research type. The analysis shows that the quantitative approach is fast, economical, suitable for a wide range of situations and relevant for policy decisions. Nonetheless it is rather inflexible and artificial and similarly deficient for understanding processes and generating theories. On the other hand, the qualitative approach is associated with tedious, time-consuming and resource intense data collection, analysis and interpretation processes (Easterby-Smith et al, 1991 and Amaratunga et al, 2002). A major advantage for the choice of qualitative research is the natural rather than artificial data gathering approach. It creates a close collaboration between the researcher and the participants whilst allowing the participants to describe their views of reality (Crabtree and Miller, 1999). The researcher is then better able to understand the participants’ actions from the vivid description of their views of reality . The approach similarly helps the researcher to investigate a change process over time as well as adjust to new issues and ideas as they emerge (Easterby-Smith et al, 1991).  The understanding of the objective of this research was vital in assessing the benefits of employing a qualitative approach over the quantitative type. This is substantiated by the benefits of the well-grounded; rich descriptions and explanations of processes associated with qualitative research (Amaratunga et al, 2002).

4.1.3
The Multi-method Approach 

There are strong suggestions within the research community that it is best to consider quantitative and qualitative research types as complementary; incorporating both to augment their individual shortcomings (Amaratunga et al, 2002). McGrath (1982) and Patton (1990) are of the view that there are no ideal research solutions only a series of compromises. The notion supports adopting multiple methods to suit the needs of individual research, as against the views advocating the use of a single method (Eishanhardt, 1989 and Yin, 1994).  A notable shortcoming in qualitative research is that it is often considered to have low credibility in view of its subjective approach (Easterby-Smith et al, 1991). As such researchers have recommended the employment of triangulation; mixed or multi-method to stem this shortcoming (Yin, 1994). Mixed method and multi-method have been used interchangeably in the literature to mean the same thing. There is however a conceptual distinction between both terms.  While mixed method involves the combination of methods requiring multiple research paradigms, multi-method uses two or more methods that may be restricted to a single research paradigm (Venkatesh et al, 2013).  Triangulation embraces both mixed and multi-method; it involves the use of a combination of methods to study a phenomenon. It is a powerful strategy for enhancing the quality and credibility of research; using convergence of multiple perspectives to ensure that the phenomenon has been thoroughly investigated (Krefting et al, 1990).  The use of triangulation in this study adopts the multi-method approach (Amaratunga et al, 2002; and Venkatesh et al, 2013). This approach will be discussed in the subsequent paragraph. 

4.1.4
Triangulation  

Triangulation broadly refers to the use of a combination of more than one investigator, data source, methodological approach, theoretical perspective or data analysis method to investigate a research question (Thurmond, 2001). Triangulation does not necessarily imply the combination of quantitative and qualitative research methods as there are two constructs of triangulation; ‘within method triangulation’ and ‘between method triangulation’. Denzin (1970), however, identified four forms of triangulation; data triangulation, investigator triangulation, theoretical triangulation and methodological triangulation. As the names imply these involve the use of different data sampling strategies, multiple research investigators in interpreting data, utilising more than one theoretical position to interpret data as well as using a combination of methods for data gathering respectively. This study features elements of the four types of triangulation. The objective of this approach is to reduce the bias associated with single strategies (Bryman, 2013).  This helps to balance out each method to increase the capacity to interpret the findings in order to enhance the validity of the resulting findings. There is a need to state that the researcher believes that triangulation does not validate a faulty study. As such Thurmond (2001), cautions researchers about the appropriate use of the approach. This research has therefore taken this caution into consideration. The choice for adopting triangulation in this research is in line with well-founded grounds proposed by Rossman and Wilsons (1994). This includes facilitating the confirmation/corroboration of research findings, providing richer and more elaborate analysis as well as initiating new lines of thinking; providing fresh insights. The researcher reckons that triangulation has been criticised for subscribing to ‘naive realism’, nonetheless, a number of researchers acknowledge the value and rigour it adds to a research enquiry (Bryman, 2013).  It is in this light that the researcher subscribes to the use of triangulation in this study.

4.2 RESEARCH PARADIGM

There are underlying assumptions that constitute what validates research. These are often referred to as the philosophical perspectives or research paradigms.  Research philosophy relates to the belief about how to gather, analyse and use data in the study of a phenomenon. Easterby-Smith et al (2012) identified three possible merits for exploring research philosophy in a research study. These merits were experienced in the conduct of this study. First, the understanding of research philosophies assisted in refining and specifying the proposed research methodology as well as clarifying the overall research strategy. Secondly, it assisted in the evaluation of different methods thereby enabling an appropriate choice of method. Thirdly, it facilitated forms of innovation and creativity resulting in the selection and adoption of methods previously outside the experience of the researcher.  Discussion on the research paradigm is commonly explained from perspectives of ontology and epistemology. 

4.2.1 Ontology and Epistemology 

Ontology simply refers to the specification of conceptualization (Gruber, 1995). Ontological beliefs are concerned with how the phenomenon under investigation is perceived; if the world is thought to be objective or subjective. That is, if they are independent of humans or primarily exists through human actions (Orlikowoski and Baroudi, 1991). Epistemology on the other hand is referred to as the theory of knowledge; it questions what knowledge is and how it is acquired (Eriksson and Kovalainen, 2008). Ontology is considered as the starting point of research from which epistemology and methods are derived from. According to Guba and Lincoln (1994) the four paradigms of qualitative research are positivism, post-positivism, constructivism and critical theory.  Similarly Orlikowoski and Baroudi (1991) identified three philosophical perspectives of qualitative research based on epistemology. The philosophical assumptions; critical, interpretive and positivist, are considered as guides that influence qualitative research. 
It needs stating that while these various paradigms and perspectives are significantly, distinct, it is somewhat difficult in practice to see a clear cut difference between them. Easterby-Smith et al (2012) therefore emphasise that it is not enough to know the philosophical dimension of a research study. It is however more desirable to understand how the philosophy reflects on the objective of the study; knowing the difference from other available alternatives that could have been adopted. On this note, it is needful to elaborate that this study is not founded on a positivist’s concept which attempts to test theory with the assumption that reality is obvious and can be explained by quantifiable measures (Yin, 2003).  Similarly, it does not align with critical theory which focuses on oppositions, contradictions and conflicts in the modern world (Myers, 1999). The study supports the constructivism perspective (Guba and Lincoln, 1994) which aligns with the interpretivist paradigm (Orlikowoski and Baroudi, 1991); both regarded as sensitising concepts (Blumer, 1954). These concepts steer the interest of the researcher towards the direction to look but not necessarily describe what the researcher will see (Schwandt, 1998). Ontologically, the interpretive perspective does not view the world as objectively known and unproblematic but as an ‘emergent social process’ and thus attempts to understand how and why people make meaning of it. There are no pre-defined variables, as such it focuses on the entire complexity of man’s activity and creativity; reviewing conditions as they unfold (Kaplan and Maxwell, 1994).  
4.2.2
Epistemology and Methodology
The interpretative philosophy is premised on the epistemology that social process is not captured in hypothetical deductions but its understanding requires getting inside the world of those generating it (Orlikowoski and Baroudi, 1991). As such the typical interpretive researcher is located in the fourth quadrant of Easterby-Smith’s (2013) research philosophy grid as illustrated in Figure 4.1. This showcases the researcher as being ‘involved’ with the research subjects with the belief that reality is dependent on observers and can only be interpreted (Orlikowoski and Baroudi, 1991). This approach tries to comprehend concepts from the perception of people.  The researcher is saddled with the need to explain the process of constructing meanings and showing ‘what’ and ‘how’ meanings are personified in the language and actions of social actors (Schwandt, 1998). The proponents of this posture try to understand the world from the point of view of those who live in it (Searle, 1995). The paradigm recognises the importance of the subjective human creation of meaning but does not totally disregard objectivity. The gain of this approach in this study is that it helps one to understand issues in the process and context of the system being considered. It facilitates the understanding of the evolving influence of the system on the context as well as the resulting impact on the system by its context (Walsham, 2011).
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Figure 4.1 – Research Philosophies Grid – Easterby-Smith (2013)
Table 4.1 illustrates the alignment of epistemological research perspectives with the appropriate research methods. The interpretive/constructivist research paradigm characterised by this study involves a convergent research aim which emanates from questions rather than hypotheses or propositions akin to positivism. The research design involves the study of cases and conducting small surveys. The data type incorporates more words than numbers; predominantly employing qualitative, descriptive, and exploratory styles complemented by quantitative descriptive statistics (Easterby-Smith, 2013). 
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Table 4.1 – Epistemology and Methodology - Easterby-Smith (2013)
4.3 RESEARCH APPROACHES
Similar to the philosophical assumptions regarding qualitative research, there are various qualitative research methods employed in the application of qualitative research.  These methods are the basic techniques or strategies employed in line with the philosophical assumptions; for data collection and creation of a research design framework.  Four of the common qualitative research methods include grounded theory, action research, ethnography and case study (Myers and Avison, 1997). The researcher critically considered these methods before adopting a method suitable to achieve the intended objective. The emphasis of the study is not premised on developing substantive theory as characterised by the grounded theory approach (Strauss and Corbin, 1994). As such grounded theory was not chosen for the study. The research basically seeks to understand a phenomenon relating to people and organisations within the broad context in which they operate. As such ethnography was considered a probable method. This is because ethnographic research provides rich insight for human, social and organisational aspects as required in this study. A major characteristic of ethnographic research is the requirement for ethnographers to spend a substantial amount of time to immerse themselves in the life of the people they study (Myers, 1999).  This positive criterion was not considered necessary in this study in view of the time constraint and the researcher’s substantive years of experience with the organisation being studied. In order to ensure research credibility; minimizing the bias of the involved researcher, it was necessary to deliberately incorporate reflexive approaches in the study. The need to incorporate reflexive approaches in balancing the researcher’s level of involvement in the study informed the choice for utilizing case study and action research.  

4.3.1 Case study 

Case study research is somewhat similar to an ethnographic study; the main difference between both of them is the extent to which a researcher is required to immerse his or herself in the life of the people being studied (Myers, 1999). According to Yin (2003), a case study approach is appropriate for studies which seek to answer ‘how’ and ‘why’ questions, studies which involve unravelling contextual conditions and when the boundaries between the phenomenon to be studied and context is not clear. These conditions aptly define the circumstance of this study, hence, the choice for the use of the case study approach. This approach was considered beneficial for the research as it provides tools that afford researchers the opportunity to explore and study complex phenomenon within their context and using different data sources (Baxter and Jack, 2008).  This allows for the issue to be explored through multiple lenses thereby ensuring the understanding and disclosure of the various components of the subject. The approach supports the deconstruction and subsequent reconstruction of various phenomena in the study of individuals or organisations. This flexible and rigorous approach facilitates the development of theory, evaluation of programmes and development of interventions (Yin, 2003) akin to the objectives of this research. 
Case study approaches are applied in both single and multiple cases. Single case studies encompass the intrinsic and instrumental styles. The intrinsic case study deals with unique phenomena with limited transferability while instrumental case studies are done to gain insight and general understanding of a phenomenon using a particular case (Stake, 1995; Yin, 2003; and Baxter and Jack, 2008).  The collective case study is a multiple case study approach which applies the use of a number of instrumental case studies to provide a general understanding of a phenomenon (Harling, 2002). A collective case study approach is employed in this study. It will be used to provide analytical generalisations of the phenomenon in context as opposed to statistical generalisations (Yin, 1994). The evidence of this type of study is robust and reliable; it can be used to predict results for replication (Crabtree and Miller, 1999; and Yin, 2003). The research set-up will provide detailed descriptions of each case followed by the illustration of the analysis across the cases. The concluding interpretative phase will involve reporting the analysis on the lessons learnt and subsequently developing a management framework (Harling, 2002). 

4.3.2 Action research  

Action research is a family of participatory approaches concerned with developing knowledge and change.  It has evolved over the years with different emerging streams focusing on different idiosyncrasies. They, however, share some common key characteristics; contextual sensitivity; production of relevant knowledge and change; promoting participation of people and taking cognizance of political orientation (Reason and Bradbury, 2008). Some are focused on the researcher’s agenda; others are more driven by the participants. Some are primarily motivated by attainment of instrumental goals while some others focus more on the attainment of personal, organizational or societal transformation (Myers, 1999; Reason and Torbert, 2001; and Reason, 2006). However, the distinctive feature about action research is that it is an iterative process of problem identification, planning, intervention and evaluation of the results of actions in order to learn and make subsequent plans (Cassell and Johnson, 2006).  Checkland’s (1991) work is one of the notable IS studies employing action research. There has subsequently been a growing interest for action research in IS studies (Myers and Avison, 1997). Action research is a shift from traditional social science which is premised on outside experts creating knowledge by sampling variables. The movement is towards an active moment-to-moment positing, data collection and inquiry process, which occurs in an evolving, set up (Reason and Torbert, 2001; and Kawalek, 2010). 
The notion of action research is premised on the understanding that creating knowledge is a practical affair. As such, research does not always begin with the identification of a theoretical question. It could originate from issues that confront our lives and affects us in practice (Reason, 2006). This is the case of this research, which did not emanate from a theoretical question. The study came about on the basis of real life issues; a practice driven research. The practical understanding of the problem situation inspired the researcher to review the literature in order to grasp theoretical insights towards classifying and further exploring the problem situation. The identified approach of studying the phenomenon ‘with’ other stakeholders and not just ‘on’ them aligns with the concept of action research – collaborative (or co-operative) inquiry (Heron, 1996; and Reason and Bradbury, 2001). The outcome of this approach seeks to create consciousness and increased knowledge about a situation. It sees change as matter of interpreting knowledge and transforming mindset (Cassell and Johnson, 2006).
Collaborative inquiry is a reflective, interactive process with other stakeholders in order to understand, make sense and develop new and creative ways of looking at things. It aims at learning how to act to change things you may want to change and finding out how to do things better (Heron, 1996; and Reason and Bradbury, 2001). Collaborative inquiry is a form of participation research, which is different from ‘participatory action research’; when the researcher works in a consultancy role to corporate elites. It is a ‘participatory research’ that seeks to address the perceived needs of a particular community in its entirety, as defined in their own terms (Cassell and Johnson, 2006). The emphasis is on the inclusion of those individuals and groups whose perspectives are ordinarily silenced. In this process, the researcher takes a neutral stand as a facilitator who seeks to articulate and offer democratic and emancipatory approaches to inquiry; stressing on the democratic process (Reason, 2006). The approach also gives voice to those traditionally silenced in all aspect of research endeavors and queries the positivist research bias (Heron, 1996; Reason and Bradbury, 2001; and Cassell and Johnson, 2006). 
Reason (2006) identified 4 broad dimensions of action research which can be deduced from an earlier definition which states that action research is ‘a participatory, democratic process concerned with developing practical knowing in the pursuit of worthwhile human purposes…It seeks to bring together action and reflection, theory and practice, in participation with others…(in an emergent form which evolves over time), in the pursuit of practical solutions to issues of pressing concern to people (Reason and Bradbury; 2001, p. 1). Reason (2006) emphases that action research is full of choices and the quality of action research rests on the awareness of these choices as well as their consequences. It is similarly noted that it is not practically possible for an inquiry to completely address the stated four dimensions of action research; pursuit of worthwhile purpose, democracy & participation, ways of knowing and an emergent developing form. This research is primarily focused on developing practical knowledge, however, it attempts to show patterns of alignment with all four dimensions of action research. 
4.3.3 Case Study and Action Research: Hybrid Approach
There are notable similarities between action research and case study; both of which are prominent qualitative approaches which are valuable for addressing practice-based problems. For both approaches the experience of the author is important (Reason and Bradbury; 2001). A notable difference between both approaches is that while case study would involve study ‘on’ people, action research incorporates study ‘with’ people. Action research, as the name suggests, emphasises an active path in which people solve problems in a learning process. On the other hand, case study is more of an intellectual process, where people learn by examining phenomena and variables (Myers, 1997; Yin, 2003; Reason, 2006; and Baxter and Jack, 2008). This research combines the intellectual study process ‘on’ people and processes as well as the participatory study approach ‘with’ people and their contextual process. Hence, the notion of the hybrid case study and action research approach. This approach provides the researcher with a balanced level of involvement in the research. The researcher is actively involved in the research process and at the same time deliberately detached from the situation. This facilitates reflexivity and reduces tendencies of bias resulting from the researcher’s experience which is a major asset in the research inquiry. 

There has been emphasis on ‘work’ in action research with a requisite demand for change outcomes. A narrow view of this concept implies that a research void of a deliberate implementation of a change process is not reckoned as an action research and could be simply termed a case study. Professor Fran Ackermann (Dean of Research and Development, at Curtin Business School) clarified this point following the narration of the methodology of this study at the BAM Conference in Liverpool, 2013. She asserts that action research is a holistic approach to problem-solving with different methods for collecting and analysing data. She notes that the change process of an action research could be subtle like changing of mind-sets. Lewis (1994) also agrees that any situation involving human beings is changed immediately it is studied.  Reason (2006) similarly cautioned that action research is not purely outcome based as it consists of a number of choices.  Action research allows for the use of different research tools in the conduct of an inquiry.  These include among other things, keeping research journals, using questionnaires, surveys, conducting of interviews and case studies (Baxter and Jack, 2008; and Easterby-Smith, 2013). All of these are incorporated in this study that harnesses techniques of action research and case study analysis. This combined approach does not merely seek an immediate practical outcome to the problem situation. Its primary objective is the development of practical knowledge. This is fostered by active learning and investigating the phenomenon within its real life context. It similarly seeks to articulate the voices of stakeholders; incite people to discuss and create space for people to articulate their world in the face of power structures that would have ordinarily silenced them (Yin, 2003; and Reason, 2006). The idea of adopting methodologies aimed at achieving desired research purposes has been generally supported in the literature (Cassell and Johnson, 2006; and Flick, 2007).

4.4 RESEARCH STRATEGY AND DESIGN

A research strategy is the general orientation of the conduct of a study while research design refers to the framework for the collection and analysis of data in a research process. This section illustrates the harmony of the research strategy and design of this study; reflecting on the priority being given to a range of dimensions in the research process (Bryman, 2004).  
4.4.1 Level of Involvement 

The choice of a research method has been largely determined by the need to choose an appropriate style of involvement in this research. Walsham (1995), identified two categories of researchers based on their style of involvement in research; ‘outside’ and ‘involved’ researchers.  In the distinction, the outside researcher is considered as one who applies formal means like interviews to obtain data without any direct involvement in action in the field. On the other hand, the involved researcher, as the name implies is involved as an active observer or action researcher. This distinction is, however, considered a little ambiguous as they represent two extremes which may not aptly define the true situation of a researcher. Walsham (1995), however, reckoned that the level of involvement can be best described as a spectrum with the neutral observer at one end and the full action researcher at the other end. The researcher does not sit on any of the extreme ends of the spectrum; they are neither total neutral observers nor full-fledged action researchers. Following this illustration, the researcher position is represented in the diagram depicted by Figure 4.2. It shows the position of the interpretive/constructionist researcher who is more ‘involved’ than detached; thus tending towards the action researcher.
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Figure 4.2 – Depiction of the researcher’s level of involvement situation (Walsham, 1995).
4.4.2 Theoretical Influence

There are disagreements as to the role of theory in case study applications. Stake (1995), believes that theory can be absent when focusing on a case and its issues, while Creswell (1994) asserts that theory can be applied at the end of the study in which existing theories can be compared with the study results. Yin (1994), however, underlines that theory can be used to guide the study in a probing manner. This research, however, agrees with Harling (2002) that existing theories provide direction and structure to a researcher’s inquiry. Existing theories will, therefore, be employed to direct and structure initial inquiry as well as to filter received data to validate the theories. Care would however be taken to prevent existing theories from stereotyping or influencing the research results (Harling, 2002). Consequently, the research will be sensitive to the paradox between the case situations and existing theory.
4.4.3 Experiential Influence

There are diverse views about the application of experiential knowledge in research. The traditional view holds that inputs from a researcher’s background and identity are biases that alter a research study. As such, proponents of the view recommend that such inputs should be ignored and eliminated. The classic proponents, however, assert that experiential data are valuable components of research that should not be ignored. The concept holds that rather than ignore valuable experiential data on the basis that they could bias research results, such data should be critically explored to elicit the potential ‘gold’ embedded therein (Do et al, 2004). This research reckoned with the fears of the traditional proponents regarding the need to avoid research bias. It however upheld the classic view regarding the benefits of harnessing experiential data.  The researcher therefore followed the reasoning of Peshkin (1988) that researchers should not suppress their primary experience or be swept away and overwhelmed by it. He recommends that researchers should intentionally seek out their subjectivity to be aware of how their experience may be shaping the inquiry. In line with a similar advice of Do et al (2004), the strategy employed in the study was to raise the consciousness of the researchers experience while utilising it as part of the inquiry process.
4.4.4 Reasoning Approach

Two broad and opposite types of reasoning identified in research are ‘deductive’ and ‘inductive’ reasoning approaches. Deductive reasoning which is often referred to as the ‘top down’ approach works from the general to the more specific. It is the popular way of doing scientific research which begins with a theory or topic of interest from which specific hypothesis are drawn and tested to arrive at a conclusion. Inductive reasoning works in the opposite direction, hence often referred to as the ‘bottom up’ approach. It begins with specific observations from which patterns and regularities are detected and further explored to develop general conclusions and theories (Trochim, 2000; and Babbie, 2001). This research which emanates from observation of social realities adopts an inductive approach. The approach aligns with interpretative and qualitative research which upholds concepts of constructing social meanings and generating hypotheses rather than testing hypotheses. (Amaratunga et al, 2002). There have been arguments about the credibility of inductive research as it deviates from the norms of traditional scientific research which involves hypothesis testing. It is more open-ended and exploratory in nature and premised on the belief that knowledge can be produced by collecting facts that provide the basis for generating theories (Easterby-Smith, 1991). 
Crowther and Lancaster (2009), favour the need to value the goal of an inductive research which aims to develop hypotheses and theories with a view to ‘explaining’ empirical observations of the real world. These empirical observations could be obtained from multiple data sources; personal experience or some other observed data and information. As such the inductive approach is credited to be inherently flexible. Flexibility is a major strength of the inductive approach; this translates to its versatile application for different sample sizes, different data types, in research design and its non-requirement for an established a priori theory or hypothesis. The approach is particularly useful for studying human behaviour in organisations (Crowther and Lancaster, 2009), hence, the relevance of the choice of this approach in this study. 
4.4.5 Ethical Issues

There are a number of grey areas faced by researchers in the bid to abide by fundamental ethical principles required in the conduct of research (Walsham, 2006). These issues often arise from a clash between personal and professional interests. For instance, a researcher could overstep the bounds of privacy and confidentiality when desperate about collecting data to facilitate research (Easterby-Smith et al, 2012).  There are diverse research ethics for various research communities, nevertheless the main tenets of research ethics are to protect the researcher and those being researched from unsafe or uncomfortable situations. Four main ethical concerns identified in the literature in this regard are; harm to participants, lack of informed consent, invasion of privacy, and deception (Bryman, 2004). The researcher took necessary steps in this study to guard against such occurrences. Walsham (2006), highlighted three areas of practice to address these concerns; confidentiality and anonymity, working with the organisation and report writing. The approach of the researcher in addressing these three areas will be discussed in subsequent paragraphs. 

(a)
Confidentiality and Anonymity. Confidentiality and anonymity are two related terms often used in research in a manner that erroneously depicts them as having a single identity. Confidentiality relates to principles of privacy and autonomy. The principle of confidentiality in research demands that information regarding the identity of respondents is not disclosed. This is done by ensuring that the respondent’s identity is either anonymised or kept secret. Hence, anonymity is the vehicle that drives confidentiality. It is the process of concealing a respondent’s identity. Anonymity, however, does not cover all the concerns of confidentiality (Wiles, 2014). For instance, there were comments made by respondents which they wanted to be treated as ‘off record information’. They did not want such to be included in the thesis. Such requests were honoured and not included in the write-up as the respondents were assured that their comments would be treated with confidentiality. Such information, however, helped broaden the researcher’s ability to better understand and interpret the overall data.  The respondents were similarly told that analysis of the report will be done in a collective manner and not in personalised form. The researcher, however, acknowledged that while anonymity has been a research norm, there is an increasing demand by research participants to be somewhat identified in research reports (Wiles, 2014). This accepted practice was considered in favour of identifying certain respondents by virtue of their specialised appointment. The inclusion of such details helps readers make sense of the overall story. This however does not completely disclose their identity, as the research organisation was itself anonymous. 
(b)  
Working with the Organisation. One major ethical tension that often occurs in carrying out research in an organisation stems from the gap that may exist between the expressed purpose of the research and the broader agenda of the researcher (Walsham, 2006). A researcher may not have a different agenda from what has been publicly expressed. Nonetheless, organisations occasionally have some suspicion about the possibility of a far-reaching agenda by the researcher. The identification of such breaches by organisations could jeopardise the entire research progress leading to access denial or withdrawal of grants. This is particularly crucial in terms of managing power relations (Walsham, 2006); hence this factor was considered important in this research being undertaken in a sensitive organisation. The researcher, therefore, consistently informed appropriate authorities in the organisation about the workings of the research; as it concerned solving a well-known organisational challenge. This method of keeping authorities informed was in tandem with the collaborative enquiry approach of the research. The approach was helpful in ensuring that there was no perceived gap between the expressed purpose of the research and the broader agenda of the researcher. It was useful for clarifying the organisation’s position on ethical issues relating to confidentiality and anonymity. Another advantage derived from this approach was timely and consistent information gathering. On a broader perspective, it also expedited official bureaucratic processes, which could have ordinarily been prolonged. 

(c)  Report Writing. When writing a report, researchers are often faced with the challenge of how and whether to report ‘bad news’ observed in the organisation. Oftentimes the organisations do not want such information reported. Walsham (2006), agrees that this can be a weighty decision particularly for sensitive organisations. He acknowledged that there is no definite prescribed solution to the challenge but advises that researchers should avoid the tendency to ‘sugar coat’ or downplay findings in order not to offend. It is obviously not a good moral behaviour to evade telling the truth. The application of confidentiality, anonymity and the use of pseudonyms are good approaches employed by researchers to remain objective and fair in their analysis (Bryman, 2004). As such the report writing of this study is underpinned with the use of confidentiality, anonymity, pseudonyms and generalised interpretations. This approach favoured detailed explicit description of the findings while preserving the identity of the organisations and respondents. The process involved a rigorous approach undertaken by the researcher not to short-change the readers in view of the non-disclosure of specific settings. The benefit of this approach favours the concept of transferability and the generalised application of the research (Yin, 2003).  The thesis also includes a preface, which details specificities of the research setting. This portion of writing is however not publicly published bearing in mind the sensitivity. It is made available for specified readers with proviso of ‘the need to know’. 
4.5 DATA COLLECTION

Data collection is simply described as the process of gathering and evaluating information with the objective of answering stated research questions. The process follows a systematic manner, hence Creswell (2002) cautions that data collection procedure must fit with the specific research design and method. He identified phases in the process of data collection peculiar to qualitative and quantitative research types. The combination of the phases; sampling procedures, permissions, information types, forms of recording and the activities involved in the administration of data collection denote the step by step process of data collection. These phases will be discussed in the subsequent paragraphs with respect to the qualitative approach adopted in this research. This will be followed by details of the data collection techniques employed in this study; interviews, surveys, focus group meetings, observations, review of documents and others. 

4.5.1 Sampling Procedures

The initial phase of the data collection process was to determine the people and research sites that can best provide the required information to answer the stated research questions. In qualitative research, this involves a ‘purposeful sampling’ procedure embarked on by the researcher to articulate the required people and research locations (Miles and Huberman 1994; and Creswell, 2002). In this study, the researcher intentionally selected people who had some experience with the key phenomenon and concept to be employed. This was the approach similarly adopted in selecting the research sites; the sites selected were the key locations involved with the activities relating to the explored phenomenon.  This deliberate selection approach was guided by the researcher’s experience in the organisation. Eisenhardt (1989) and Patton (1990), support the use of purposeful sampling approach as against random sampling approach. They adduce that random samples often lead to skewed data with the introduction of sampling errors.  Merriam (2002), confirms that purposeful sampling is the common sampling approach suitable for qualitative research. Stake (1995) and Yin (2003) similarly acknowledge that issues of accessibility, location, and disposition of respondents also influence choice of the research samples. These factors invariably influenced the research sample choices albeit the underlying factor was that the samples were good representations of the overall sample choice. 

‘Maximal variation sampling’ criteria (Creswell, 2002) was employed in the sampling phase. This was to ensure that the sample included individuals representing different perspectives of the central phenomenon. The sample therefore included stakeholders across the hierarchical status; junior staff, middle managers and senior managers. It also covered stakeholders from different professional specialities relating to the phenomenon; IT/IS practitioners, engineers, supply/procurement officers and pilots. The years of service of the participants were also taken into consideration; as such the sample includes stakeholders that had worked for less than 5 years, those who had worked between 5 and 10 years and those who had worked for above 10 years.  The idea was to ensure that the different views were reflected in the research thus providing a good basis for managing diversity (Creswell, 2002; and Flick, 2007). 

The choice of sample size was guided by the need to provide in-depth information from each respondent and site as required in a qualitative research (Easterby-Smith, 2001). Hence, the priority was not about selecting large samples as large samples will typically limit the amount of detail that can emerge from individual respondents (Creswell, 2002). The sample sizes therefore varied with respect to the type of analysis being employed. The pilot study and main study adopted qualitative approaches hence the adoption of sizeable samples; 21 respondents for the pilot study and 30 respondents for the main study (this includes two sets of focus group meetings). The complementary study, which involved a statistical analysis of respondent’s views, had the largest sample of 203 respondents. This larger sample size supports the requirements for a robust statistical analysis. This was to facilitate statistical inferences with the confidence of having samples that reflect the characteristics of the entire population (Creswell, 2002). 

4.5.2 Obtaining Permission

Obtaining permission to collect data is a critical aspect of research which is required to ensure ethical standards for protecting both the researcher and the respondents (Walsham, 2006). Permission to collect data from individuals and research sites are attained from three levels; individuals in charge of the site, individual respondents, and institutional review boards (Creswell, 2002). The researcher obtained permission from these three levels prior to commencing data collection. The individuals in charge of the research sites granted official permission for the research to be undertaken on the research sites. This information was similarly communicated officially to stakeholders within the research sites. The researcher still sought verbal consent from each respondent prior to collecting any information. The respondents were informed that their participation was voluntary and that they were free to withdraw at any stage. They were also told that they were at liberty to decline answering questions they were not comfortable with. The ethical steps taken in this regard, as well as the details of the overall research objective, approach and methodology were presented to the institution’s ethical review board. The procedures were stated in detail to guide the reviewer’s judgement about the adherence to ethical precepts in the conduct of the research. Data collection commenced after obtaining approval from the ethical committee granting permission to progress with the research.  

4.5.3 Information types

The data collection process also requires researchers to consider the type of data they require to answer their research questions. The type of data required will determine the type of data collection technique to be employed in the data collection process (Bryman, 2004; Easterby-Smith, 2001; and Yin, 2003). In this phase the researcher evaluated the possibility of obtaining the kind of data that was required and also considered the relevance of the data type in the research process. This was helpful in the determination of what sources the data were to be obtained from. The researcher weighed the available options to determine the sources that would best answer the research questions (Creswell, 2002).  The type of information required in this study was typical of qualitative data. These included descriptions of situations, observed behaviours, excerpts of documents, details of people’s experiences as well as their thoughts, beliefs and attitudes. The data collection approach therefore sought for open-ended narratives which are typical of qualitative approaches (Patton, 1990). 

4.5.4 Interview strategies

There are three common types of interview approaches in conducting research; structured, semi-structured and unstructured interview types (Bryman, 2004 and Flick, 2007).   Bryman (2004), however, broadly classifies them into two; structured and qualitative interviews. The structured interviewer seeks answers that can be coded and processed quickly while the qualitative interviewer is interested in rich and detailed answers as in the case of this study.  This research therefore employed the semi-structured qualitative interview type to gain rich and in-depth knowledge of the phenomenon being studied. A number of authors attest that semi-structured interviews provides the advantage of flexibility and at the same time allowing the researcher to stay focused on the theme of the research (Walsham, 2006; and Flick, 2007).  

Interviews are susceptible to bias, as such systematic approaches are recommended to facilitate a sound interview process. In this light, the researcher considered some tips recommended in the literature for the preparation and conduct of the interviews in this study. The outcome of the pilot study was invariably helpful in preparing the researcher in this regard for the main study. The interview was properly structured with clear and simple open-ended questions so respondents had the opportunity to offer their views on their own terms (Cavana, 2001). There were initial considerations as to the possibility of respondents being reluctant about eliciting information because of the sensitivity of the organization and the fact that the research was being undertaken in a foreign institution. This was, however, not a major challenge as the respondents recognized the researcher as an experienced person from the organisation who had the responsibility of maintaining a high level of trust regarding the integrity and use of the obtained information. The researcher also made an effort to allay such fears by elaborating on the ethics provisions guiding confidentiality and anonymity of participants and organisations in research. 

4.5.5 Conducting and managing the interviews

The conduct of the interviews often began with creating a rapport with the respondents (Bryman, 2004). All the participants agreed to the recording of the interviews having been duly informed of the issues of confidentiality and anonymity. The researcher assured the respondents that the details of the actual recordings would not be divulged to any party. It was similarly agreed that the materials would be destroyed at the end of the research. These were conditions also discussed with relevant authorities in the organization prior to the commencement of the data collection process. It was gratifying that respondents were often enthusiastic to share some of their profound experiences about the subject matter. Albeit, there were occasions during the interviews were the respondents asked that the recordings be stopped to allow them recount personal details. 
The average duration for most of the interviews was one hour. The shortest interview lasted for about 47 minutes and the longest respondent interview lasted 2 hours 11 minutes; although, this interview was conducted in two different sessions. As stated earlier, most of the interview sessions were recorded on electronic tape. This practice is generally encouraged to assist the researcher in retrieving information after the interview sessions (Miles and Huberman, 1994; Yin, 2003 and Saunders et al. 2011). The researcher found this very helpful as some details that were not grasped during the busy interview process were eventually recalled during the transcription. The transcription process offered an opportunity to relive the interview experience. The period of transcribing the recorded interviews similarly reinforced the comprehension of the details helping the researcher to be better immersed in the data, which is a requisite norm in qualitative research. 
4.5.6 Survey

The purpose of a survey is to obtain information from or about a definite set of a population (Easterby-Smith et al, 1991). Surveys are often popular with quantitative research, which involve variables that can be measured or quantified like height, weight, exam scores, voting etc (Yates, 2004).  However, there are surveys, which may not include variables; these are referred to as normative, status or descriptive surveys (Punch, 1998). This type of survey akin to qualitative research, which involves a systematic procedure of collecting information about a set of cases (people or organisations), was the type adopted in this study. It employed the use of questionnaires and interviews, which are extensively used in qualitative surveys. The success of a descriptive survey was dependent on the essential use of open-ended questions rather than closed questioning. The open nature of the survey created the tendency for lengthy responses associated with qualitative surveys (Easterby-Smith et al, 1991). As such the survey was critical about maintaining focus and minimizing the input of non-essential information. This strategy was important to ensure for data manageability. 

4.5.7 Focus Group

The focus group research technique is a method of interviewing which involves collecting information through group interaction (Cavana et al, 2001). The technique typically emphasises an in depth discussion on a specific theme or topic (Bryman, 2004). Such participants are selected on the basis that they have something to contribute on the topic (Saunders et al, 2011).  The approach is commonly employed in research to save time and resources while trying to interview a number of people. The key interest for the employment of the approach in this research was to observe how people respond to each other’s views in order to create a perspective of the interaction process within the group (Bryman, 2004). There are varied opinions about the appropriate size for a focus group (Schlesinger et al, 1992; Lupton, 1996; Fenton et al, 1998). Morgan (1998) suggests six to ten members as a typical focus group size. Cavana (2001) however asserts that researchers should not be confined by these limits but should rather be guided by the purpose and intention of the focus group. Bryman (2004) similarly acknowledged that larger groups are required when researchers need to use stratifying criteria to cover a wide range of stakeholders. These were the considerations in the determination of the varied sizes of the two focus groups in the study.
4.5.8 Observation

There are basically two forms of research observation; non-participant and participant observation. The distinction between the two types is typified by the distance maintained by the observer from the observed field of study. Non-participant observation involves an approach from an external perspective in which the observer avoids influencing the observed study. This may be done by covert means; hence, the procedure could be ethically contestable (Flick, 2007). The participant observation employed in this research involved a combination of document analysis, interviewing of respondents and direct observation (Jorgensen, 1989). This included field note taking and diary keeping of specific events and observations considered worthwhile by the researcher. Such record keeping are vital elements for the application of triangulation in research. It is also a recommended approach used for conformability audit, which demonstrates the trustworthiness of research (Krefting, 1991). For instance, the researcher took note of the demeanour of respondents during data collection. Relevant deductions were made from these observations which facilitated interpretation of research data; broadening the evidence and explanations in the research. The participant observation approach has been identified by authors as beneficial for studying soft issues relating to IT/IS implementation (Ojiako et al, 2010). 
4.5.9 Review of Documents

The analysis of documentary sources of data is a major approach in social research which qualitative researchers find particularly useful and appropriate for obtaining a contextual research insight (Mason, 2002). In some cases the entire study could be dependent on documentary data (Punch, 1998). This was the case for the review of UK IS projects in this study, which was entirely dependent on documentary data. In addition to the documents explored in this study, some documents were also generated through the research process. These include charts, tables, pictures, drawings, diaries, personal notes and letters (Mason, 2002).  On the whole the use of documentary data was beneficial in this research, which employed a triangulation method of data collection. As such the documentary data collected in conjunction with other data provided an intersecting set of different data types used in the analysis of the interested research phenomenon (Punch, 1998). 

4.6 SENSE-MAKING THEORIES 
This section presents insights of the problem solving methods employed in the research regarding the conceptualisation and exploration of the problem situation. Figure 4.3 presents a model adapted from Barratt et al (2011) to explain the integration of the key concepts employed in the study. The illustration identified the key concepts highlighting the theoretical perspectives incorporated in the research. This included elaborating on the unique insight of each theoretical lens and how they uniquely contributed in the development of the general research questions. The competing and complementary nature of the different concepts were also analysed drawing inferences on the compatibility of the approaches with regards to case-study and action research as they all support the participatory approach of qualitative data collection.  The compatibility of the concepts for qualitative research similarly supported the use of thematic analysis to analyse the data of the themes generated.
The summary of the integration shows that the 3 concepts were used as theoretical lenses in the conceptualisation of the research problem. The problem solving approach of Soft Systems Methodology (SSM) – Mode 2 and Business process re-engineering (BPR) was for ‘sense making’ while the data analysis was conducted using the thematic analysis approach. The Effective Technical and Human Implementation of Computer-based Systems (ETHICS) in addition to providing insight about the problem situation also explained the results deduced from the empirical data. This was reinforced with the details of the research contributions in line with this approach detailed in Chapter 8 about the utility and originality of the research. The preceding paragraphs provides details about the individual theoretical concepts explaining the fundamentals about the concepts; merits and demerits and emphasising on how their application relates with the overall research agenda. 

[image: image17]
Figure 4.3 – Model adapted from Barratt et al (2011) illustrating the integration of key theoretical concepts employed in the study
4.6.1 Effective Technical and Human Implementation of Computer-based Systems (ETHICS) Approach
The Effective Technical and Human Implementation of Computer-based Systems   (ETHICS) is a socio- technical approached developed by Mumford (1983; 1995). Socio-technical approaches focus on the relationship of three elements of organization; social system, technical system and external environment. The social system involves stakeholders while the technical system is made up of tools, knowledge and resources required to work. The elements of the external environment are the consumers of the organisation’s products or services (Mumford, 2003; 2006). Mumford, (1983) asserted that economic and technical objectives have traditionally dominated the rational for IT/IS innovation. In the traditional approach man is seen as an extension of the machine. ETHICS opposes this philosophy and aims to achieve a better balance between technology and people. It does not follow a simplistic notion of adjusting people to technology or technology to people; it involves shaping both sets in a way as to achieve the best match. The approach advocates the maintenance of the connection between these systems as a necessary requirement to achieve the highest level of productivity. 

The ETHICS methodology, which follows this idea, is based on a participative approach aimed to foster genuine user participation by providing inputs for the design specification of a project up to the evaluation of the designed prototype (Vidgen and Madsen, 2003). The view holds that technology must fit with social and organisational factors. It propagates improving quality of work life and enhancing users’ job satisfaction. Mumford adduced that many traditionally performed system implementations failed as a result of the focus only on technical and economic objectives.  This approach sees the development of computer-based systems from a change management perspective, which involves conflicts of interest between the actors involved in the process.  It explains that conflicts do not only manifest themselves between management and workers but also often exist within the management team as well as amongst the workers. The successful implementation of new systems is therefore a process of negotiation between the affected and interested parties. It incorporates a framework for job satisfaction, which includes five dimensions; knowledge fit, psychological fit, efficiency fit, task fit and ethical fit.

The approach has been criticised as being impracticable. Opponents argue that users lack the knowledge and skill to develop IS systems.  Mumford however defends that users have the skill to know what their own work and system requires. The approach has similarly been criticised for adding to the complexity of IS development as its participative approach is reckoned to be both time and resource consuming (Stahl, 2013). Mumford similarly admits that the process is not easy but the outcome is beneficial. The intrinsic and moral value of listening to user stakeholders towards improving knowledge base and information flow in IS innovation has been extensively acknowledged (Stahl, 2013; and Ellen, 2014). Current discourse along this line includes the concept of ‘responsible research and innovation’ (RRI), which aims to ensure desirability and acceptability of research processes and products (Von Schomberg, 2011; and Owen et al., 2013).  This study does not adopt the ETHICS step-by-step method but aligns with its fundamental tenets of developing IT/IS resources while maximising social benefits. There are recent management frameworks developed in line with this consideration (Maguire et al, 2010; and Stahl, 2013).

Vidgen and Madsen (2000) acknowledge that there is a wide acceptance of the need for socio-technical design in the academic community but reckons that there is little evidence of its adoption by practitioners. The use of ETHICS was however successful in the development of Digital Equipment Corporation's XSEL, an expert system for their sales offices which helped to configure hardware systems for particular customers (Mumford, 1989). This research agrees with the underpinning values of this approach defined as one which ‘recognises the interaction of technology and people and produces systems which are both technically efficient and have social characteristics which lead to high job satisfaction’. These values are in tandem with the objective of this research; as such the principles will form part of the considerations guiding the development of a management framework in this research. Another consideration for the development of the management framework was about the details of the management processes required in the framework. As such there was the need to consider theoretical concepts in this regard that are relevant to organisational IT/IS innovation.  

4.6.2 Business Process Re-engineering and Business Process Management 

Business process re-engineering (BPR) is a management technique promulgated by Hammer (1990) that radically transforms an organisation for dramatic improvement (Akhavan,Jafar and Al-Ahmadi, 2006). Hammer claimed that the major challenge of managers was to eliminate all forms of works that do not add value to a process rather than using IT/IS to automate the process.  The idea is that operations and processes should be simplified and standardised before automation with IT/IS. Automating existing processes with IT/IS may lead to a more efficient way of doing the wrong things (Hammer and Champy, 1993; Gunasekaran and Nath, 1997). The key to productivity in line with BPR is working ‘smarter’ (Akhavan-Jafar and Al-Ahmadi, 2006). Working smarter entails shortening the time it takes to accomplish a task. IT/IS therefore plays a leading role in BPR; not merely by automating processes but by redesigning processes and discovering more efficient ways of doing business.

At the heart of BPR is the need for managers to think differently and break off from old work structures, which are considered obsolete to current technological trends.  It is about challenging old norms and creating radical changes as opposed to incremental adjustments or trying to adapt existing processes to new circumstances. BPR subsequently gained support from Davenport and Short (1990) and has been widely adopted by firms striving to achieve competitiveness.  There are supporting claims that combining business process thinking and IT/IS leads to cost reduction, reduced lead-times, better output quality, better definition of duties/roles, identification of areas of optimisation which translates to the empowerment of staff by enabling them take greater responsibility and control of their output and bottlenecks (Davenport and Short, 1990; Gunasekaran and Nath, 1997; Lambert and Garcia-Datugue, 2005; and Davenport, 2013).

BPR dramatic change could imply the overhaul of organizational structures, change of management systems, re-definition of employee responsibilities and alteration of performance measurements. It could also include changing incentive systems, skills development, and the use of IT/IS. It therefore has the potential to impact on probably every aspect, which could cause results ranging from enviable success to complete failure.  While there are several results of BPR successes there are also reports of failed BPR projects. Akhavan-Jafar and Al-Ahmadi (2006), highlight that an estimated 70 per cent of BPR projects fail for varied reasons including internal organisational problems and the view that an IT/IS organisation is an obstacle to innovation.  Hammer (1990) attributes BPR failures to poor change management and leadership styles. This point has been acknowledged in the literature attesting that the management of the human (soft) element is a major aspect to be considered for BPR to be successful (Larsen and Myers, 1999). 

Critics of BPR adduce that it dehumanises the work place and increases managerial control to justify downsizing.  Reports from critics coupled with the misuses of the concept gradually led to the waning of the BPR concept. The business process principles have, however, continued to be widely accepted. This subsequently paved the way for the emergence of the concept of Business Process Management (BPM) which has gained much attention in the business world but has yet to be well grounded theoretically (Trkman, 2010). BPM entails ‘supporting business processes using methods, techniques, and software to design, enact, control, and analyse operational processes involving humans, organizations, applications, documents and other sources of information’ (Weske, et al., 2004; and Jeston and Neils, 2014). BPM unlike BPR, which calls for radical obliteration is more practical, iterative and incremental in fine-tuning business, processes (Ko, 2009).  The support for BPM’s incremental changes is validated by the claim that lots of radical BPR projects fail while there is evidence that incremental projects are more likely to succeed (Weske, et al., 2004). This research identifies with the business process principles, which consider the need for standardizing and simplifying processes before automating with IT/IS. While it appreciates the need for radical changes that could facilitate improvements, it is however not disposed to its substantial negative consequences in line with the human aspect considerations. It therefore upholds the basis of incremental adjustment proposed by BPM. The understanding of these human complexities involved in IT/IS innovation process similarly motivated the interest to explore a theoretical concept that is beneficial for making sense of the complex realities involved in IT/IS implementation.  

4.6.3 Soft Systems Methodology Approach

Soft Systems Methodology (SSM) is an organised way of tackling ill-defined and ‘messy’ real world situations. It is a methodology that employs systems thinking which enables it to be highly defined. Nonetheless, it is flexible in use and broad in scope. It uses systems concepts like other systems approaches, such as emergence, control and hierarchy (Checkland, 1981; and Checkland and Scholes, 1990). Kawalek, (2010) notes that systems analysis holds profound benefits in understanding and organising IT/IS complexities but has been largely ignored as a conceptual tool in this regard. It is notably distinct in employing the concept of a human activity system as well as in expressing phenomenological models. There is, however, evidence of its successful use by a variety of management practitioners in the UK; including on a significant number of computer-based IT/IS projects. It has proved to be exceptionally relevant to IT/IS design and development (Walsham, 2011).  It has a very impressive track record and has been successfully used in several different interventions and found to be particularly flexible (Lewis, 1994).  SSM, which has been undoubtedly influential, has also got its fair share of criticisms. It has been criticised for ignoring the constraining effects of existing power relations, and thus favouring the interests of those in authority. Checkland, however, disputes this notion stressing that radical change can be achieved through SSM (Walsham, 2011). SSM is intrinsically a collaborative approach and practical users involve other people in the process of problem handling (Checkland and Scholes, 1990).

Considering the flexibility of SSM and its application in different situations and varied ways, it is somewhat difficult to make sense of what it actually is and how to employ it (Lewis, 1994). The conventional seven-stage model of SSM presents a sequential process for problem solving as shown in Figure 3.7. In the seven-stage model, the first and second stages involve entering, exploring and defining the problematic situation in a real world context. It entails getting as much information as possible and expressing the problem and its relationships using rich pictures. The third stage goes into systems thinking which entails formulating root definitions of the relevant systems of purposeful activity. It implies using the CATWOE technique to construct descriptions of human activity systems. The fourth stage entails building conceptual or logical models of key activities and processes to satisfy the named root definition. The fifth stage then involves comparing the conceptual models with reality in the real world situation.  In the stage six, an assessment is made of the required possible changes, verifying that they are desirable and culturally feasible.  The last stage involves taking action to improve the problem situation (Checkland and Scholes, 1990; Checkland; 2000 and 2001). 
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Figure 4.4 - The conventional seven-stage model of SSM.
This research however does not adopt the step-by-step process of the 7-stage SSM process but adopts the Mode 2 SSM concept whereby the users internalise the methodology employing it as a way of thinking as an insider within the situation. The Mode 2 is used as an adapted way of thinking and managing interactions in daily work. It is more flexible and allows its users make sense of their experience from within the fluidity of everyday life. The key point is the internalization of SSM devices (Checkland and Scholes, 1990; and Gold, 2001). This study uses an SSM tool (rich picture) for sense making. It employs a storytelling approach, which is identified as a suitable accompaniment of the Mode 2 SSM to convey the inferences through a reflective and on-going learning process (Lewis, 1992; and Gold, 2001).  As such, the review of key interventions and management strategies suggested that SSM, ETHICS and BPR were useful theoretical lenses for exploring the problem situation. 
4.7 DATA ANALYSIS

Qualitative research generates rich and robust data but the irony is often associated with the difficulties in making sense and analysing the usually cumbersome data. Bryman (2004) identified analytic induction and grounded theory as two general strategies employed in qualitative data analysis. Analytic induction seeks universal explanations of the phenomena. The result of this approach has been criticised for its limitation in providing useful investigation guidelines as well as explanations about the conditions necessary for the observed phenomenon to occur. Grounded theory, however, overcomes these limitations. Nonetheless, it is also criticised for having the tendency to fragment data. These criticisms gave preference to the use of ‘narrative analysis’ which is an approach gaining much acceptance on the basis that it does not result in data fragmentation (Bryman, 2004). 
The term narrative analysis covers a wide variety of approaches employed by researchers to explore stories of people to understand their lives and the world around them. Riessman (2004) identified four models of narrative analysis; thematic analysis, structural analysis, interactional analysis and performative analysis.  Of these models, thematic analysis, which is the approach chosen for this study, is rated the most common method of analysis in qualitative research (Harden and Thomas, 2005; and Guest, 2012). Professor David Wainwright, a professor of Information Systems, favoured the use of thematic analysis to analyse the data obtained in this study. He made this remark at the UK Academy for Information Systems (UKAIS) conference in Oxford, 2013, following the presentation of this study. He maintained that the use of thematic analysis is well suited to enable the researcher manage the potentially large data set while identifying the recurrent themes providing answers to the research questions.
4.7.1 Thematic Analysis

Thematic analysis is well known for its application across a range of theoretical and epistemological approaches (Harden and Thomas, 2005).  It is renowned as a widely used but rarely acknowledged method (Braun and Clarke, 2006). The approach has also been recommended as the first foundational method of analysis that should be taught to researchers because it provides the core skills useful for the conduct of a variety of qualitative approaches (Smith and Osborn, 2003).  The key advantage for the employment of this approach in this research is its flexibility in tackling diverse and complex analysis associated with qualitative studies. The method identifies, examines and records patterns within the data. These patterns, also known as themes, bear descriptions of the research phenomenon associated with a specific research question (Daly et al, 1997).  The method helps to organise and describe a data set and goes further to interpret various aspects of the research topic (Harden and Thomas, 2005). 

4.7.2 Demarcation of thematic analysis

Thematic analysis has been labelled as one of the potential methods for research synthesis associated with ‘meta-ethnography’ and 'meta-synthesis'. Albeit, there has been confusion as to what the method precisely involves (Dixon-Woods et al, 2005; and Harden and Thomas, 2005). The flexibility advantage of thematic analysis has been criticised for lacking clear-cut guidelines as to how the method should be carried out. Indeed, the poor demarcation of the method has allowed for diverse opinions as to how it should be conducted. Critics therefore describe it as a poorly branded approach where anything goes. The irony remains that a lot of the analyses conducted in research are essentially thematic but often claimed as something else like discourse analysis or content analysis (Braun and Clarke, 2006). There have thus been calls to delineate thematic analysis (Attride-Stirling, 2001); explaining what it is and detailing the process for conducting it. In response to these calls there have been laudable efforts providing active choices for thematic analysis users on how to utilise the flexibility of the approach without being constrained or losing the key advantages of employing this approach (Harden and Thomas, 2005; and Braun and Clarke, 2006). This study is premised on the delineation provided by these works.

Thematic analysis is different from other qualitative analytical methods like discourse analysis, content analysis and grounded theory that seek to describe patterns. Though some of these approaches overlap with thematic analysis, the unique feature of thematic analysis is that its users do not need to subscribe to any implicit theoretical commitment or technological knowledge akin to grounded theory. The approach is not joined to any prior theoretical agenda (Smith and Osborn, 2003). Thematic analysis is a realist method that reports the experiences and meanings of participants. It follows a constructionist approach that examines the ways in which reported events; realities and meanings interact within a society. Its contextualised technique acknowledges the meanings of individual accounts as well as how the broader communal contexts impinge on those meanings.  The approach of thematic analysis however maintains a focus on substantiality; hence it is also important that the theoretical position of a thematic analysis is made clear. This research adopts this transparent approach, which is reckoned as a hallmark for a good thematic analysis (Harden and Thomas, 2005; and Braun and Clarke, 2006).

4.7.3 Thematic Analysis Process

The thematic analysis process, emphasis is on ‘what’ was said rather than ‘how’ it was said. It involves creating meaningful patterns from categorising identified themes through a six phase coding process; data familiarization, code generation, identifying themes, reviewing themes, defining themes and then producing the analysis (Braun and Clarke, 2006). This 6-phase process is instructive in providing insight on the conduct of the data analysis process of this study.

(a)
Data Familiarization. The first phase of thematic analysis requires an in-depth knowledge of the data. There is often a temptation to gloss over this phase considering the rich data involved in qualitative research. Hence, it was instructive to use smaller data samples as much as possible; data sizes that were practicable to fully comprehend (Braun and Clarke, 2006).  This consideration was vital in this research with the understanding that it is a prerequisite in thematic analysis for researchers to be fully immersed in the data prior to coding. The interactive process of data collection employed by the researcher in the conduct of this study facilitated good knowledge and familiarity with the data. This included the transcription of the recorded interviews helping the researcher to re-live the data collection process. This phase was essentially marked with repeated active reading of collected data in a bid to search for meanings and patterns from the data. Latent themes and patterns were shaped in this process as the researcher began to make ideas of the coding and potential themes. Hence, it was essential to take notes in the conduct of this phase (Punch, 1998; and Yates, 2004).    

(b)
Code Generation. The critical consideration in code generation is to know what counts as a pattern or theme. After the process of data familiarisation and drawing up a list of probable interesting ideas, this phase subsequently involved generating initial codes from the data (Braun and Clarke, 2006). The codes identified were features in the data that were of interest to the researcher and had meaningful interpretations in relation to the phenomenon under study. This phase was characterised by an interpretative analysis process of organising the data into meaningful groups (Boyatzis, 1998). The codes generated were essentially dependent on the data; more data driven than theory driven. The aim was to identify peculiar features of the data set and not really aiming to code the entire data content (Tuckett, 2005). The coding process was done manually; writing notes on texts while working through the entire data as well as using highlighters/coloured pens to indicate potential patterns. After the initial identification of codes, data extracts were subsequently matched up to showcase the codes (Braun and Clarke, 2006). The rigour demonstrated in this phase was ensuring the collation of actual data within each code to avoid losing context, as this is one of the common criticisms of thematic analysis (Bryman, 2004).  
(c)
Identifying Themes. The distinctiveness of a theme is not essentially dependent on measurability but on how it captures important details in relation to the research questions (Braun and Clarke, 2006). Following the code generation process, the next phase of the analysis was centred on the broader level of themes and not just the codes. The phase involved the collation of different coded data extracts to form an overarching theme. Visual representations in form of thematic maps were used to sort these different codes. This process culminates with analysing the relationship between codes, as well as relationships within and between themes and coming up with a sense of significant themes (Boyatzis, 1998; Tuckett, 2005; and Braun and Clarke, 2006).
. 

(d)
Reviewing Themes. After identifying some significant themes from the data, the next phase of the thematic analysis process entails refining the identified themes. It is a two level process that requires reviewing and redefining the themes. In this phase some of the previously identified themes were considered to be inconsequential as there was limited data to support them. Some of the themes were merged into single themes while others were separated to form separate themes (Patton, 1990). The rigour of this process entailed reading all the collated extracts for each themes and checking if they had logical patterns. The extracts from themes without logical patterns were reconsidered for inclusion in other already existing themes or for the creation of new themes. Those that could not fit these options were considered problematic and discarded from the analysis (Braun and Clarke, 2006). The validity of the extracts with logical patterns was then considered in relation to how they worked with the entire data set. The themes that did not fit the data set were further reviewed; hence the process was marked with continuous reviews and recoding.  The decision to stop the apparently endless review and recoding process was when the researcher perceived that further refinements was not going to add substantial value to the analysis (Bryman, 2004; and Braun and Clarke, 2006). 

(e)
Defining Themes. The defining phase of the thematic analysis process determined the essence of each of the identified themes in relation to what aspect of the data set they captured as well as how they related to the research questions (Braun and Clarke, 2006). A detailed analysis giving the story behind each theme was written.  The emphasis was to showcase how each theme fitted in the overall story that the data was telling in line with the research objective and research questions. At the end of this phase the themes had been clearly defined. The test for this phase was the ability to describe the scope of each theme in a couple of sentences (Braun and Wilkinson, 2003).  The definitions of the observed themes as the identified theoretical constructs of the research framework are detailed in Chapter 7.
(f)
Producing the Analysis. The production of the analysis commenced with the establishment of well-defined themes. The objective of the analysis was to tell the complex story of the data in a way that the readers would understand. To achieve this, the analysis was designed to be concise, coherent, and logically providing interesting accounts for the readers within and across the themes. The analytical approach of this phase went beyond proving descriptions of the data. The narrative analysis highlighted vivid examples to illustrate the story the data was telling; presenting arguments in line with the research objective (Tuckett, 2005; and Braun and Clarke, 2006).  

Figure 4.4 gives a highlight of the methodological research process as documented in each chapter of the thesis. Chapter 1 demonstrated that the study is practice led with details of experiential knowledge of the problem situation. It also accounts for the approach taken to review the Nigerian contextual situation in Chapter 2 and the exploration of the theoretical landscape in Chapter 3. Chapter 4 highlights methodological considerations; sense making technique, research conduct and method of analysis. Chapter 5 and 6 gives an account of the application of the methodology in the 3 distinct phases; pilot study, main study and complementary study. This follows the approach for analysis with the presentation of results in Chapters 7 and Chapter 8. 




Figure 4.5 – Methodological Framework.
4.8 CHAPTER SUMMARY 

The overall methodology adopted in this paper is based on methodological pluralism that involves the use of multiple methodologies (triangulation) to allow a clearer and more detailed picture of the issues being investigated (Sweeney et al, 2015).  This is in response to calls in the literature to incorporate the use of strong qualitative components to generate deep and rich insights into phenomena associated with the SCM and IT/IS implementation practices (Seuring, 2005; Stock et al, 2010; and Walsham, 2011).  Reflexivity was a critical element in the conduct of the case study- action research with a view to minimize all forms of bias to enhance trustworthiness and authenticity of the research. The inferences from the study were in 2 dimensions; on one hand was the democratic and emancipatory process of presenting the views of the respondents. In this process the researcher takes a detached stance and presents the voices of the respondents. On the other hand was the presentation of the researcher’s reflections and interpretation of the data. A thematic analysis approach was helpful in outlining the findings. Figure 4.5 illustrates a summary of the research framework in this light.
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Figure 4.6 - Research Framework

CHAPTER FIVE
REVIEW OF UK PUBLIC SECTOR IT/IS PROJECTS
“The more you know about the past, the better prepared you are for the future” - Theodore Roosevelt
Chapter 4 elaborated on the underpinning research paradigm, methods, strategies and systematic approaches guiding the conduct of the research. This chapter presents the first phase of the case study research which explores UK Public Sector IT/IS projects. The purpose of the study in this chapter was to gain practical insight of the issues relating to the phenomenon under review from a UK perspective. This was to serve as a prompt for the exploration of the Nigerian case.

5.1 UK GOVERNMENT IT/IS PROJECTS AND PROCUREMENT ACTIVITIES 
The UK Government started the use of IT/IS in the 1950s for routine administrative tasks and complex calculations. By the 1970s and early 1980s more ambitious IT/IS projects had been undertaken. In the late 1980s and early 1990s Government had been involved in larger IT/IS contracts with a trend showcasing a dependence on IT/IS (UK Parliament Report, 2012). The public sector expenditure in 1998-99 was in the region of £7 billion for IT/IS hardware and software and the maintenance of related services. A large proportion of this amount was spent in the defence, health and education sectors. Figure 5.1 presents the UK Government expenditure on IT/IS procurement, maintenance and services for 1998-99 in the various sectors. The UK Government had reached the conclusion that decisions associated with IT/IS implementation were critical to the success and development of business activities and the efficiency of public service delivery. The consideration was that IT/IS issues were to be treated in tandem with other work aspects and not in isolation. This is because failure to deliver IT/IS systems had shown profound effects on other aspects of public life (Collins, 2007; and Maguire and Ojiako, 2007). Hence, the rationale for the UK Committee of Public Accounts and the Comptroller and Auditor General to examine UK IT/IS projects with a bid to improve on the delivery of Government IT/IS projects (UK Parliament Report, 2012).  
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Figure 5.1 – IT/IS 1998-99 expenditure by sector (figures in £bn); Total £7.1bn 

Evaluation of public sector projects is often replete with ‘bad’ news of recurrent failures. However, the 2013 report from UK’s Major Project Authority (MPA) indicated that the successful delivery of more than half of the projects reviewed was probable and highly likely (Hall, 2013). There was uncertainty about the deliverability of only 16 per cent of the projects. This was an improvement from the reports from two years back which showed that only 30 per cent of the projects were likely to be successfully delivered. The researcher notes from the report that the transparency policy promoted by Government to ensure openness and accountability for public money spent was identified as a critical factor for the improvement. Reports from the UK Cabinet Office showed that the central Government spent £61 million a year on computers with over 460,000 desktops and 60,000 laptops supplied by 13 different service providers (Green, 2010). The findings from the report highlighted that IT/IS related commodities were bought at significantly different prices. The recommendation was for the need to save costs by being lean on suppliers and buying directly from the vendors (Quicke, 2010).  The reports similarly highlighted poorly negotiated IT/IS related contracts as a major reason for the wastage in public sector IT/IS spending. This underpins the associated complexities involved with IT/IS procurement and supplies in the public sector as identified in this study.
There was, however, a positive report about the use of IT/IS in controlling Government procurement and supply chain from the Efficiency and Reform Group (ERG) formed to cut UK deficit. Government reportedly saved £500 million with IT/IS spend controls moving government services and transactions to digital platforms (Scott, 2013). An additional £2 billion was saved in procuring common goods and services and renegotiating large government contracts which would have involved IT/IS spending. The same report highlighted that £126 million was saved through using framework agreements for telecoms services with a further £4.2 million gained from merging the DirectGov and Business Link websites. The overall spending by Government reduced by £10 billion and was estimated to be 82 per cent higher than 2012. This positive result underpins the aspiration and rationale for this study which seeks to gain knowledge about optimizing business and supply chain functions with the use of IT/IS in the Nigerian public sector.   
5.1.1 Selection of the projects and conduct of the review 
This study reviewed 2 categories of UK public sector IT/IS projects; the first category included 25 older projects established between the mid-1980s to early 2000s and examined by the Committee of Public Accounts with the Comptroller and Auditor General. These include public sector IT/IS projects from all the major sectors like defence, health, education, agriculture, immigration and Inland Revenue. The second phase considered more recent Government IT/IS projects. The review explored the assessment of 191 transformative projects assessed by the MPA in 2013, focusing on the ‘red flag’ IT/IS projects. The aim was to present a holistic and updated account of the problem situation about UK Government IT/IS projects.  Eight of the 191 projects were flagged ‘red’ indicating that the projects had major issues that did not appear to be manageable or resolvable; hence, they required an overall viability reassessment. Four out of these eight projects were IT/IS projects (Hall, 2013). These were the projects reviewed in the second category with an additional on-going project; the National Programme for IT/IS (NPfIT) in the NHS project (Baldwin, 2014). This made a total of 30 projects reviewed in this study; 25 older projects and 5 recent projects. The approach of choosing contrasting cases (older and more recent IT/IS projects) has been acknowledged as good research practice in case study analysis (Flyvberg, 2006). 
The analysis of these two extreme cases in this review was to establish if lessons learnt from older projects had been useful in the implementation of the recent project. The objective of the review is in line with the overall research objective set to explore the human aspect considerations of IT/IS Implementation in the public sector. The evidence of this report helped to identify the soft issues prevalent in the UK setting and also to understand how they manifest. There is evidence that the review of these projects are not mere representation of isolated cases but bear lessons that are indicative of typical Government IT/IS projects implemented within these periods (Baldwin, 2014). The choice to review the older 25 projects underpins the need to obtain prime insight about the workings of Government IT/IS projects in the UK. The report analysed the rationale for the launch of projects, the problems experienced; the resulting impact as well as the lessons learnt from the problems. The earlier projects identified with the initial stage of IT/IS development in the UK while the recent projects showed the development trend of more advanced and complex IT/IS projects. The older projects gave a picture of what it took to initiate IT/IS projects while the later projects illustrated the situation involved in upgrading existing projects. The review of the older projects gleaned relevant information beneficial for the Nigerian public sector. This is bearing in mind that IT/IS development is still in its infant stage in Nigeria. The review of the recent projects was also helpful to project future trend for the Nigeria setting. The list of the 30 projects reviewed in this study is detailed in the Table 5.1; highlighting the official reports, project description and research ID used in this study annotated ‘UKISP’ from 1 to 30.  

	Serial
	Report 
	Project
	Research ID

	1.
	HC 812 1998-99
	The United Kingdom Passport Agency 
	UKISP-1

	2.
	46th Report 1997-98 and 22nd Report 1998-99
	The National Insurance Recording System (NIRS)
	UKISP-2

	3.
	HC 277 1998-99
	The Immigration and Nationality Directorate Casework Programme
	UKISP-3

	4.
	18th Report 1998-99
	Ministry of Defence: Project Trawlerman
	UKISP-4

	5.
	HC 371 1998-99
	The 1992 and 1998 Information Management and Technology Strategies of the NHS Executive
	UKISP-5

	6.
	20th Report 1998-99
	Home Office – Handgun Surrender and Compensation
	UKISP-6

	7.
	25th Report 1998-99
	Ministry of Agriculture Fisheries and Food: Arable Area Payments Scheme
	UKISP-7

	8.
	HC 155 1998-99
	Council for the Central Laboratory of the Research Councils (CCLRC)-Integrated accounting system
	UKISP-8

	9.
	62nd Report 1997-98
	The Purchase of the Read Codes and the Management of the NHS Centre for Coding and Classification
	UKISP-9

	10.
	58th Report 1997-98
	Benefits Agency: Jobseeker’s Allowance 
	UKISP-10

	11.
	58th Report 1997-98
	Benefits Agency/Post Office Counters Limited: Benefit Payment Card
	UKISP-11

	12.
	52nd Report 1997-98
	Intervention Board Executive Agency: Integrated Accounts project 
	UKISP-12

	13.
	27th Report 1997-98
	Department Social Security: Measures to Combat Housing benefit Fraud
	UKISP-13

	14.
	33rd Report 1997-98
	Crown Prosecution Service
	UKISP-14

	15.
	7th Report 1996-97
	The Hospital Information Support Systems Initiative
	UKISP-15

	16.
	HC 11-v 1996-97
	Northern Ireland Vehicle System Replacement Project
	UKISP-16

	17.
	24th Report 1996-97
	Inland Revenue-Pay and File
	UKISP-17

	18.
	15th Report 1995-96
	Department for Education and Employment-Teacher’s Superannuation scheme
	UKISP-18

	19
	7th Report 1993-94
	Department of Education and Employment-Computer systems for training and enterprise councils
	UKISP-19

	20
	27th Report 1993-94
	Ministry of Defence: Disposal by Sale of Defence Surplus Equipment and Stores
	UKISP-20

	21.
	63rd Report 1992-93
	Wessex Regional Health Authority- Regional Information Systems Plan
	UKISP-21

	22.
	57th Report 1992-93
	West Midlands Regional Health Authority
	UKISP-22

	23.
	50th Report 1992-93
	Northern Ireland Education and Library Boards Information Strategy 
	UKISP-23

	24.
	13th Report 1991-92
	Ministry of Defence: Support Information Technology
	UKISP-24

	25.
	HC 163-II 1990-91
	Foreign and Commonwealth Office- Appropriation Accounts
	UKISP-25

	26.
	MPA 2012/2013
	Transforming the customer Experience, Home Office (TCE) – 2007
	UKISP-26

	27.
	MPA 2012/2013
	Defence Core Network Services (DCNS) The Ministry of Defence (2009)
	UKISP-27

	28.
	MPA 2012/2013
	The Ministry of Justice Shared (IT) Services (2009)
	UKISP-28

	29.
	MPA 2012/2013
	Office of the National Statistics Web Data  access Project (2011)
	UKISP-29

	30.
	HC 44th Report 2010–12
	The National Programme for IT in the NHS (2002)
	UKISP-30


Table 5.1 – List of 30 UK public sector IT/IS projects Reviewed

5.1.2 Rationale and assessment criteria for the projects

Prior to assessing the conduct of the IT/IS projects, it is essential to understand the rationale and motivating factors of these projects. The understanding of this is vital as a basis for evaluating the purpose of the projects in the first instance. Out of the older 25 projects reviewed; the health sector had the highest number of projects; these included a total of 5 projects that centred on delivering IT/IS to enhance the National Health Service (NHS).  The defence and the education sectors followed up with 3 projects each. While other sectors had one or two projects each. The nature of the sectors requiring the projects provides some hint as to the rationale that the projects were motivated by the need to enhance productivity and optimise efficient service delivery for the citizenry. The general evidence corroborates this assertion as the projects were reportedly motivated by the need to provide tools to manage systems that were becoming chaotic to handle with existing implements.  

The case of a national insurance recording system (UKISP-2) which maintained over 65 million accounts involving every adult in the UK was an example justifying the need to establish an IT system to effectively maintain substantial records. A similar case was the growing complexities of records being handled by an immigration system which led to large backlogs because of the inability of the existing system to accurately deal with the growing complexities of the record keeping. This was the rationale behind the launch of UKISP-3. Another case in point was the situation in which the delivery of housing benefit was dependant on processing over 22 million pieces of paperwork between local authorities. This cumbersome system gave room for fraud. The need for IT/IS implementation to effectively manage the system to address the lapses was reasonable and justifiable, hence, the launch of UKISP-13. The rationale for the more recent projects was similarly aimed to improve efficiency in Government departments; UKISP-26 was introduced to facilitate efficient and modern passport systems including online applications and payment while UKISP-28 aimed to bring together human resources, finance and procurement services into one system in the Ministry of Justice. The mission was to improve integration across the department and ultimately enhance efficiency. 
A review of the rationale behind the projects illustrates a series of actual problem situations with the need for IT/IS to address the challenges. There is evidence to justify the positive aspirations for the employment of IT/IS in addressing the problem situations. For instance, about £190 million fraud savings a year was estimated to be achieved with the implementation of UKISP-11 for benefit payments at post offices.  The delay for the completion of this project within the stipulated time invariably led to accruement of more losses after the estimated completion date. This illustrates the types of setback associated with delayed execution of projects. It also corroborates positions from the literature about the obvious operational and strategic merits of IT/IS in the public sector. There is little dispute about the benefits of IT/IS in the public sector projects,  the main contention however is about ensuring good strategies that will facilitate the successful implementation of IT/IS projects (Wilcocks, 1993; Heeks, 2002; and Goldfinch, 2007). 

As highlighted in the literature review (Chapter 3) there are diverse views regarding the criteria for assessing IT/IS projects. The assessment of IT/IS projects is often subjective and dependent on who is evaluating it.  As such there is no solitary rule for the assessment of IT/IS projects (Bascarini, 1991; Khalifa et al, 2004; and Gichoya, 2007).  Nonetheless, a common evaluation consideration was to check if the project was delivered within the estimated time and budget as well as if the system worked as intended (Goldfinch, 2007). These factors are similarly emphasised in the Standish Group (2004) checklist for reviewing IT/IS projects; completion within stipulated time (Time), within estimated budget (Cost) and meeting proposed technical functions (Quality). These three assessment criteria were therefore considered in evaluating the IT/IS projects in this study.

In line with these criteria the UK MPA provided a confidence rating using a traffic light approach for project assessments as enumerated below. The Authority ultimately decides these ratings; however, departments could also outline what they consider more appropriate. The subjectivity of the rating is acknowledged as projects in their earliest stage are more likely to be assessed as having troubles because of the high level of uncertainty at that stage. The assessment could also reflect the inherent risk involved at the beginning of complex and challenging projects (MPA, 2013; and Baldwin, 2014).
Green - Successful delivery of the project to time, cost and quality appears highly likely and there are no major outstanding issues that at this stage appear to threaten delivery significantly. 

Amber‑green - Successful delivery appears probable; however, constant attention will be needed to ensure risks do not materialize into major issues threatening delivery. 

Amber - Successful delivery appears feasible but significant issues already exist, requiring management attention. These appear resolvable at this stage and, if addressed promptly, should not present a cost/schedule overrun. 

Amber‑red - Successful delivery of the project is in doubt, with major risks or issues apparent in a number of key areas. Urgent action is needed to ensure these are addressed, and whether resolution is feasible. 

Red - Successful delivery of the project appears to be unachievable. There are major issues on project definition, schedule, budget, quality and/or benefits delivery, which at this stage do not appear to be manageable or resolvable. The project may need re‑scoping and/or its overall viability reassessed.
5.2 ASSESSMENT OF THE PROJECTS

The assessment of IT/IS projects in this study considered the 3 common factors; time, cost and quality.  While it may be easier to identify projects based on their cost and duration, assessment on quality is relatively subjective. This study identified with some of the IT/IS assessment classifications identified in the literature. For instance, Howcroft’s (2002) identified three assessment classifications; project failures, system failures and user failures. When the project did not meet any of the agreed initial standards (functions, deadline and budget) it is termed a project failure. When the system did not operate as expected this was termed a system failure while a user failure existed when the system was not utilized by users. Heeks’ (2002) similarly classified IT/IS projects based on their perceived degree of success and failure (success, sustainability failure, partial failure and total failure). A project is a success if it meets all the agreed standards.  Projects termed as sustainable failures are those with successes that did not stand the test of time.  The partial failed projects are similar to the sustainable failures, in this case some of the agreed standards were met but the major goals unattained.  The total failures include projects which were never completed.  The positive note about partial failures is that they could become successful if the mitigating issues are well understood and managed. The understanding of these different categories of IT/IS assessment was employed in this study considering time, cost and quality which also identifies with MPA’s traffic light confidence.
5.2.1 Quality, Time and Cost Evaluation

Table 5.2 gives a summary of the cost, time and quality assessment of the 30 IT/IS projects reviewed in this study. 
	Serial
	Research ID
	Cost 
	Time
	Quality Assessment

	1.
	UKISP-1
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	2.
	UKISP-2
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	3.
	UKISP-3
	Exceeded the budget
	Exceeded delivery time
	Original project abandoned/ Project failure

	4.
	UKISP-4
	Exceeded the budget
	Exceeded delivery time
	Original project abandoned/ Project failure

	5.
	UKISP-5
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	6.
	UKISP-6
	Exceeded the budget
	Delivered within time
	User/System Failure

	7.
	UKISP-7
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	8.
	UKISP-8
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	9.
	UKISP-9
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	10.
	UKISP-10
	Exceeded the budget
	Exceeded delivery time
	System Failure

	11.
	UKISP-11
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	12.
	UKISP-12
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	13.
	UKISP-13
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	14.
	UKISP-14
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	15.
	UKISP-15
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	16.
	UKISP-16
	Exceeded the budget
	Exceeded delivery time
	Abandoned - failed project

	17.
	UKISP-17
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	18.
	UKISP-18
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	19.
	UKISP-19
	Delivered within budget
	Delivered within time
	User Failure

	20.
	UKISP-20
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	21.
	UKISP-21
	Exceeded the budget
	Exceeded delivery time
	Abandoned - failed project

	22.
	UKISP-22
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	23.
	UKISP-23
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	24.
	UKISP-24
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	25.
	UKISP-25
	Exceeded the budget
	Exceeded delivery time
	Project Failure

	26.
	UKISP-26
	Exceeded the budget
	Exceeded delivery time
	Red Flag

	27.
	UKISP-27
	Exceeded the budget
	Exceeded delivery time
	Red Flag

	28.
	UKISP-28
	Exceeded the budget
	Exceeded delivery time
	Red Flag

	29.
	UKISP-29
	Exceeded the budget
	Exceeded delivery time
	Red Flag

	30.
	UKISP-30
	Exceeded the budget
	Exceeded delivery time
	Red Flag


Table 5.2 – Cost, Time, and Quality Analysis of 30 UK public sector IT/IS Projects

The ‘red’ flag for UKISP-26, 27, 28 and 29 indicated by the MPA’s (2013) report expressed doubts about the successful delivery following cost, time, and quality estimations. There were issues with project definitions, schedule, budget, and delivery benefits. The UKISP-26 project experienced some delays because of the need to renegotiate the project contract in 2010 following a decision to stop work on the national identity cards. Other delays arose from the unanticipated software design complexities. A new timetable had to be revised and contract mechanisms invoked to protect the passport office from cost overrun. The other 3 projects had similar factors with delays resulting from how the departments underestimated the complexity of the projects (Baldwin, 2014).  The projects also had to be revised or re-scoped as it was impracticable in its original form. An assessment of the recent IT/IS projects illustrates Goldfinch (2007) assertion about project complexities, political/legislative instability and clashes amongst stakeholders prevalent in public sector IT/IS projects. This study therefore considers these elements as crucial considerations in public sector IT/IS implementation. 
In evaluating the quality of an IT/IS project it is needful to understand that these qualities are not static. A project could start successfully and eventually translate from a system failure to user failure or vice versa (Heeks, 2002). For instance, there is evidence that a failed project evolved into a viable and cost effective project. This was the case of UKISP-4, an abandoned project which cost £41 million in 1997 that was eventually replaced by a less expensive and functional project estimated at £6 million. If the failed project facilitated the process for the replaced project, it probably should not be termed a total failure as it provided valuable lessons for the subsequent replacement. The researcher believes that the achievement of projects that meet all agreed standards should not be viewed as impossible. The quality of successful projects includes the perception of the project by most of the stakeholders as being beneficial. This research supports the need to pursue the attainment of these qualities in the implementation of public sector IT/IS. In spite of the complexities observed in IT/IS implementation, the researcher emboldens that valuable lessons had been learnt from previous projects as such; there should be corresponding decline in IT/IS projects. 
Time invariably played a critical role in appraising the cost implication of the projects factoring inflation rates and the other opportunities foregone in the investment which could have been used in other projects. Unrealistic time assessment for project delivery combined with tough pressure from government to meet deadlines resulted in the delivery of ‘premature projects’ as in the cases of UKISP-6 and UKISP-19. Wilcocks (1993) identified unrealistic time assessment as a critical element for failures in IT/IS implementation in the public sector. The challenge about meeting with tight time deadlines was also evident in UKISP-12 and UKISP-15 projects. The results includes the delivery of substandard systems as well as delivering of systems that the organisation is not yet ready to utilise because the staff to operate the systems had not been trained. The study also showed evidence from delays associated with time. This elaborated the attendant risk of delivering a system that was obsolete and overtaken by technological development as in the case of UKISP-11 and that of UKISP-14 where the original specifications were overtaken by changes in working practices of the organisation. Of the early 25 IT/IS projects only two were noted to have been completed at the stipulated time, none adhered to initial budget estimate and virtually all had lapses in delivering their proposed technical functions. This was similar for the later 5 projects reviewed. 
The MPA report showed that the cost of IT/IS projects had invariably increased in recent times compared with the cost of projects in the early 1990s. It was estimated that over £100 million was squandered in 2014 on failed Government IT/IS projects (McGrath, 2015).  In reviewing the cost of the 4 IT/IS projects flagged red in the MPA (2013) report. It was observed that UKISP-26 which started in May 2007 had an original life time budget estimated at £476.3 million. UKISP-27 started late in 2009 with a life time budget of £5,501.1 million; UKISP-28 also started in 2009 with an original life time budget of £127 million and UKISP-29 which commenced in 2011 had an estimated budget of £13.6 million. These figures are illustrative of the cost implications of public sector IT/IS projects. The review of the cost implication of the IT/IS projects also indicated complexities in the actual costs of the projects which were more than mere financial implications. The actual costs included monetary values as well as social costs relating to the impact of the project to the society. 
The cheapest project (UKISP-8) reviewed had an original contract value estimated at £544,000 but eventually incurred other costs to the tune of about £2.5million between 1998 and 1999. One of the most expensive projects amongst the earlier ones (UKISP-19) was valued at £48 million; this was developed and implemented between 1993 and 1994. However, the users of the system had queries with its function and performance as such an additional £71 million was estimated in the business case for the redesign of the system. Virtually all projects reviewed indicated the same rising costs through the implementation processes as such the cost of execution of the projects surpassed the initial budget. These figures remotely justify the claims in literature of excessive cost and colossal waste involved in IT/IS projects in the public sector (Wilcocks, 1993; and Goldfinch; 2007). There were complexities in evaluating the costs incurred in the execution of IS projects. This is because, the cost implications cannot be simply limited to the funds budgeted and spent; or on the additional costs incurred in project implementation. This study exemplifies some other cost implications in public sector IT/IS projects. These will be discussed in subsequent paragraphs as financial and social costs.
5.2.1.1 Financial Costs

Financial costs include all monetary values involved in the project implementation.  All the projects reviewed indicated rising costs through the implementation processes as the cost of executing the projects surpassed the initial budget. The UKISP-19 field system was however said to have been delivered within budget, but the department disagree with the Committee’s assertion about this. The failure of the system to meet prevailing technical and user requirements necessitated further project actions which incurred additional costs. As such it can be disputed that all the projects exceeded their estimated budget. The review showed how delays in project completion also resulted in additional financial cost when the projects were overtaken by prevailing technological and organisational trends. In such instances, the systems required further changes which needed additional funds to implement. A similar recurrent example which applied to over 50 per cent of the older projects had to do with the need to plan for the payment of compensations that came about due to misfortunes that affected varied stakeholders in the course of the projects.  The payment of compensation was observed to be a little tricky as such required a lot of good planning as the issues relating to compensation could be varied. Apart from the financial implication for the payments, there could also be the legal action side and other associated intangible hardships that could confront the people involved. About 172, 000 pensioners missed their payment following errors that emanated during the period of implementing an insurance recording IT system (UKISP-2).  As much as £38 million was paid as compensation to individuals receiving personal and occupational pensions. This was a typical case were the payment of compensation surpassed the cost of the project itself.  

A more disappointing trend which exemplified circumstances of excessive financial costs was the cases of abandoned projects. These occurred following complications in the implementation processes and the subsequent assessment regarding the unfeasibility of the projects. The UKISP-4, for example was initially estimated at £32 million, it was abandoned in 1996 after 8 years implementation process and incurring a total expense of £41 million which had to be written off.  In the same way, UKISP-16, a vehicle system IT/IS project estimated at £3.93 million subsequently exceeded its budget by 71 per cent. It was finally abandoned after 2 years in March 1996 after making fruitless expenditures totalling £3.7 million; which was also eventually written off.  The most expensive abandoned project was UKISP-21, a regional information system plan which was abandoned in April 2000 after 6 years from when the plan was launched. After spending £43 million over this period without any significant benefit accruing to the region, the NHS Management Executive also attested that the sum of £20 million was wasted within this period. 

These figures aptly confirm the scale of the rising financial implications involved in public sector IT/IS implementation. To put it simply, IT/IS projects in the public sector are expensive.  The cost is invariably heightened when projects fail and have to be abandoned as in the cases described above.  In the wake of global financial meltdown, it should be unacceptable for any nation to engage in such expensive projects that do not deliver value for money to her citizenry.  While this caution may be presented mildly to developed economies that have quite a lot going on well; it has to be presented sternly to developing nations that are still struggling with poverty and need to provide the citizens with basic amenities. In all, there is a demand for pragmatic considerations in delivering cost effective IT/IS projects which will be beneficial for socio-economic development (Gichoya, 2005; Goldfinch; 2007; and Avgerou, 2008).  This research aligns with this demand.  

5.2.1.2 Social Costs

Social costs include the impact of the project to the society as a whole. It includes the financial cost as well as intangible social impacts. These social impacts could be viewed from the benefit or loss perspective. While there are obvious benefits of implementing IT/IS projects, there are also associated costs borne by stakeholders in the course of the implementation.  The case of UKISP-1, where the implementation of a new IT/IS project led to the need to employ additional workers in the passport agency in 1999 could be viewed as a positive impact in terms of job creation. It will, however, be misleading to conclude on this assumption without understanding that it was a desperate action taken by the passport agency to manage the chaotic situation that came up during the IT/IS project implementation.  The situation was such that the time taken for passport processing was heightened due to inability to use the new system to meet the job demands. The unit cost for passport production rose from the targeted £12 to about £15.50.  More disturbing was the resulting wide spread publicity and panic for members of the public. The consequence of this was that the agency’s telephone service became overloaded with calls from various people and members of the public were visiting the office, creating long queues. The computation of the stress level incurred by the agency and member of the public during this period can only be imagined.  The UKISP-3, witnessed a similar situation that created anxiety and harsh conditions for both staff and members of the public in the implementation of the Immigration IT/IS project between 1998 and 1999.  The concerned directorate in this case witnessed enormous disruption in their services with a considerable increase in backlogs of 76,000 asylum cases and 100,000 nationality cases.  

There were several computer errors following the implementation of the UKISP-2. This illustrated another disturbing trend with some social consequences. It was estimated that because of such errors about 172, 000 pensioners were underpaid during the period of implementing the insurance recording IT/IS system.  Over a million amendments had to be effected in the records following problems arising from installing the new system.  There were also challenges of registering different categories of employees as such some compensation had to be paid to both the staff of the pension providers and benefit recipients. As much as £38 million was paid as compensation to individuals receiving personal and occupational pensions.  Widows and other incapacity benefits had to be given a flat compensation payment of £10.  While not focusing on the financial figures at this point, the volume of social impacts relating to new IT/IS implementation is evident in this case.  The survey gives a good picture to substantiate the elaborate associated costs of IT/IS implementation in the public sector.   

To understand the multiplicity of the social impacts from this review, it will be beneficial to consider some rhetorical questions; what level of stress did the 172,000 under paid pensioners go through?  What was it like for the staff dealing with overloaded telephone services and long queues?  How did the Immigration staff deal with excessive backlogs of cases?  How can we quantify the effects of the anxiety faced by the general public in the face of dwindling services?  The list of questions could go on and on.  There is evidence that the social strains also have financial connotations like the need to pay for compensations and losses originating from errors.  While it is correct to consider the financial aspects when analysing costs; the intangible social costs should not be taken for granted.  From this survey, the actual cost of IT/IS implication includes the physical monetary value and diverse intangible social costs. This consideration is needful to ensure good judgement in the management of IT/IS projects in the public sector. As such managers should not only aim to deliver cost effective projects but also strive to reduce associated social costs. The overall benefit of the IT/IS project should far outweigh any inconveniences experienced from the project implementation. 
5.3 REVIEW OF THE RECENT ONGOING PROJECT

There was the need to focus on an on-going public sector IT/IS project to analyse the public sector IT/IS projects in the UK with reference from previous projects. The project (UKISP-30) considered was the National Programme for IT/IS in the NHS (NPfIT) which was launched in 2002. The central vision of the Programme was to deliver NHS Care Records Service to replace local NHS computer systems with modern integrated systems. The noble intention was to reduce dependence on paper files in order to ensure accurate patients records as well as speedy transmission of information across parts of NHS. This was to include a detailed care record containing full details of patients’ medical history which will be accessible to patient’s GP, local community and hospitals in event of referrals for hospital treatment (Collins, 2010). It was also to include a summary record containing key medical information such as allergies. The project aimed to deliver the detailed care records system to NHS trusts and GP practices by the end of 2007 with increased functionality and integration added until full implementation by 2010.

The overall programme was also to include other services like electronic prescriptions, email directory services, computer accessible X-rays as well as facility for patients to book outpatients appointments electronically. The programme’s aims were undeniably ambitious. The scale and complexity of the project underpinned the challenges encountered in delivering the project which had considerable organisational and cultural issues to address. The programme had a considerable high stake; its success was to invariably revolutionise health care delivery services in England. The consequence of its failure would be a major setback for IT/IS initiatives in the NHS for a considerable while (Maguire, 2007). 

UKISP-30 is the largest single IT/IS investment in the UK with some uncertainties about its cost figures. It is estimated that the project was about £40 billion (Maguire and Ojiako, 2007). The House of Commons report estimated the cost to be about £12.7 billion, including £3.6 billion for local costs. The report from the National Audit Office estimated that the programme was to be about £11.4 billion. By March 2011 the total expenditure on the programme was £6.4 billion. This cost included the central financial implication for managing the project, costs for delivering and procuring of national and local systems respectively, as well as cost for organisations locally implementing the systems. There are varied opinions about the justification of the cost of the project with records showing that the project had absorbed £31.56 million in lawyers’ fees since its inception. Other cost implications with disputed rationale include £1.23 million for hotel reservations, £1.8 million for Harry Weeks Business Travel; £1.15 million and £274,973 for BT conferencing and Inter-call video conferencing respectively (Collins, 2009).  The rationale for these figures have, however, been explained noting that the cost were appropriate and rigorously approved for an organisation delivering such a complex and transformative IT/IS project for healthcare. In this regard, the researcher, acknowledges that the cost implication of complex public sector IT/IS projects are not so straightforward. Table 5.3 gives a summary of the cost analysis of the project as provided by the National Audit office.
	Category
	Actual Expenditure (£bn)
	Expenditure remaining to 2015 – 16 (£bn)
	Expected total expenditure (£bn)

	Programme Management
	0.82
	0.37
	1.19

	Local NHS costs of running national systems
	0.89
	0.21
	1.10

	Delivering national systems
	1.98
	0.18
	2.16

	Local implementation of care records systems by NHS organisations
	0.88
	1.38
	2.26

	Delivery of care records systems by suppliers
	1.78
	2.91
	4.69

	Total
	6.35
	5.05
	11.40*

	Note*This does not include £391 million cost of extending N3 network by two years from 2011 to 2013, which the department considers to be outside the Programme.

Source: National Audit Office 


Table 5.3 – Cost analysis of ongoing UK project NHS (NPfIT) – UKISP-30

5.3.1 Development and Challenges of the Project

An analysis of the ongoing project explicitly reveals that the project had exceeded the initial budget and was running far behind schedule. There was also evidence that the project was falling short of initially agreed standards in terms of functions and operation. Some of the identified challenges witnessed in the review of the older 25 projects were similarly observed in this case. The suppliers of the programme were struggling to deliver the project. The associated problems with implementing the care record systems had persisted, and the delivery of the system continued to fall below expectations (Ojiako et al, 2010). The problems with the systems were also responsible for resistance posed by the NHS staff. Consequently, one of the strategic issues in the project was the need to win the hearts and minds of stakeholders in the NHS. The programme which had started with four local service providers was left with three providers as one of the major providers left. Efforts to get the provider back to negotiate the contract similarly failed due to disagreement in price and commercial terms. The implication of this limitation in terms of programme capacity and capability underscores the inability for the project to be delivered as initially intended (Collins, 2009). The scope of the programme had therefore been reduced but this was not accompanied by a commensurate cost reduction. There were therefore outcries that the £2.7 billion already spent for the care records system did not represent good value for money. There was similarly loss of trust for the providers to actually deliver on their words on the balance of £4.3 billion for the completion of the project. There are opinions that UKISP-30 could cost three times more than the announced figures (Maguire, 2007; and Collins, 2009)
Ojiako et al (2010) categorically declared that the Choose Book system (part of the UKISP-30 project) was a failure. Eason (2007) had similarly judged the system as unsuccessful and there have debates over the reason for the unsuccessful project. Both hard and soft factors were attributed to the failure, however,  Ojiako et al (2010) emphasised that the critical issue was due to the inability of project sponsors to appreciate the complex and far reaching softer implications. They assert that the project had cultural, social and organisational implications which the programme managers paid little attention to. Instead, they were more particular about the technical aspects of IT/IS adoption. The use of standard project management methodology was unable to manage the range of problems associated with the Choose Book aspect of UKISP-30. There were complaints from users that the system was not user-friendly (Collins, 2007; and Ojiako et al 2010). At some time, the system was completely unavailable to users due to an outage in the country as such several appointments had to be cancelled. This was illustrative of the associated social costs incurred when things go wrong with public sector IT/IS implementation. Hence, there have been suggestions in the literature for the need to make contingency plans to alleviate the challenges in such unforeseen circumstances (Kawalek, 2007; and Maguire, 2007). Similar incidents of the associated social costs of IT/IS implementation in the public sector were observed in the review of the 25 older projects. Table 5.4 is an illustration of recurrent themes from the challenges observed in the older IT/IS projects which were also manifest in UKISP-30. 
	Serial 
	Themes from the earlier  IS projects
	Same features manifest in NPfIT - Corroborated by statements from House of Commons report

	1.
	Lack of user involvement
	*“The Department failed to carry an important body of clinical opinion with it. It is likely that serious problems with the systems that have been deployed will be contributing to resistance from clinicians.”

*“The Department still has much to do to win the hearts and minds in the NHS. They need to improve the way they communicate with NHS staff, especially clinicians.”

*“The Department needs to show that the system is fit for purpose…and respond constructively to feedback in the NHS and win the respect of a highly skilled and independently minded work force.” 

	2.
	Lack of training and shortage of skilled manpower
	*“There is shortage of appropriate and skilled capacity to deliver the systems required by the programme, and the withdrawal of Accenture has increased the burden…The department should get suppliers to engage additional capacity where required.”

	3.
	Over-reliance on contractors
	*“The use of only two major software suppliers may have the effect of inhibiting innovation, progress and competition”. With the loss of Accenture, Commedica and IDX are finding it difficult to meet the objective of the programme and this raises doubts if the contracts will deliver as required.

	4.
	Managing stakeholders
	*The programme is left with three providers; one of the major providers of the four local service providers left. Efforts to get the provider back to negotiate the contract failed due to disagreement in price and commercial terms. The implication of this limitation in terms of programme capacity and capability underscores the inability for the project to be delivered as initially intended.

	5.
	Poor project management and control (evidence of ambiguous procedures) 
	*“The Department should clarify responsibility and accountability for the local implementation of the programme. The Department should make clear to Chief executives and senior managers their objectives and responsibilities for local implementation, and give them the authority and resources to allow local implementation to take place without adversely affecting patient services”.

	6.
	Deficient business cases
	*“The Department has not maintained a detailed record of expenditure of the programme and estimates total cost to range between £6.2 billion to £20 billion. 

*“The Department investment appraisal of the progamme did not seek to demonstrate that its financial benefit outweighed its cost.

*“The Department should develop with its suppliers a robust timetable which they are capable of delivering and communicate it to local NHS organisation that may then have greater confidence as to when systems will be delivered”.

	7.
	Poor change management plans
	*“The frequent changes in the leadership of the Department have damaged the Programme and conveyed that the Department attaches low priority to the task. The Department should avoid further changes in the leadership of this work, beyond those necessary to improve its links with clinicians and strengthen the links between the programme and the improvement of NHS services”.

	8.
	Inadequate contingency plans
	*The Department should seek to modify the procurement process so that secondary care trusts can select from a wider range of patient information administration and clinical systems providers as long as they conform to national standards.

	9.
	Complex and multiphase projects
	The Programme’s scope, vision and complexity is wider and more extensive than any ongoing or planned healthcare IT/IS programme in the world, and it represents the largest single IT/IS investment in the UK to date.

	10.
	Focus on technical systems
	*“The leadership of the programme has focused too narrowly on the delivery of the IT systems, at the expense of proper consideration of how best to use IT/IS within a broader process of business change”.

	11.
	Delays which lead to the risk of technology change
	It is unlikely that significant clinical benefits will be delivered by the end of the contract period. The Department therefore needs to give priority to those systems of the greatest business benefit to the NHS, such as local administration and clinical systems. The Department also need to define precisely which elements of functionality will be available for implementation and how many NHS organisations it will be possible to have this functionality fully operational (fitting technical requirements with organisational considerations). 

	12.
	Technology and organisation misfit
	


Table 5.4 – Illustration of recurrent themes of IT/IS failures in UKISP-30

Inferences from a study on the Choose Book aspect of UKISP-30 suggested that the system could have been better managed if the whole process was seen as a part of a wider and integrated organisation strategy (Ojiako et al, 2010).  This supports the importance of systems thinking approach in IT/IS implementation which emphasises on holistic considerations of the softer issues involved (Kawalek, 2004). Eason (2006) however attributed the unsuccessful project to the intricacies involved with the management of change processes in IT/IS innovation which is partly driven by the underestimation of parameters like resistance to change.  Wainwright (2008) aligns with the suggestions and upholds that the critical lesson for IT/IS programme sponsors is for them to be prepared to walk on the soft side. The studies all together elaborate on the complexities of organisational challenges from social, historical, political and cultural considerations eminent in IS/IT adoption (Kawalek, 2006). Even though there had been warnings against repeating the mistakes experienced in the older projects (Collins, 2007; and Ojiako et al, 2010), there is evidence that these mistakes have all together been replicated in the recent project as illustrated above.  
5.4 MANAGERIAL AND THEORETICAL IMPLICATIONS

There was the need to discuss the managerial and theoretical implications of the knowledge gained from reviewing the UK IT/IS projects. A recent report stated that the UK Government saved £91 million in 2014 adhering to IT/IS procurement guidelines stipulated by the Cabinet Office. There had been complaints that Government IT/IS meant incessant procurement processes of obtaining services and technology that were obsolete long before contracts had started. There was evidence that such systems and structures usually became obsolete, incompatible and interoperable with contemporary systems when the technology eventually goes live (McDonald, 2015). The guidelines highlighted set limits by the Government Digital Services (GDS) aimed to reduce procurement expenditure. The procurement policies emphasised greater transparency and also underpins the value of standardising processes in IT/IS and SCM dealings. The two key considerations about transparency and standardising processes were identified by the researcher for practical consideration in the Nigerian public sector setting.  
The notable themes from the study associated the problem situation with issues highlighted in the literature regarding technology acceptance, change management, and the management of stakeholders in IT/IS development and implementation in the public sector (Lewis, 1994; Wilcocks, 1994; Heeks and Bhatnagar, 1999; Maguire, 2000; Heeks, 2002; Walsham and Sahay, 2006; Kawalek, 2007; Goldfinch, 2007; Ojiako and Maguire, 2008; Walsham, 2011; Vankatesh et al, 2012; and Maguire, 2013).  The lessons learnt from the study showed the challenges of the projects which included poor change management, inability to manage stakeholders, lack of user’s involvement and deficient business cases which did not provide platforms to anticipate the enormity of the development and implementation processes (Kawalek, 2006). The recurrent themes from past projects in the ongoing project may suggest that stakeholders were not learning from past mistakes. Howbeit, the study similarly attest to the assertion from the literature about the enormity of the complexities of the soft issues involved in public sector IT/IS implementation (Walsham, 2011). To elaborate the managerial and theoretical implications from this study, the next section presents an analysis of some key implication from the review. 

5.4.1 Management of stakeholders and user involvement
The foremost research implication from this study involves the issue of the management of stakeholders and user involvement. Unlike UKISP-30, the UKISP-5 was noted to have had the executive effectively communicate the usefulness and vision of the IT/IS projects to stakeholders in the organisation. But the clarity of the objectives was not evident in the business case as similarly noted in the UKISP-30 case. As such the design for the strategy was faulty, the overall objectives was inherently imprecise culminating in the poor implementation process judged to be caused by lack of direction which led to failure of the project. Similarly in the case of UKISP- 22, the project was adjudged not to be viable because the information in the business plan was rather speculative and unrealistic. The lesson learnt from this case stressed the need for business plans to be realistically and thoroughly prepared. The business case prepared by the executives for UKISP-9 was also not comprehensive. It lacked a rigorous risk evaluation, had no sound project appraisal, and no realistic cost/benefit assessment. These are recommendations for good business practice that have been highlighted in the literature (Maguire and Redman, 2007; and Maguire and Ojiako, 2008).  One of the lessons learnt from this project emphasised the need for project managers not to feel trapped in a project because they consider that they have spent a huge sum of money. Genuine regular appraisals are therefore hallmarks that supports the success of IT/IS projects.  

The consequences of lack of user’s requirement have been consistently stressed in the literature (Hirschheim and Newman, 1988) and the UKISP-30 project just like UKISP-16 are classic cases illustrating the significant consequences of neglecting users in the scheme of IT/IS implementation. The evidence of lack of user’s involvement from the onset of UKISP-16 was characterized by the need to consistently amend the project to suit user’s requirement and alleviate the conflict that resulted from the misunderstandings by the users. The result was an overwhelming additional cost leading to the project being abandoned after fruitless expenditure of £3.7 million. It was similarly observed in this case that it was essential to have defined roles and responsibilities for different stakeholders involved in the project. This was invariably the same recommendation given by the House of Commons report for the NPfIT project (UKISP-30), calling for delineation of responsibilities to chief executives and stakeholders. 
Managing stakeholders involved in IT/IS management process is a renowned phenomenon in the IT/IS literature (Kawalek, 2010).  The review showed cases like the UKISP-16 were project managers had been frequently changed; three different times. This was also noted in the UKISP-30 to have caused problems in the project; diminishing the confidence of the stakeholders towards the project. As such, the recommendation from the House of Commons’ urged that no further changes be made in that regard unless exceptionally expedient.  In the case of UKISP-21 there was conflict within the authority at the senior level in the organisation. Failure to manage this conflict of interest combined with the ambitious nature of the project and undue reliance on the IT/IS consultants led to the project being abandoned with at least £43 million being spent. The case was reckoned as a classic example of the failure of project management; the narrative which similar describes the challenges experienced in the on-going UKISP-30 project.

5.4.2 Managing the elements of the eclectic process 
The critical failure factors proposed by Heeks (1999) basically identified factors of training, knowledge and skills as essential elements that determined the success or otherwise of IT/IS projects in the public sector. In the literature, Maguire (2000) describes IT/IS as a technical discipline which is predominantly eclectic in nature. The literature also supports that the profession consequently requires technical and a wide range of other skills to facilitate successful IT/IS implementation (Markus and Benjamin, 1996). The UKISP-20 project showcased an example of the challenges resulting from the lack of professional skills to handle technical challenges like software lock-ups and proper trunking and cabling. In the final analysis the challenges resulted from inadequate training and deficient professional support. The implication of deficient skills and attendant risk associated with managing complex projects was manifest in UKISP-30, underscoring the competence of the stakeholders. It is therefore a critical consideration for stakeholders to exercise restraint in venturing into large and complex systems and as well as apply some degree of caution in interpreting claims from IT/IS vendors. The challenges of UKISP-24 (Defence Project) also expatiates this notion particularly highlighting the complexities involved in implementing IT/IS in a large organisation like the Ministry of Defence. 

There was no appropriate contingency plan for UKISP-8 and 25, in both cases the normally accepted practice of running two systems in parallel was not followed (i.e running the old system to maintain operation while the new system is being implemented). This brought untold challenges in the smooth running of the operation during the implementation of the new system.  It was similarly identified in the review that focus on technical systems, over reliance on IT/IS contractors’ as well as the preference for complex and multi-phase projects were among the critical notions that were tantamount to encountering difficulties in public sector IT/IS project execution. It is however evident in the literature as equally substantiated in this review that there is an unwavering interest for large and complex IT/IS innovation in the public sectors(Goldfinch, 2007). This is apparently due to influence of IT/IS vendors and contractors; in line with the constructs identified as lomanism and technophillia (Georgiaadou, 2003). This describes how the overblown representation by IT/IS vendors creates enthusiasm for public sector stakeholders. The result generates fervour for large and complex IT/IS in view of the notion that new and sophisticated IT/IS is the solution to problems (Collins and Bicknell, 1997; and Goldfinch, 2007). 
IT/IS contactors/vendors have also been identified in the literature as critical players in IT/IS implementation process, with evidence that their role sometimes supersedes those of top management (Thong et al, 1996). UKISP-8 showcases a typical example in the review stressing the consequences involved in over reliance on IT/IS consultants. UKISP-12, however, upholds that consultants are not always to be blamed. The report in this case concluded that the criticism for consultant was not wholly justified since they abided with the contract. The issue therefore indicated a deficiency in the design and interpretation of the business case by the management.  It is in a similar light that the review of UKISP-15 upholds claims in the literature about the role of top management being critical in IT/IS implementation (Thong 1996; and Etheredge and Beyer, 2011). In spite of the indications from the business case of high costs and significant risk involved in the project, the executives went ahead with the project. The fact that two major supplier expressed their doubts about the feasibility of the project was not enough warning to stop the executives from proceeding with the project. The project was therefore replete with poor quality. And lapse identified was invariably traced back to the poor site preparation and deficient investment appraisal and risk analysis.

From the understanding of the identified themes and lessons learnt from the review of the study some managerial and theoretical inferences with practical implications on IT/IS implementation in the public sector were identified. Some of the notable lessons include the following:
1. Preparing robust business cases and contingency plans.

2. Restraining from implementing complex systems. 

3. Pragmatic involvement and management of users/stakeholders.

4. Understanding intricacies of technology innovation and change management.

5. Careful about vague expectations and influences from IT/IS contractors/vendors.

6. Matching technology with organisation and contextual requirement.
5.5
AUTHENTICATION AND LIMITATION OF THE REVIEW 

This section provides information to authenticate the sources of the reports reviewed in this study. It also provides information about the limitation of the study. These are essential requirements demonstrating the credibility of a good research (Tracy, 2010). In the evaluation of these UK projects, the researcher had no direct contact with the stakeholders involved in the programmes. Hence, the review process was solely dependent on the literature and reports from relevant government institutions. The researcher made attempt to get access to stakeholders in the UK public sector but this was not feasible. The availability of comprehensive documented evidence was, however, advantageous in saving time and gleaning in-depth evidence from varied cases. As such the inability to meet directly with the stakeholders is did not limit the value of the study. Reports from the House of Commons Committee of Public Accounts as well as reports by the Comptroller and Auditor General of the National Audit Office provided significant information for the review. The reviewed reports also included Treasury Minutes presented to Parliament which were Government responses to the report by the UK Parliament Committee of Public Accounts and the Comptroller and Auditor General. The National Audit Office reports were drawn from departmental documents, interviews with the Department’s main contractors and visits to project sites. The review also included evidences from other authors and researchers corroborating and elaborating on the accounts (Eason, 2006; Collins, 2007; Maguire, 2007; Wainwright, 2008; Ojiako et al, 2010; Baldwin, 2014; and McDonald, 2015).
There were evidences of some discrepancies in the different Government reports but these were reconciled with explanations from the National Audit Office. The transparent Government policy also allowed for not disclosing certain information because of commercial sensitivity and national security. Hence, published data were often incomplete on at least one item; cost, completion dates or deliverability. As such the study did not include a holistic statistics analysis of these factors. This however did not undermine the clarity of the report as the details were presented in a narrative style to give a good picture of the intricacies about the projects. This is a plus for this research which supports the constructivism and interpretative research paradigm (Orlikowoski and Baroudi, 1991; and Guba and Lincoln, 1994). The researcher presented the meanings expressed in the language and actions of the social actors (Schwandt, 1998). 
5.6
CHAPTER SUMMARY
The trend in the analysis of the projects was replete with re-occurrence of similar challenges and flaws. This brings to mind the big question whether lessons were being learnt from previous failures. What is however evident is the complexities involved in the projects with the complex interaction of soft issues. The need to focus on these soft issues was explicit from the study with evidence that even though they are relatively known, the way to manage them is somewhat yet elusive. The evidence from the review shows some improvements in the progress of IT/IS project implementation over the years following the understanding of the need to address these soft issues. The results show that an effort to address isolated soft issues does not guarantee the success of the project. This is because the failure of any one aspect will automatically affect the overall functionality of the project. This evidence confirms that these soft issues are complex and mutually inclusive. This suggested the significance of an approach that holistically oversees and manages the soft issues. Systems thinking therefore proved to be a valuable tool to holistically make sense and manage the complex interaction of the issues involved.
CHAPTER SIX

NIGERIA CASE STUDY

“Don't forget - no one else sees the world the way you do, so no one else can tell the stories that you have to tell.” ― Charles de Lint, The Blue Girl

The previous chapter reviewed 26 UK Public Sector IT/IS projects to gain practical insights about the research phenomenon; thereby acting as a prompt to facilitate the exploration of the Nigerian case. This chapter details the process of data collection and analysis of the Nigerian case. The chapter elaborates on the 3 distinct phases of the Nigerian case study; pilot study, main study and complementary study. The pilot study was helpful in delineating the problem situation prior to the main study.  The result of the main study provided answers to the main research questions facilitating the development of the theoretical model and management framework; this was corroborated by the results of the complementary study.  

6.1 CONDUCT OF THE PILOT STUDY

The pilot study involved a small scale analysis of the main study. Its objective was to clarify ambiguities and fashion out a clear cut research focus prior to the main study (Sarantakos, 2005). The study involved an initial survey with open-ended questions sent to staff in the case organisation; covering the different stakeholders ranging from senior managers to field technicians. The objective was to get a synopsis of the phenomena under review. The respondents in the pilot study included 21 stakeholders in the organisation cutting across the relevant speciality; 5 pilots, 6 engineers, 7 supply/procurement officers and 4 IT/IS practitioners with representatives from the senior cadre, middle cadre and junior cadre personnel. The respondents of the study were similar to those targeted in the main study (Oppenhim, 1992). 
The result of the study was used to produce a rich picture using ‘CATWOE’.  The rich picture graphically captured details of structures, processes, and issues expressed by stakeholders (Lewis, 1992). Rich pictures have proven to be predominantly successful in expressing issues concerning varied parties. The facts presented in an astute manner were used to stimulate discussions in the subsequent study phase at a level that would have been rarely achievable with only written text (Lewis, 1994). The merits of the pilot study included the opportunity to re-conceptualise the objectives of the research prior to the main study. This included refining the data collection plan, identifying potential problem areas relating to how respondents understand the questions and testing the suitability of the research instruments (Yin, 2013). It also helped the researcher to get familiar with the research tools, estimate the cost and duration of the main study as well as identify potential respondents for the main study (Oppenhiem, 1992). 

6.1.1 Pilot Study – Survey Questions 

There were 5 survey questions for the pilot study as detailed below:

a. How do you rate the SCM practices in the organisation?

b. What relevance is the use of IT/IS for SCM activities in the organisation?

c.
Are you aware of any IT/IS project to enhance SCM efforts in the organisation?

d.
How did the project(s) fare – (success/failure factors)?

e.
Any comments on IT/IS implementation to enhance SCM in the organisation?

The questions sought to assess the perception of SCM performance in the organisation as well as to ascertain the views about the use of IT/IS to enhance SCM activities in the organisation. The pilot study also sought to establish if there had been previous IT/IS implementation efforts to improve SCM practices and how such efforts fared. The key objective of the questions was to gain further knowledge about the problem situation and elicit information about possible strategies to improve SCM practices with the use of IT/IS.

6.1.2 Delineation of the Problem Situation
The views about the problem situation substantiated the ideas muted in the statement of the research problem in chapter one. The views from the respondents recounted situations depicting a poor performance of the SCM activities in the organisation. The SCM situation was described as one characterised with the inability to deliver the valuable service of what SCM is acknowledged for; providing the ‘right things’, at the ‘right time’, ‘right place’ and ‘right condition’ to enhance operations in the organisation. Some of the respondents were however quick to commend the commitment of some stakeholders working in the organisation for sustaining operations in spite of the daunting SCM challenges. The underlying tone from the respondents clamoured for the use of IT/IS to improve the SCM situation in the organisation.  One of the respondents described the situation thus:
“Our SCM system is nothing to write home about, if a request is made for an item it takes us ages to confirm if we have the item in stock and it takes like forever to source for the item. With the advancements in modern technology, this should not be the case”- Seniour cadre procurement officer
The apparent definition of the problem situation resonated around the dire need for IT/IS to manage the messy SCM situation in the organisation. Albeit, further investigation about this problem situation brought to the fore that the SCM challenges and the associated difficulties with implementing IT/IS to manage the problem situation were all products of a broader complex situation. It was somewhat difficult for the respondents to categorically assess the performance of SCM practices in the organisation. The researcher observed that one probable reason for this was that there was no clear cut understanding about the role of SCM in the organisation. The views from the respondents while assessing the SCM situation also provided hints about elements of the broader complex situation associated with the apparent problem situation. Some of the notable responses from respondents in this regards are stated below:   

“We are not doing well but we can rate ourselves as average because we have not totally failed. I do not want to say we are new to SCM but those in higher authority have not given due regard to the role of SCM. There are procedures on how we can do these things but we do not follow them” – Seniour cadre procurement officer.
“I will rate our SCM effort as average. We have been able to sustain our national mandate and routine operations so we cannot say we are poor because even local and international institutions have not condemned us. Yes, we are not happy with the situation but I think it will be unfair to rate us below average” – Middle cadre procurement officer.
“I rate the performance of our SCM between average and good. It is not what it should be in a modern dispensation. If we were in the early 80s our situation could have been acceptable, but considering recent technological development, our performance is only fair” – Middle cadre engineering officer.
The researcher observed that the respondents acknowledged that the SCM situation in the organisation was not in a good state. However, they considered other mitigating circumstances and subsequently arrived at some positive judgments about the SCM situation in the organisation. The investigation of the broader complex situation relating to the problem situation, the respondents were asked of their perception about the relevance of IT/IS for SCM activities in the organisation. This was to elicit their understanding about the role of IT/IS for SCM as well as ascertain if the implementation of IT/IS was indeed the primary solution to the problem situation. The views from the respondents highlighted that most of the respondents understood that the use of IT/IS was not an end in itself but a catalyst/tool that could facilitate the operation of a well-defined process (Laudon and Laudon, 2008). There were a few respondents of the juniour cadre of the organisation who showed some level of ignorance about the relevance of IT/IS use and knowledge of previous IT/IS projects in the organisation. This indicated some knowledge gap that needed to be considered in the course of the study. Two notable responses eliciting this notion from respondents in this category are as follows:  

“I am not really familiar about all this IT/IS implementation things; I will need to find out”– Juniour cadre procurement officer.
“The idea of implementing IT/IS to enhance our SCM system is a novel and welcome development. I will need to make enquiries about this but I doubt if anyone has given it a thought, probably only at the headquarters level.” – Juniour cadre engineering officer.
In the discussions about the relevance of IT/IS in the organisation, there was no evidence about views opposing the benefit of IT/IS use in the organisation. The participants noted that the use of IT/IS will be advantageous in facilitating SCM functions in the organisation; inventory management, procurement activities as well as other strategic management and planning functions. However, other concerns emanated in the course of the discussion. The concerns provided other hints about the broader complexities involved in the problem situation. The notable responses conveying information in this light were put forward to the researcher in the form of rhetorical questions.

“The use of IT/IS is no doubt relevant to manage our SCM activities. But I know that technology can only help to speed up an already defined process and facilitate good communication between established supply chain links. We do not have defined processes, nor established supply chain links, so what are we facilitating with IT/IS?” – Seniour cadre pilot
“We obviously need IT/IS to manage the SCM activities in the organisation, but do we have constant electricity to power the electronic gadgets required for these functions?” – Middle cadre IT personnel

“I feel that IT/IS is relevant in our present disposition to address our SCM challenges, but do you think that those in authority are really interested in the introduction of IT/IS to manage our activities? I reckon that not many will want the transparent process that IT/IS offers. How else will they make their own cuts?” – Middle cadre engineer.
An analysis of the information above illustrated that the problem situation is indeed associated with the dynamics of a broader complex situation. The results provided some hints which highlighted the probable elements of the associated broader complex situation. The elements identified for further consideration in the main study included:

(a) Dynamics of the leadership situation.

(b) Undefined processes in SCM practices in the organisation.
(c) Knowledge gap amongst stakeholders.
(d) Infrastructural deficiencies (eg lack of constant electric power supply).

6.1.3
Elements of the problem situation 

The researcher observed that the problem situation was considered by most respondents as obstinate and formidable. This is because the situation had remained persistent over time with little or no improvement. Most of the respondents identified that they were aware of some previous IT/IS implementation efforts to enhance SCM activities of aircraft spares in the organisation. It was gathered from the study that about 6 projects aimed at introducing the use of IT/IS for this purpose had been undertaken in separate units at different times and locations of the organisation since 2002. The most popular of all the projects was the SCM software developed in 2004 for inventory management of aircraft spares. The software was developed in the organisation’s Institute of Technology by a team of personnel in the organisation who had acquired some knowledge in computer programming.  Of all the previous projects this project was the only one that was essentially finalised and it was mandated that the software be installed in various units of the organisation. The software was however not utilised after it was installed in all the units. It was gathered from the SCM personnel that the software was complicated and problematic and it was essentially easier to stick with the manual approach than to use the software. More so as the software was reportedly not suitable for the day to day requirements of SCM functions in the organisation. The software developers attested to the challenging nature of the software stating that deficiencies were as a result of their limited knowledge with regards to the intricacies of developing and introducing new technology in an organisation. Apart from admitting to the limitation caused by their inexperience they also indicated that that they did not get the needed support from the SCM personnel as well, as such it was difficult to work together. The leader of the team however attributed the apparent success of the software development process to the level of support received from the top management of the organisation; endorsing that leadership support played a paramount role in the effort.

In spite of the fact that all other previous efforts were inconclusive, a senior manager in the organisation however commended the efforts highlighting that they have had some immediate benefits. In his words:

“I would rate our previous IT/IS efforts for SCM as partial successes and not outright failures. Even though there is nothing tangible to show for the efforts, at least something has been done, it’s not that we are sitting down and doing nothing. Some of the efforts have met the immediate need of the units at the time. I am optimistic that we can learn from the past experiences for future projects”. – Seniour cadre IT personnel
The above statement was a typical illustration of some of the positive dispositions of respondents towards the problem situation in spite of the daunting circumstances. In line with the statement, this study considered factors that were responsible for the success/failures of previous projects. There were comments from respondents corroborating the assertion from the literature that the critical elements of the problem situation revolved around the ‘ways and manners of the people’. The general consensus from respondents as to why the projects did not succeed was observed in three broad categories; absence of leadership support, dearth of expertise and non-cooperation of stakeholders. A notable comment along this line attributed to the challenges to be a product of several factors inherent in the ‘people’. In his words:

“The SCM and IT/IS implementation challenges we are facing are entrenched in our mind-sets and attitude of how we do things here. This problem is not different from our inability as a nation to provide basic amenities in spite of our abundant resources. At the bottom of the problem is the lack of will power of both leadership and the people to embrace what is right”.​– Seniour cadre pilot
To provide further insights on the elements of the problem situation as observed from the pilot study it was needful to highlight some of the typical comments of the respondents. These included comments about leadership issues, expertise issues as well issues involving the stakeholders. The respondents were of the view that absence of leadership support was the critical factor responsible for the abortive projects. Considering the bureaucratic nature of the organisation, leadership support was deemed essential to provide the enabling environment for such projects to thrive in terms of both financial and morale backings. The respondents reckoned that IT/IS projects were cost effective and also required technical skills to undertake IT/IS implementation projects. The organisation however lacked the required technical expertise to fully conduct an IT/IS implementation process. More significant was the observed deficiency in the skill of the prospective users of the IT/IS. As such even in a case where software was actually developed, it was observed that the users could not utilise the software. This was partly because the software had technical deficiencies and did not fit with organisational procedures. The users ultimately did not have a basic idea as to how to use the software. An intricate element in this situation is the consideration that the stakeholders in the organisation needed to operate as a team in order to achieve success. However, the situation is replete with evidence of disharmony and infighting amongst stakeholders. The researcher attributes this was as a result of their inability to recognise the value of individual stakeholders. Some of the distinctive comments highlighting these elements of the leadership issues, expertise issues as well issues involving the stakeholders are detailed below:

Leadership issues  

“The excuse by top management about lack of funds and their efforts in trying to manage the difficult situation is politically correct. It is however obvious that more can be done and there is the need for them to provide the required synergy for stakeholders to function”. – Seniour cadre procurement officer.
"In the first place we did not have computers for SCM functions in our unit. So the whole software installation thing was not just realistic. Top management need to make some infrastructural commitment if we must move forward. Most of our supply units have no basic IT/IS infrastructure”. – Juniour cadre procurement officer.
"I agree that we the pilots, as well as the engineers have wrongly estimated the value of SCM. We need to recognise that the SCM role requires expertise, which can only be acquired through extensive training supported by management”. – Middle cadre pilot.
Expertise issues

“We lack the experience and requisite skill as IT/IS practitioners to undertake these IT/IS projects; but even the SCM personnel will probably not be able to use whatever technology is developed for them. Their training needs to be updated”. – Middle IT personnel.
"The SCM software developed in 2004 had no bearing with the practice of SCM in our organisation; it was essentially complicated and not very useful. I think the ideas reproduced were based on some foreign model but the entire concept is alien to our practice.” – Middle cadre procurement officer
“The supply personnel have not been able to articulate their requirements regarding the use of IT/IS. Hence, it is impossible for the IT/IS department to come up with a reasonable SCM IT/IS project”. – Seniour IT personnel
Stakeholder issues
“Previous IS initiatives have not succeeded because they have been based on individual efforts and not concerted efforts with support from all stakeholders”. – Middle cadre engineer.
“The associated SCM and IT/IS problems remains intractable because of our existing attitude; different stakeholders consider themselves more important than others. We compete with each other instead of complementing each other’s efforts”. – Middle cadre procurement officer.
“While developing the SCM software in 2004, I observed that the older and well experienced supply personnel (not computer literate) were opposed to IT/IS use for fear of losing their relevance to the junior ones who were proficient with computer. While there are notable grievances between stakeholders we should also realise that there are hitches within stakeholder groups as well”. – Middle cadre IT personnel
These distinct elements are actually not divergent as the above statements are replete with how they all interact. In the analysis, the above statements uphold that leadership support influences stakeholders’ participation, training opportunities, and provision of infrastructure in the organisation. It also espouses how stakeholder’s infighting and lack of skill limits proficient practices; hence, improved stakeholder’s participation and training is expected to inspire progress. In the course of the pilot study it was observed that there was an ongoing proposal to undertake an IT/IS project at the leading SCM depot unit of the organisation. The project was earmarked as a possible start point for a more holistic IT/IS project that will network various units to enable coordinated management of aircraft spares in the organisation. It was therefore needful to incorporate the visit of this project site in the conduct of the subsequent main study. This was to get up-to-date information about the research phenomenon in the organisation. 
6.1.4
Analysis of pilot study  

The result of the pilot study was analysed using concepts of SSM; employing ‘CATWOE’ in developing a rich picture (Figure 6.1). CATWOE is a mnemonic developed by the Lancaster team
 identifying the criteria that should be specified in the process of defining the root definition of a problem situation.  The approach is considered rigorous and comprehensive with CATWOE representing; Customers, Actors, Transformation process, Worldview, Owner and Environmental constraints (Checkland, 1981; Checkland and Scholes, 1990; and Lewis, 1992).  There is often a fear of the misinterpretation of rich pictures as there are no strict rules about how to draw a rich picture and what to include in the diagram (Lewis, 1994).  The rich picture in this study captured the meanings of what the researcher and others in the situation considered important. The picture essentially elaborated on issues and concerns of different parties. A synopsis of the rich picture is presented in the preceding paragraphs.

a.
Customers – The customers are those that are the direct beneficiaries or victims of the system (Lewis, 1992). In this case the clients of this system are the engineers and pilots who require the timely provisioning of aircraft spares from the supply personnel to undertake aircraft maintenance activities as well as aircraft flying activities respectively. The absence of the required aircraft spares means the engineers and pilots will be redundant, with the inability to carry out aircraft maintenance and flying activities. The rich picture depicts the pilots and engineers as the favoured stakeholders in the organization in view of their higher pay and allowances and other fringe benefits they derive from the system. They are exasperated by the slow SCM procedure and often furious with the SCM personnel who by their judgment are laid-back and less committed in the operations of the organization. This group has notably accused the SCM personnel of being negligent in their duties. In this regard, some of the participants in this group have justified the actions of usurping SCM functions as being in the interest of the organization. Proponents of this notion maintain that purchasing and supply functions can be undertaken by ‘anyone’ while the opponents in this group attest that such functions should be left for the SCM professionals.

b.
Actors – The actors are those who are responsible for implementing the system or carry out the systems activities (Lewis, 1992). In the SCM system as depicted in this situation, the supply personnel are the actors who are responsible for executing SCM actions to ensure the timely provisioning of the required spares. These actors as illustrated in the rich picture are dejected and unfulfilled. By their judgment the system considers them of less importance to other stakeholders. This is understood from the perceived disposition of the organisation with regards to their pay and allowances, training opportunities and other fringe benefits. Respondents in this group believe that other stakeholders want to undertake purchasing and supply functions because of the illegitimate gains they perceive they can acquire in the process. The SCM professionals maintain that they understand their responsibilities and can do better with improved training, incentives and provision of the right tools and working environment. The demand of the SCM personnel follows this thought of being encouraged and motivated by the organisation. A few respondents of this group however suggest that the responsibility behoves on the SCM personnel to create the image that will attract the respect of other stakeholders and the organisation at large.  
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Figure 6.1, Rich picture representation of the Organizations’ SCM problem situation. 

c.
Transformation – The transformation process depicts the process of the human activity system (Lewis, 1994). It entails the actions and processes undertaken by the actors as inputs to produce the required outputs. In this case the transformation process illustrates the SCM procedures undertaken by the SCM personnel. While it is clear from the responses of all the stakeholders that these procedures have been well documented, the actual implementation of these procedures invariably varies with different leadership dispensation. As such the transformation process is evidently not consistent. In addition, the associated links across the supply chains are not evident. Hence, the transformation aspect of the situation is considered ambiguous. The researcher, however, had a role to play in the transformation process in line with the concept of a collaborative enquiry. The idea was to create awareness, critical consciousness and increased knowledge about the situation. Initiating change through this process is viewed as a matter of interpreting knowledge and transforming mindset (Cassell and Johnson, 2006; and Reason and Bradbury, 2008).
d.
Weltanschauung (Worldview) – The worldview represents the basic beliefs of the world that is implicit in the situation (Lewis, 1994). The worldview in this picture represents the perspective of the system from external individuals. This includes the opinions and perspective of members of the public society who try to make meaning about the essence and justification of the existence of the system. The view of the public society in the context is primarily ‘physiological’; thoughts of basic needs like food and other social amenities like road and water supply in line with Abraham Maslow’s hierarchical theory. As such, the disposition of the people and the visible stands of government are inclined to prioritizing the provision of basic amenities rather than indulging in technical projects. As such the existence of a public sector system relating to aircraft and technology is not instantaneously engaging to the general public. This also impacts on government decision making processes regarding the allocation of funds to such organisations considering the level of other competing demands for funds to undertake other public projects.

e.
Owner – The owners are those who have the authority to make changes in the system or modify its performance measures (Lewis, 1994). The owners in this situation include the top management of the organisation. Being a public sector organisation, this group controls the use of the public funds appropriated by government to the organisation. They are also responsible for the management of stakeholders and delineating of organisational procedures and processes. Hence, this group maintains the central position in the rich picture with arrows indicating levels of influence with other aspects of the situation. They are considered to have enormous powers and discretionary latitude to utilize the funds at their disposal. The owners attest to be managing a difficult situation in the midst of scarce resources. Nonetheless, other parties are replete with indications that the ‘owners’ are avaricious and self-centered.

f.
Environmental constraints – The external constraints are those limitations and restrictions that obviously impact on the system (Lewis, 1994). The constraints imposed by the environment and the wider system include the nonexistence of physical infrastructures like electric power supply which limits the organisation’s operations and developmental potential. In the wider system, some societal inhibition relating to the values of the people in the context was also observed. It was common for individual parties to accuse other parties of being negligent, conceited and selfish.  Most of the claims were convincing, nonetheless, these behaviours were observed as a general trend probably originating from the desperate need to survive in the tough environment. The researcher therefore considers this trend as part of the environmental constraints prevalent in the problem situation.
From the analysis of the study, it remains apparent that IT/IS is considered as a necessary tool to enhance SCM in the organisation as suggested in the literature (Cooper et al, 2000). However, the problem situation is beyond the mere implementation of IT/IS. The elements of the problem situation in the case includes a wide range of fundamental issues, similar to the interpretations captured  by Heeks’ (1999) checklist for critical failure factors affecting IT/IS disasters. These include data inadequacies; technical problems; management, process, and technical skill shortages; cultural clashes and political infighting and external environmental factors (Heeks and Bhatnagar, 1999; and Goldfinch, 2007). These factors underpin the researcher’s choice to explore these basic issues in the context revolving around people and process, rather than the mere pursuit of technological accomplishments. This phase of the study therefore highlights some considerations worthy of further exploration in the main study. These includes:
(a)
The dynamics of leadership in the context.

(b)
Stakeholders relationships and environmental constraints.
(c)
Delineating operating procedures.

(d)
Issues about stakeholders training and motivation.

6.2 CONDUCT OF THE MAIN STUDY

My reflection note – 14 Aug 2012

I arrived in Nigeria with enthusiasm for my field work and immediately planned my visit to the organisation’s headquarters. There was a slight modification with the bureaucratic processes relating to the mode of contacting the units with whom I was to conduct my field work. I was apprehensive at first but I quickly reckoned that the situation was absolutely normal. I appreciated that my perceptions about how an organisation should operate had been slightly altered since I left to the Uk for my study(less than a year).
The result of the analysis from the pilot study (rich picture) was very useful in stimulating discussion in the main study. The main study phase was an in-depth exploration of the research phenomenon confirming assertions from the pilot study. It involved the conduct of 12 semi-structured interviews cutting across the major stakeholders in the organisation; 3 pilots, 3 engineers, 3 supply/procurement officers and 3 IT/IS practitioners with representatives from the senior cadre, middle cadre and junior cadre personnel. There were also 2 focused group meetings with the specialist groups in the organisation. This was particularly beneficial as it gave room for in-depth collaborative discussion. In addition to the interviews, the researcher reviewed several official reports and was able to make observations from the activities of the personnel during the field trip which included an official project meeting and tour of facilities. A thematic analysis was conducted to identify themes from the data collected. The result facilitated the development of a theoretical model and subsequently the development of a management framework for the research.  

The interview discussion and focused group meetings were stimulated with the analysis of the details from the rich picture. There was a general consensus about the standpoints of various parties depicted in the rich picture. Nonetheless, there were different views as to why the situation was so. The analysis of the dynamics of the elements of the problem situation showed several similar as well as opposing views about the elements of the problem situation. There were views justifying the position of certain stakeholders with other differing views from standpoints of stakeholders illustrated in the picture. There were two fundamental suggestions for further considerations about the rich picture as highlighted below: 
“I think this picture aptly captures the situation in our organisation. You may want to add that certain stakeholders are mistaken with their estimation of SCM functions. This is the problem” – Middle cadre engineering officer.
“No doubt, the picture represents our current situation. But the question we need to ask is why the situation is this way” – Middle cadre pilot.
There were 10 semi-structured interview questions employed to explore the research phenomenon in the main study. The questions acted as a guide for the researcher to stimulate discussions during the interviews. The interview questions were not administered in any sequential order. In most cases the respondents went ahead to provide information relating to other questions prior to being asked by the researcher. The 10 broad interview questions were as follows: 

1.
What does your job function entail?

2.
How will you rate the performance of SCM in the organisation?

3.
What factors have influenced the performance of SCM in the organisation?

4.
What are your experiences on how these factors have played out?

5.
What role(s) do you think IT/IS can play to support SCM in the organisation?

6.
How will you rate the readiness of personnel to use IT/IS in the organisation?

7.
What factors are in place to advance IT/IS implementation and SCM functions?

8.
What factors can hinder the employment of IT/IS to support SCM?

9.
How can the organisation optimise IT/IS and SCM functions?

10.
Any other comment about IT/IS implementation and SCM in your organisation?

These broad questions were geared towards answering the three basic research questions to gain understanding about the prevalent factors of IT/IS implementation in the case, how these factors interact as well as to get suggestions on how to enhance SCM activities with the use of IT/IS. The study assessed the organisation’s SCM situation and elicited information about the applicability of IT/IS for SCM activities in the organisation before exploring the dynamics of the elements observed in the problem situation. This was subsequently followed by the identification of management solutions in addressing the problem situation.  

6.2.1
Assessment of the organisation’s SCM situation 

In the assessment of the current SCM and IT/IS implementation endeavours in the organisation, the goal was to consider respondents’ views on the impact of the role of SCM on operations in the organisation. It also considered their views about evaluating previous IT/IS implementation efforts. The respondents were asked to rank their assessment on the scale of 1 to 5; 1– ‘very poor’, 2 – ‘poor’, 3 – ‘average’, 4 – ‘good’ and 5 – ‘very good’. On the analysis of the impact of the role of SCM on operations in the organisation, there were varied numerical assessments ranging from 2 to 4 (poor to good). The descriptive responses of the assessment was however similar and tended to portray a situation that was fundamentally poor and functioning below expectation. This illustration was vivid from the analysis of Focused Group 2 (FG2) which involved 12 SCM participants. In the numerical analysis, the views were evenly distributed as four participants rated SCM functions in the organisation as ‘2-poor’, four others said it was ‘3-average’ and another four said it was ‘4-good’. In the discussion, the narrative of the participants from the different categories was however similar; indicating a ‘troubling’ scenario. Typical remarks of participants from each of the category are as stated below:
Participant that assessed the SCM as good 
“I say the performance is good because we are still able to operate despite the challenging situation.  To be real, we have no SCM…we have no idea what is happening, we get aircraft spares we do not know where they come from and we cannot question what is going on” – FG2. 
Participant that assessed the SCM as average
“I am being patriotic when I say we are average, but the situation is bad…no tools to work with, what we are taught in the logistics school is different from what we meet in the field” – FG2. 
Participant that assessed the SCM as poor 
“Saying that our situation is poor is actually an understatement. This is a lingering problem...we are only storekeepers, we do not do any SCM thinking to enhance our operations” – FG2.
The essence of the narrative analysis of the SCM situation of the organisation was justified in resolving the conflicting numerical representation from participants which ranged from poor to good. The discussions further elicited how the participants understood SCM functions in the organisation; rating not the operational output but also considering the adjoining mitigating circumstances. In the same way the discussions also considered how efforts had been made to use IT/IS to enhance SCM activities following collective assertion that the poor SCM situation is linked to the non-existence of IT/IS infrastructure. The result of the assessment of previous IT/IS implementation endeavours was similar to those gleaned in the pilot study. Participants were of the view that no successful IT/IS project had been executed but credited the efforts that had been made so far. Lack of funds and the attitude of top management were some of the common reasons deduced to have been responsible for the difficulty in realising an effective IT/IS implementation in the organisation. 
The assessment of the SCM situation in the organization included reviews of reports; quarterly reports, end of year reports, operations and logistics update, inventory records and special papers.  A quarterly report contains details of a unit’s activities during the quarter under review highlighting operational, logistics and administrative achievements and challenges. They also provide details about the utilization of available resources and make recommendations following the evaluation of challenges and prospects. The annual reports follow the same format as the quarterly report providing a comprehensive analysis for the year under review. Operations and logistics updates are periodic materials released to notify significant changes of operational and logistics status. Inventory records provide details of inventory management activities; items requested, items supplied, items issued out and stock balances.  Special reports on the other hand are service papers written to analyze the identified problem situation in the organization with a view to proffering recommendations on how to address the problem situation. The minutes of meetings reviewed were records of some special meetings associated with addressing logistics challenges in the organization. This study analyzed a total of 184 official documents from 2010 to 2014. The highlights of the reports followed 3 major patterns as indicated in Table 6.1.
The first pattern observed was the highlight of the operational problem situation which had to do with low aircraft serviceability rate. There were alarming figures of aircraft serviceability status ranging between zero and 20 per cent for most of the aircraft fleet. The reports indicated that over 80 per cent of the aircraft fleet was unserviceable. The reports also showed that 73 per cent of the aircraft fleet had been inactive over time because of problems associated with availability of spares and manpower deficiencies regarding maintenance activities.

	Document Type
	Number reviewed
	Highlights  of the reports
	Summary of recommendations

	Quarterly reports from units
	53
	*Low aircraft serviceability status.
*Lack of spares and manpower deficiencies for maintenance activities.
* Achievements – snags resolved with local research efforts.
	*Need to develop manpower and equipment competencies.



	End of Year reports from units
	15
	
	

	Operations and logistics updates
	40
	
	

	Inventory records
	37
	
	

	Special reports
	28
	
	

	Minutes of meetings
	11
	
	

	Total
	184
	
	


Table 6.1, Summary of official documents reviewed

The problems associated with the availability of spares and manpower deficiencies were the second pattern of information observed in all the reports. These were often connected with a paucity of funds and other related administrative circumstances. The third notable pattern of the reports highlighted achievements which had to do with the use of local initiatives to resolving some lingering problem situations. Some of the notable achievements identified in this regard had to do with local fabrication of required tools and equipment. Another well celebrated feat was the provision of a systematic solution to recurrent challenges associated with high cylinder head temperature (CHT) and nose landing gear of a particular aircraft type. So the common denominators from the reports were recommendations to develop manpower (training) competencies and equipment/technological capabilities. The analysis of the observed patterns ascertains the relationship of manpower and technological deficiencies with the problem situation. The inference from the recorded achievements in the reports suggests the evidence of local potentials in the organization that could be harnessed to address the problem situation.

The study of operations and logistics updates provided details of inventory management activities in the organization.  The reports were replete with frequencies of high lead-time required for requests to be processed and supplied. This often spans through months, years and sometimes requested items are never supplied. The resultant SCM situation is characterized by uncertainty and thus justified the need to hold inventory.  Holding large inventory was however at variance with modern business trends which recognize the liability of inventory costs.  The marked geographical and cultural distance between the organization and her suppliers across international boundaries apparently justified the need to keep inventory; to reduce lead-times and facilitate stock availability. The common reasons associated with the lingering lead-times included cumbersome bureaucratic processes and lack of hi-tech infrastructure to network SCM activities. The idea of adopting lean inventory management approaches had therefore been a subject of contention and considered unfeasible by some stakeholders. 
Reviewing the inventory management activities and taking note of some known inventory management indicators was considered a significant approach to assessing the problem situation. In spite of the tendency to maintain high inventory stock, a review of the inventory records showed that less than 30 per cent of orders are met on first demand. There was also evidence of an increasing number of backorders because requested items were not always readily available in stock. The irony was that the warehouses were filled with a growing number of obsolete items; taking most of the storage spaces in the warehouses. More than 75 per cent of the stores in the inventories are over 20 years old. The practice of reverse logistics which relates to the reuse of products; recapturing value or initiating their proper disposal is however absent in the context. These indicators; first time fill rate, backorders, quantity of obsolete items and storage spaces have been highlighted in the literature as characteristics of poor inventory management
  (Stock and Lambert, 2001; and Gruenwald, 2004). The evidence from the study corroborates assertions from participants indicative of a troubling SCM situation. It also highlights the evidence of local potential that could be harnessed to improve the problem situation. The deduction explains Lambert and Copper’s (2002) assertion that the ground work of SCM is about the management of the ‘physical/technical’ and ‘managerial/behavioural’ components of SCM. The inferences highlights the complexities of the latter category identified in the literature as difficult to manage. 
6.2.2
Applicability of IT/IS for SCM in the organisation   

The general perception was that IT/IS implementation was a critical solution to enhancing SCM in the organisation. The special reports, quarterly reports and end of year report from units had recommendations for the introduction of IT/IS to enhance SCM activities. The understanding and expectation of how IT/IS could be employed to enhance IT/IS implementation was however varied.  There was an opinion that IT/IS can play virtually every role to optimise SCM function, declaring that it was the way forward for SCM in the organisation. A quote from the interview in this regard is stated below:
 “With IT/IS I can sit down here in my office and confirm what we have in the different stores in our locations. We will not be procuring items that we already have because we will now know what we have and can quickly get it to where we need it to be. This is what we want”  – Seniour cadre procurement officer.
A similar opinion in this regard was the recognition that IT/IS drives activities of modern global business. The participant was however of the view that the organisation should only consider employing the use of IT/IS on a limited scale.  His statement noted as follows:
“We cannot shy away from the use of IT/IS but we should only aim to use IT/IS for procurement with foreign organisations and not for day to day inventory management…we should be realistic, we do not have the facilities; internet and electric power supply to do that” – Middle cadre procurement officer..
In a similar tone but slightly different view, another participant acknowledged that there was the need for stakeholders in the organisation to be sincere about the organisation’s capability to effectively carry out an IT/IS project in the organisation. He firmly stated as follows:
“I have read about IT/IS implementation of big companies all around the world, most of them do not undertake their projects entirely by themselves. We need external professionals to assist us…we cannot do from start to finish…and what we need is something simple that we can operate”. – Seniour cadre IT personnel.
There were similar arguments from different stakeholders about the extent of applicability and capability of employing IT/IS to enhance SCM in the organisation. There was a general recognition of the challenges surrounding the problem situation. Albeit, there were positive aspirations about the potential benefits that IT/IS implementation can render in support of SCM and the general operations of the organisation. In a tone that captured the underlying values of the previous arguments and identifying the peculiarities of the problem situation in its context. 
One of the participants was of the view that the problem situation was beyond merely trying to acquire technological apparatus. He indicated that there were other underlying fundamental issues surrounding the needs of the people in the organisation that needed to be addressed first and foremost.

“We have pressing in-house problems…we need to talk about the people and resolve individual issues first before talking about IT/IS and technology...”  –Seniour cadre engineer.
The need to consider the underlying fundamental issues associated with the problem situation is in tandem with the objective of this research. It is indicative of the justification of the focus of this research which shifted the discussion from technical perspectives to considerations of people and processes. From the analysis it can be inferred that while the use of IT/IS is essentially a prerequisite for the smooth running of SCM functions in the organisation, it was needful for stakeholders to realistically note the extent of the applicability of IT/IS in the context of their organisation. The tendency for idolization, technophilia, lomanism and managerial faddism which are constructs in the literature that explains the problems associated with ambiguous enthusiasm for IT/IS implementation in an organisation (Goldfinch, 2007) was noted in the case. The understanding of the constraints relating to the impact of incessant power supply was instructive in understanding the limitation of IT/IS applicability in relation to operating IT/IS in the organisation. Nevertheless, the tendency to be weighed down by mitigating circumstances was also intrinsic; the reaction being that of inaction. This has also been highlighted in the literature regarding how people resist change for IT/IS innovation for various reasons; fear, desire for continuity or general belief in the status quo (Hirschheim and Newman, 1988).  It was positive to note the aspirations for the use of IT/IS in the organisation but the researcher observes that  this was to be sensibly weighed from Goldfinch’s (2007) pessimistic approach aimed to curb the excesses of ‘IT/IS enthusiasm’. It was therefore considered important for public officials not to have an over blotted expectation of IT/IS capabilities as was observed by some of the respondents in this case, who probably consider IT/IS a magic wand that can fix every problem. There is therefore the need for caution to guide against overly trusting IT/IS sales representatives and readily embracing IT/IS trend without critical assessment of its feasibility in the context (Dale and Goldfinch, 2002; and Georgiadou, 2003). 
6.3 DYNAMICS OF ELEMENTS IN THE PROBLEM SISUATION

The elements of the problem situation identified from the main study agreed with features in the data which were of interest to the researcher and having meaningful interpretations about the phenomenon. The identified patterns from the data set were similar to the elements and concerns observed from the pilot study. The process of identifying the patterns in the study included making text notes of potential patterns while working through the entire data. The elements identified were in two broad categories; issues evident from a broader societal perspective and issues observably manifesting in the organization. Figure 6.2 illustrates these two broad categories. While the diagram tries to differentiate the categories; it was essentially complex to separate these complementary elements as there were reflective connotations of the features across each divide. 

The mixture of the elements identified in the study substantiates evidence in the literature of notable drivers, enablers, barriers, inhibitors and factors affecting success and failures of IT/IS projects relating to SCM, the public sector and developing nations (Saul and Zulu, 1994; Doherty et al; 1998, Moran, 1998; Riley, 2000; Bhatnager, 2003; Khaled, 2003; Mugonyi, 2003; Heeks, 2004; Aineruhanga, 2004; Gakanu, 2004; Ndou, 2004; and Gickoya, 2007).  Goldfinch (2007) graphically captured this assertion as a complex mixture of challenging practical problems with the frailties of human and management systems. The study shows that the problem situation in the organisation had a fundamental dimension entrenched in the infrastructure and values of the broader society. The observable issues in the organisation were hitherto believed to be a reflection of the problem situation with the society
.

















Figure 6.2, Identified patterns from the main study  

The issues acknowledged as being entrenched from the broader societal area included the lack of infrastructure and poor technological base of the country. It was believed that the lack of appropriate working tools required in the organisation was a factor of the fact that the nation as a whole lacked the infrastructure and technological base to facilitate the implementation of the required tools. For instance, the lack of industries and erratic electric power supply were fundamental grounds reflecting the society’s capacity to effectively engage in technological advancements in support of IT/IS to enhancing an organisation’s broader objective. The basic technological constraint was however believed to be a product of other ‘softer’ societal issues bothering on the attitude of the people, moral values, external influences, government support etc. It was commonly mooted that societal values had focused on obtaining individual financial gains. The prevalence of limited resources, lack of social amenities and lack of social security were common reasons adduced to have necessitated the pursuit of financial gains akin to man’s basic need for survival (Maslow,1970). Nevertheless, this obvious attitude rampant in the society was acknowledged to have orchestrated a loss in moral values amongst people in the society. There is common knowledge of misconduct at various levels in the society culminating in the loss of confidence in government and leadership. This is reflective in the low level of motivation of some stakeholders in the organisation.   

A number of respondents assert that at the apex of the problem situation was the lack of political will of government to address the prevailing problem situation relating with infrastructural development etc. There was however an opinion that the problem situation was complex and inherent with mitigating circumstances from external international sources. What was, however, evident was the there was a rub-off and manifestation of these broader society elements in the problem situation of the organisation.

Following the thematic analysis process typified by Braun and Clarke (2006) Six-phase practice; there was the need to analyse the relationship between the identified patterns from the study. This involved identifying relationships within and between the patterns and coming up with significant themes. This was a two level process of reviewing and redefining the themes; merging and separating themes as well as doing away with themes considered insignificant. The emphasis was to showcase how each theme fitted in the overall story in a way that the readers would understand (Patton, 1990; Tuckett, 2005; and Braun and Clarke, 2006).The conceptual framework developed from the literature (Figure 3.7) which identified elements of the phenomenon in four blocks (IT/IS, SCM, organisational and management intervention issues) was similarly beneficial in this process.

The data extracts and overarching themes were subsequently categorised into four significant themes. The iterative nature of the research ensured that the coding of these themes was authenticated by participants at different stages of the enquiry process.  The themes identified include those relating to leadership influence and hierarchical structures, the desire for suitable and uncomplicated tools; prevalence of ambiguous processes and institutionalised vices and an illustration of the level of competence and demeanour of stakeholders in the organisation. The analysis of the details about these themes is expounded in the subsequent paragraphs 

6.3.1
Leadership influence and hierarchical structures

A fundamental element that was recurrent throughout the study was about the role of leadership in the organisation and its effect in facilitating the success of organisational projects. The analysis shows that leadership support was the dominant element in the relationship with the other themes. The respondents clearly identified the nature of the hierarchical structure of the organization with an overwhelming influence of leadership factors on the outcome of operational and strategic activities. The data extracts includes details of the limitations of middle/lower cadre staff in initiating change in the organizations relating with skill and expertise deficiencies. Table 6.2 presents notable data extracts and overarching themes in relation to this theme while Table 6.3 highlights some selected interview extracts with inferences expounding the dynamics of leadership influence and hierarchical structure in the context. The analysis of the inferences of the interview extracts underpins the all-embracing impact of leadership and hierarchical factors on other aspects of the problem situation. 
	Data extracts and overarching themes
	Refining and defining themes

	Higher authority have not given SCM the required attention
	Leadership influence and hierarchical structures (Leadership Support)


	Financial resources is a critical issue for IT/IS implementation
	

	If the boss gives his instruction and support; any project is as good as done
	

	Training slots are subject to leaders individual preference (selection criteria not adhered to)
	

	Everyone tells the boss what they think the boss wants to hear
	

	There is lack of funds for us to do what we want to do
	

	The leader’s mind-set is that we are  okay the way we are
	

	We have a situation where the boss is always right 
	

	Leaders are interested in innovations but they do not know who to trust 
	

	Nothing can be done without approval from higher authority
	

	The boss decides who gets what; they have all the resources
	

	Leaders are not visibly committed to the organisation  
	

	We need visionary leadership to set us on course 
	

	Evidence of discretionary and monopolistic use of power
	

	Leaders are doing their best in managing a difficult situation 
	

	Most projects have been initiated by lower cadre personnel
	

	Evidence of an upcoming younger generation with innovative interest 
	

	Lower/middle cadre personnel lack the resources to execute projects 
	

	It is difficult for lower cadre personnel to garner the support of top management
	

	Leaders are doing their best in managing a difficult situation
	


Table 6.2, Data extracts and overarching themes on leadership support  

The literature substantiates the dominant influence of leadership support relating to SCM activities in organizations; effects on IT/IS innovation and implementation; conduct in public sector organization and its general impact on the success or failure of projects. There is evidence attributing poor change management and leadership approaches as the key factor for failures in these regards (Keen, 1981; Hammer; 1990; Goldfinch, 2007; Kawalek, 2007; Avgerou, 2008; Walsham, 2011). The influence of leadership is critical for the performance of any organization (Richardson, 2008; Svensson et al., 2008; and Mumford, 2011). This influence is even more critical in settings where there is high power distance like the situation in Nigeria. 
	Interview extracts elaborating leadership influences and hierarchical structure
	Inferences

	“If instructions come from the top, people will comply… when the chief speaks, it is as good as done…no one questions or opposes”
	Absolute powers of leadership

	“Finance is the main thing…it is what the higher authority considers as important that funds can be made available for”
	Access to funds dependent on leadership

	“We have a rigid situation where the boss is always right and no one can challenge the boss…or try to present an idea to the boss that he is not interested in”
	Hierarchical structure with high power distance

	“Everybody tells the boss what they think he wants to hear”
	Subservient culture

	“I presented a request to my boss for an IT/IS software, he went back to consult with his relative who claimed to be an IT/IS expert. He was advised to go for a cheaper option to save money. He apparently trusted his relative more than me and was eventually disappointed at the end when what was delivered was entirely different from what we needed”
	Prejudices  associated with leadership 

	“Our leaders are people who want to succeed and make good names. It is wrong to assume they are not interested in creative ideas. I can tell you about those that are willing to support any idea they consider credible”
	Evidence of credible leaders

	“Examine those that say top management do not listen to ideas you will find out that they are officers with questionable characters…no good track record...it is normal for them to be wary… accepting every suggestion could have substantial consequences”
	Wariness towards other stakeholders 

	“It was in those days that people felt those of us doing these things (advocating for innovative projects) are looking for cheap popularity;… current leadership have identified and encouraged Research and Development, so anyone on that path is just doing the right thing”. 
	Leadership and support for innovative thinking

	“Those in authority do not see the need for IT/IS. They believe we can run the system the way they did it…so those of use talking about IT/IS are probably considered to be making excuses or seeking attention”
	Leaders are sceptical about proponents of IT/IS

	“The boss can change or modify standing procedures anytime”
	Weak institutions

	“The decision to revise procedures and standardize processes is the prerogative of  top management”
	Leadership influence on standardising processes

	“Training programmes are not based on merit…’godsons’ are the ones who go for good training courses…those of us without ‘godfathers’ are never noticed”
	Leadership influence on Training and Motivation

	“It is not like we are not interested in taking new ideas on-board, but I for one need to be sure about the reliability of any idea before I can undertake to recommend it for the consideration of higher authorities. As you grow in the service you need to be careful what you stake your name for”
	Bureaucratic structure for recommending projects for consideration of higher authorities


Table 6.3, Inferences about data extracts and overarching themes on leadership support  

The hierarchical structure in the Nigerian context exudes high power distance with a marked disparity in equality across the hierarchical structure (Hofstede, 2001). This is unlike the situation in the UK were the society tends to propagate equality with a low power index. The hierarchical structure in the Nigerian situation gives absolute power to leadership and as such it is not common for subordinates to challenge the actions and opinions of leaders in whatever circumstance. The system celebrates loyalty to leaders, and allegiance over-rides public rules and regulations. The boss and subordinate relationship, could dictate decisions regarding promotion and retirement (Hofstede, 2001). This circumstance therefore appeared to breed laid back junior staff with suppressed creativity and limited tendency to challenge the views originating from superior staff. It similarly tended to curb the possibility of facilitating initiatives originated from middle or lower staff. This feature was therefore viewed to limit the potential of the organisation where the leader was insensitive to the yearnings and needs of the people. On the other hand, this structure could be harnessed as a positive tool to facilitate prompt project development in cases where the leaders had innovative ideas and plans. As such a top-down management approach could be considered an effortless model in this context. The opposite views highlighting the interest and sensitivity of top management to innovative ideas of subordinates is however instructive of the potential of a bottom up approach in facilitating technological advancements in the context (Schriesheim and Hinkin, 1990; and Yukl, 2002). 
6.3.2
Ambiguous processes and institutionalised vices 

The data analysis elicited a cluster theme which described the prevalent situation in the organization replete with ambiguous processes and institutionalized vices. The respondents attest that procedures are not adhered to, SCM duties are not delineated and there is evidence of favouritism, nepotism and a culture of monopolistic use of power in the organization. These features constitute the bedrock of the organizational structure that regulates its activities. Table 6.4 presents notable data extracts and overarching themes in relation to this theme while Table 6.5 highlights some selected interview extracts elaborating on the ambiguous processes and issues of vices in the context.   
	Data extracts and overarching themes
	Refining and defining themes

	Everyone believes they can do the job of a supply man
	Ambiguous processes and institutionalised vices (Standardization of processes)


	We have documented procedures but they are not followed
	

	What we learn in training is different from what we do on the field 
	

	The problem is the ‘Nigerian factor’; too difficult to resolve
	

	Prevalence of third party vendors with no regular supply chain link
	

	Our problem is not all about IT/IS we need to manage our in house issues
	

	We do not plan ahead; we always like the ‘fire brigade approach’  
	

	We cannot isolate our problem from the broader national issues
	

	Wariness that IT/IS implementation may expose malpractices  
	

	Different units have different SCM practices; no harmonisation
	

	Everyone wants to be involved in procurement so they can make gains
	

	We cannot follow procedures if we have contrary directive from the top
	

	Engineers and pilots have taken over supply functions; no demarcated function
	

	There is the need to standardise processes before thinking about automating with IT/IS
	

	Documented procedures are outdated
	

	The procedures we practice changes every day; inconsistent practices
	

	Documented procedures are disregarded because they are no more practicable 
	

	Need to revise and standardise procedures to be in line with the current disposition
	

	Weak institutions and organisation processes
	

	Culture of nepotism and favouritism
	

	Lack of transparency  and the menace of corruption
	


Table 6.4 - Data extracts and overarching themes on standardization processes  

	Interview extracts elaborating on ambiguous processes and institutionalised vices
	Inferences

	“I cannot say I know the right way things should be done…what we were taught is different from what we practice…what we practice changes every day…it can be confusing”
	Confusing consequences of ambiguous processes

	“It’s a shame that an organisation of our calibre has no regular supply chain link …we depend on third party vendors
	Limitation in the supply chain link 

	“People struggle to take on supply and procurement roles in order to make personal gains”  

“It may be difficult to get support for IT/IS implementation...that is like asking to establish a system to allow transparency and curb corruption vices”  
	Institutionalised vices

	“We are not use to planning ahead...we wait till the dying moment when things have gotten out of hand...our fire brigade approach mentality”
	Calls for reorientation of values

	“It is not just to replace our paper accounting to computer inventory management...we need to harmonise our procedures across units...even now...we use different accounting forms in different unit...”
	Calls for the harmonization of accounting forms and procedures  

	It will take time to build systems and institutions that will stand the test of time...and dictate how things run. We have weak organisation processes…the weakness of our institutions is a national dilemma
	Analysis of the enormity of the prevalence of ambiguous processes and institutionalised vices


Table 6.5 - Inferences about data extracts and overarching themes on standardization of processes

The study elicited some reasons adduced to be responsible for the prevalence of the situation regarding ambiguous processes and vices in the organisation. One of the notable reasons elicited that the documented processes in the organisation were not adhered to because they were obsolete and needed to be revised.  A respondent mentioned that documented procedures are disregarded because they are no more feasible and need to be revised in line with the current disposition. As such it was instructive to note the vital need to revise out-dated procedures in the organisation and introduce updated procedures relevant to the current situation. It was however also acknowledged that due to the unclear practices involved in SCM in the organisation, there was evidence that a significant number of stakeholders had limited knowledge about the appropriate SCM operating procedures.  The broader societal attitude characterised by the quest for financial gains was also indicative of the dynamics around the ambiguous processes and vices. The prevalence of the situation was also believed to be encouraged to create avenues to make individual financial gains.  There was, however, an opinion that the situation and vices developed as a result of neglect and not necessarily a direct act for illicit actions. However, the general opinion about the attitude of neglect reflects on the dearth of skill, demeanour of stakeholders and with the complex operating environment.

Another common reason obtained from the study in line with the prevalence of ambiguous processes was the notion about the weakness of established systems which is reflective in the powers wielded by leaders. The literature asserts that organisational processes are weakened by endemic corruption which is a product of lack of transparency, a culture of impunity, conflicting incentives as well as discretionary and monopolistic use of power. The literature also posits that corruption exists in every country but the scale of operation varies (Alcazar and Andrade, 2001).  There is evidence from the study of varied scales of corruption. Participants highlighted these factors as being prevalent in the Nigerian case referring to it as the ‘Nigerian factor’. Many described the situation as an accepted way of life but considered it a bane that needs to be tackled. Dike (2005) illustrating the results of corruption in Nigeria identified that corruption had destroyed skills development as well as reduced quality of public goods and services with stakeholders cutting corners to increase profit margins. The literature indicates that this menace has similarly destroyed government structures, capacity and legitimacy in the country. As such, a recurrent suggestion evident in this study was towards addressing the menace with a re-orientation of mind-set and values. This was considered a critical condition required to fulfilling any meaningful development to the organizational problem situation which is an offshoot of a broader societal situation.

The study similarly elicited evidence identified in the literature as indications of corruption; lack of transparency, culture of impunity, and self-seeking interests (Alcazar and Andrade, 2001).  The evidence was vivid with some accounts of what some of the respondents had undertaken themselves. The exploration of the situation brought forth issues bordering on moral values and corruption with attendant institutionalised vices. It was observed that most people chose to shy away from talking about corruption. Corruption was perceived to be generally accepted as a normal way of life. As such it was common for respondents to make statements like; “you know the Nigerian factor, it is difficult to solve”. Nigerian factor being a phrase commonly used to illustrate the existence of corruption vices. The consequence of these ambiguous processes resonates inefficiency in the organization with resultant losses in the overall SCM. An example illustrated in this regarded was about the procurement of aircraft spares at exorbitant prices because adequate plans were not made for procurement until the situation is hard-pressed and the aircraft is grounded. Aircraft on Ground (AOG) orders are inherently expensive. 

Responses from respondents advocating for reorientation of values and standardization of processes was unequivocal. BPR concepts identify with the aspiration of the respondents; it recognizes that processes and tasks in organizations are usually fragmented with no one overseeing the performance of the entire process (Hammer and Champy, 1993). It similarly promotes radical thinking which encourages drastic changes of organisational norms and work structures. It also recognises the need to simplify and standardise processes before automating with IT/IS (Hammer and Champy, 1993; Gunasekaran and Nath, 1997). The respondents seeking such radical changes in the organisation however acknowledged that employing radical changes could be challenging and possibly have negative consequences considering the complex nature of the organisation. The concern about the challenges of radical change in organisations has also been recognised in the literature. There is evidence that lots of projects involving radical change have failed because of the complexities of human and social factors involved. The literature similarly showcases proof of projects that have been successful following an incremental change approach rather than radical change (Stoddard and Jarvenpaa, 1995). The suggestions from respondents showed an inclination towards practical approaches that considers the peculiarities of the organisation; allowing for iterative and incremental fine-tuning of processes. This tows the line of BPM that entails regulating business processes with techniques that considers humans and organizational conditions (Weske et al., 2004; and Ko, 2009). The development of a management framework therefore proposes a change management approach which incorporates re-orientation of values and standardising of processes through an incremental change management strategy. 
6.3.3
Competence and demeanor of stakeholders
A cluster theme identified responses reflecting on the competence and demeanour of stakeholders in the organization. The data illustrates the impacts of stakeholder’s skillfulness and attitude on the overall problem situation. There is evidence that stakeholders are deficient in management skills, IT/IS innovation skills, change management skills, SCM skills as well as skills for IT/IS implementations. These deficient skills have been acknowledged as limitations towards building the right level of competence and commitment necessary to address the problem situation. Nonetheless, there are encouraging indications of dedicated stakeholders with requisite aptitude and interest towards realizing organizational objectives. The evidence of this was observed in records highlighting some significant operational achievements. Table 6.6 highlights some notable data extracts and overarching themes identifying patterns relating to competence and demeanor of the stakeholders in the study.

	Data extracts and overarching themes
	Refining and defining themes

	‘Engineers and pilots think supply personnel are not clever; we are considered second class’
	Competence and demeanour of stakeholders

( Training and Motivation)


	“We are trained as ‘storekeepers’ but they want us to function as supply chain managers”
	

	‘The old supply supervisors are knowledgeable in practice but not computer literate. They fear that IT/IS implementation will make lose ground and become irrelevant’
	

	Evidence of lack of commitment and  incompetency of stakeholders
	

	Evidence of organisational successes recorded by performance of some stakeholders
	

	‘We have the manpower all we need is adequate training’
	

	‘No motivation to work hard because there is no reward for hard work here’
	

	‘We need experts to help us with our IT/IS projects we cannot do it all on our own’
	

	‘Supply personnel are not considered for training only pilots and engineers’
	

	‘Selection for training is a function of who you know not by merit or organisation need’
	

	Evidence of stakeholders infighting
	

	Supply personnel feel inferior to engineers and pilots
	

	We have sustained operations despite all odds
	

	Lack of cooperation amongst stakeholders; prefer to work in isolation not as a team
	

	We are not recognised… so we are not proud to do our jobs  
	

	Evidence of shady practices by stakeholders 
	

	We are losing our supply men to other specialists trades
	

	Supply personnel feel marginalised from welfare packages
	

	Deficient skill relating to controlling and managing processes 
	


Table 6.6 - Data extracts and overarching themes on training and motivation  

My reflection note – 23 Aug 2012
The tone of the different respondents when referring to other stakeholders in the organization was illustrative of the underlying infighting amongst stakeholders in the organization. There was a hush tone of irritation and disgust from some pilots describing the low level of aptitude and commitment of supply and engineering personnel towards operations in the organization. A similar tone but in a more subdued manner was identified by the supply personnel when relating experiences of marginalization on training and welfare packages. They also talked about their efforts not being recognized despite their commitment in the unmotivated situation. 
The general data extracts included information about deficient skill, lack of commitment of some stakeholders, feeling of marginalization, lack of cooperation and infighting amongst stakeholders. These reflect on the dominant management decisions and practices in the origination. Two detailed narration; extracts from the interview showcasing the prevalence of stakeholder’s infighting bordering on competence and the demeanour of the stakeholders are illustrated below. 

“I think the engineers and supply men are simply not interested and committed to their job. I have severally informed them that we need an air-vent in the cockpit of our helicopter. Maybe because they are not the ones flying the aircraft or they simply lack what it takes to do their job. I have had to make enquiries on how to get this item on my own. All we hear from them are complains about pilots being paid higher salaries” – Middle cadre pilot.  
“We have a conflict between the supply and engineering department concerning the management of aircraft spares. It was decided that the engineers should take over the management of aircraft spares because the supply men are not competent. Meanwhile the day to day management of aircraft spares will still be done by the supply personnel in the field units, but the engineering department will take over the role at the headquarters level. The irony now is whether supply personnel on the field will be reporting to two masters; engineering and supply departments at the headquarters level. This was not resolved at the last meeting.  In the past weeks the engineers have been finding it difficult to do this job and have kept coming to us for help. I think they are beginning to see our value supply personnel” – Middle cadre procurement officer.
The issue of competence and demeanour were two different themes identified in the study but were however merged together in view of the perceived connection between the two aspects as illustrated in Figure 6.3. The issues relating with competence bothered on training, proficiency, and experience. There was evidence that it had often had impact on stakeholder’s confidence, attitude to work and ability to undertake assigned roles. More importantly in the context is that ‘training’ was often considered a form of reward to favored stakeholders. As such, stakeholders who had not experienced considerable training opportunities often felt marginalized.
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Figure 6.3 – Researcher’s perspective of the relationship between competence and attitude (demeanor)

Respondents acknowledged a number of benefits associated with training. This included not only the knowledge and experience gained but also the monetary remunerations obtained. Stakeholders were often paid extra allowances when on a training course. It was a common response from participants to recommend ‘training’ as the foremost approach to motivate stakeholders in the organization. The demeanour of stakeholders who had benefited from extensive training was characterized by self-confidence, good self-esteem and a noticeable determination to give back to the organization system. This was essentially obvious in stakeholders that had been trained in the advanced economies.  It was similarly evident that stakeholders with less skill and competence were not as confident and forthcoming as other counterparts. Table 6.7 identifies some notable dimensions of competence and demeanor in the study. 

	Competence dimensions 
	Demeanour 

	Management approaches
	*Loss of confidence in the system

*High-handedness 

*Feeling of marginalisation by groups

*Stakeholders infighting/lack of cooperation

*Indifferent and docile followership 

	Lack of specialised Skills;  SCM, IT/IS innovation and operation
	*Lack of confidence and self esteem

*Dependency on external support

*Lack of enthusiasm

*Apprehensive about IT/IS introduction 

	Evidence of dedicated stakeholders with requisite aptitude 
	*Confident and optimistic

*Passionate about work 

*Generating innovative ideas

*Record of operational achievements


Table 6.7 – Dimensions of competence and demeanor observed from the study

The literature similarly suggests that stakeholder’s competence and demeanor go hand in hand (Mumford, 1995; 2006). This is explained by the ETHICS method which gives equal consideration to organizational efficiency and job satisfaction. The argument is that the two reinforce each other as has been observed in this study. While a stakeholder’s competence is essential for organizational efficiency, it is also recognized that organizational efficiency is a product of job satisfaction. Job satisfaction is the attainment of a good fit between what the employees need and what the organization’s job requirement demands (Mumford, 1983). There is evidence in the literature that efficient organizations reduce frustrations of stakeholders and increases job satisfaction. In the same way, the literature asserts that high job satisfaction is often a product of feelings of competence, responsibility and pride in work. The analysis of the implication of competence and demeanor in this study expounds the ETHICS framework on job satisfaction. This framework identifies three broad needs; personality needs; needs associated with competency and efficiency; as well as the needs associated with employee values. The understanding of these broad areas of needs in the job satisfaction framework is detailed in the Table 6.8 below. 

	ETHICS job satisfaction framework
	Elements

	Needs associated with personality  
	*Knowledge needs

*Psychological needs

	Needs associated with competence and efficiency
	*Efficiency factors (eg. support services and systems of work control)

*Task needs –task structure that users find motivating, interesting and challenging

	Needs associated with employee values
	*Ethical needs

*Manner in which management treat employees and relate to each other


Table 6.8 – ETHICS job satisfaction framework – (Mumford, 1983)

The ‘personality needs’ (knowledge and psychological) as observed from the data in this study aligns with the demand for efficient training in the organization. The objective is to acquire knowledge and develop skills, confidence and competencies in order to improve capacity, productivity and performance to achieve specific organisational goals. This also relates with the needs associated with ‘competence and efficiency’ as education and training improves competence. The efficiency aspects, however, explains the extent to which acquired knowledge and skills are utilized for the intended task. The data indicates usurping of roles by stakeholders; appropriation of duties; stakeholder’s infighting; and lack of cooperation with negative impacts on demeanor and productivity of staff.  The more complex dimension relates to the needs associated with employee values. The evidence from the study identifies with the complexities involved in managing employee values. 

The way and manner in which employees are treated in the organisational context is reflective of the institutional values of broader society. This includes perceptions on issues like corruption, nepotism and tribalism. For instance, advanced economies like the UK operate a system of equal opportunity; this stipulates that everybody should be treated the same way. Specific jobs are given to those considered most qualified to perform the task regardless of religion, ethnicity or other prejudices (Richardt and Shanks, 2008). On the other hand, the principle of federal character enshrined in Nigeria’s Constitution (1979) advocates’ fair distribution of public service appointments; social-economic amenities; and infrastructural facilities among the federating units reflecting ethnic, religious, and geographic diversities. This tool which was designed to ensure fairness has been criticized for hindering social and professional development (Adeyemo, 2005).In this case, the need to show fairness along ethnic lines supersedes the demand for the suitability of job roles and infrastructural projects. This invariably draws the need to understand the institutional dimension of the problem situation. The concept of institutional theory focuses on deeper aspects of social structures. The data showcases how this concept on processes and structures are established by norms that provides imposing procedures on social behavior (Scott, 2008). 

The ground work of ETHICS as illustrated in Table 6.8 demonstrates that user involvement, clear job satisfaction objective and consideration of organizational factors are essential for successful planning and implementation of IT/IS (Mumford, 1995).  This is in line with the aspirations of this research. The ETHICS framework similarly highlights the importance of job satisfaction as a core consideration in IT/IS innovation. Job satisfaction as identified involves the attainment of personality, competence, efficiency and ethical needs (Mumford, 1983).  The inferences of this study suggest the need to align with from the theme of competence and demeanor resonates around this concept and objective of ETHICS.  This is focused on achieving job satisfaction in an organization by allowing people influence the design of their own work situations (Mumford, 1995; 2006). The recommendations in this study will therefore incorporate this approach that seeks to create an avenue of ensure a balance ‘task structure’ with knowledge, ethical and psychological dimensions.

My reflection note – 18 Aug 2012
After the Second Focused Group Meeting, one of the junior colleagues who participated met with me for a personal chat. He talked about experiences in the work place and sought guidance on how to make progress. There was a remarkable demonstration of interest and passion from the colleague which I considered a positive indication of the level of determination exhibited by some stakeholders in the organisation. It was a cheering experience reaffirming the usefulness of the conduct of this research.
6.3.4
Desire for suitable and uncomplicated tools 

The summary of the inferences from the study demonstrates the quest for manpower and technological development to enhance the work function in the organization. This desire is evident in the official documents reviewed in this study. The objective is about having an efficient system that fits with the organization’s task structure; matching organizational task requirement with the necessary tools to help enhance the job function. The data from the study illustrates views from the respondents about the complex working conditions characterized by tasks that are invariably difficult to execute with mere human capabilities. This included the task of moving heavy equipment with bare hands as well as mechanically accounting for minute and infinite stock items without the use of technology. The demand for technological and mechanical aids to assist in undertaking tasks in the organization was therefore considered rational and expedient. Albeit, there is evidence of over-bloated expectation of what technology can do. This is a common trait highlighted in the literature as technophilia; the belief that technology can prevent and fix all problems (Georgiadou, 2003). 

The data similarly identified perspectives of respondents with fear about introducing IT/IS in the system. This is reflective of the conservatism prevalent in public organisations with reluctance to change the status quo, preferring to stay with what is familiar (Keen, 1981). The data also indicated reluctance from respondents with critical viewpoints of the limitations prevalent in the work place. The reflections included the lack of an infrastructural base to sustain the use of IT/IS as well as the limitation in the manpower skills to operate IT/IS. In addition, the organisation was believed to have a rigid structure, as such it was considered important that the introduction of an IT/IS should conform to the pattern of the organisation as it could be cumbersome to change the organisational structure in the bid to imbibe new technology. The inferences from the study general identified with the desire for suitable and uncomplicated tools.  Table 6.9 highlights some notable data extracts and overarching themes identifying patterns relating to this in the study.

	Data extracts and overarching themes
	Refining and defining themes

	IT/IS can help us optimise our SCM function
	Desire for suitable and uncomplicated tools

(Ease of Use)


	You can imagine what it takes to manually account for infinite categories of bolts and nuts   
	

	We do not have the infrastructure to support IT/IS here; electric power is erratic
	

	What we need is something basic; easy to manage not complicated hi-tech stuff
	

	We need simply systems that the average supply man can use 
	

	In this age and time...we should not be doing paper inventory management now
	

	Apart from IT/IS we also need mechanised forklifts to assist with moving heavy equipment 
	

	We need a network for all units so we can share inventory information
	

	What we need first and foremost is the fundamental infrastructure; when we have this right we can start by even using simple Microsoft excel to manage our inventory and develop from there
	

	Whatever technology we want, we need to understand our peculiarities. We are regimented, it will be easier for us to use a system that conforms to our practices than for us to change our practice to conform to the system
	

	We could not use the SCM software developed because it did not fit with our practice
	

	The men like the proposed system being developed in the depot because it conforms with  our local practices 
	

	We supplied wrong spares to a unit and could not tell the difference until it was returned
	

	By now all our supply units should have been linked with IT/IS
	

	We are at this stage simply because we have refused to adapt to modern technology. 
	

	Because we do not have a data base it takes us ages to locate items on inventory
	


Table 6.9 - Data extracts and overarching themes on desire for suitable and uncomplicated tools
The evidence of the desire for suitable working tools illustrates the demand to balance effort and productivity. This partly relates with ETHICS’s concepts of ‘efficiency fit’ and ‘task structure fit’; both of which seek balance between effort and productivity (Mumford, 1983; 1995). The relationships between the perceived usefulness of an IT/IS and its ease of use has similarly been highlighted in the literature as impacting on productivity and efficiency of IT/IS innovation (Venkatesh and Davis, 2000; Venkatesh et al, 2003; and Venkatesh and Bala 2008).  These concepts from TAM also showcase the interrelation of enhancing job performance and satisfaction with the ease to use system (Davis, 1989; and Vankatesh, 2000). Data extracts in line with this theme included complaints of the lack of working tools, clamour for IT/IS to optimise SCM function and concerns about deficient skills to execute, operate and manage complex systems. The understanding of these factors combined with the understanding of other mitigating circumstances in the case (eg poor infrastructure like incessant power supply) elicited unanimous response for modest projects; systems that fits organisations requirements and are invariably easy to work with. 

The literature acknowledges that public sector organizations inherently crave for complex systems even though there is evidence that most complex systems fail. The quest for complex systems demonstrates the traditional approach of IT/IS innovation which sees man as an extension of the machine. ETHICS opposes this philosophy and aims to achieve a better balance between technology and people. ETHICS’ balancing of people and technology does not follow a simplistic idea of adjusting people to suit technology or vice versa. The notion involves shaping both sets in a way as to achieve the best match. This is essentially the ultimate goal of this study in building a suitable management framework.  Table 6.10 summarizes the diary of research activities undertaken towards achieving this objective.
	Research description
	Period
	Highlight of Activities

	Review of theoretical literature
	Oct 2011 – Dec 2014
	*Reviewed streams of literature to identify research gap; define research objective and questions. 

*Reviewed theoretical and methodological concepts towards exploring the research problem situation.

*Developed theoretical framework from the reviewed literature.

	UK Case study
	Feb 2012 – Dec 2014
	*Reviewed public reports, papers and theoretical literature on UK public sector IT/IS projects.

*Identified key lessons with theoretical and managerial implications on public sector IT/IS implementation.

	Pilot Study – Nigeria
	Nov  2012 - March 2013 


	*Administered survey questions to 60 participants in Nigeria and obtained responses from 21 people.

*Conducted interview for 5 participants.

*Followed an iterative process to develop a rich picture using CATWOE to delineate the research problem situation.

	Main Study – Nigeria
	Apr – Jun 2013 


	*Conducted 12 semi-structured interviews.

*Facilitated 2 focus group meetings.

*Reviewed 184 official documents.

*Participated in an official project meeting, and tour of facilities of a project site. 

	Transcription of Interviews
	Jul – Sep 2013
	*Transcribed recorded interviews.

*Iterative process of clarifying vital details from participants. 

*Taking notes on possible themes.

	Data analysis and development of management framework
	Oct – Dec 2013
	*Reviewing and defining themes (Thematic analysis process).

*Development of frameworks from data analysis.

	Complementary study - Nigeria
	Jan – Feb 2014
	*‘Member checks/member reflections’ to review coded data from the main study.
*Obtained 203 completed survey questionnaires with responses reviewing findings from main study.

	Data Analysis and Thesis writing
	Apr – Dec 2014
	*Data analysis process.

*Iterative process of clarifying vital details from participants. 

*Writing and obtaining specific feedback from supervisors on various aspects of the thesis; including writings on journal papers.

	Dissemination of research to evaluate authenticity

*List of conferences, workshops and seminars attended at various stages of the research to disseminate aspects of the study.
	May 2012 – Mar 2015
	*Three Poster presentations at the White Rose DTC Spring Conference at University of York, Annual Sheffield Joint Doctoral Conference at Sheffield Hallam University and the Leeds University Business School Annual Doctoral Conference. Events held on 2nd May, 22nd May and 14th June 2012, respectively.
*Paper titled ‘Information Technology and Supply Chain Management’ presented at the Leeds University Business School Annual Doctoral Conference on 14th June 2012.

*Case study aspect of the research discussed at a Northern Advanced Research Training Initiative (NARTI) Advanced Case Study Workshop held at Manchester Metropolitan University on 18th October 2012.
*Paper titled ‘Intricacies of Supply Chain Management’ presented at the Annual Symposium on Operations and Management Research (ASMOR) 2013 in Taipei-Taiwan on 10th January 2013.

*Paper titled ‘Exploring the Human Aspects of IT Implementation in SCM; presented at UK Academy of Information Systems (UKAIS) 2013 PhD & Professional Doctorate Consortium on 18th March 2013, Oxford-UK.

* Paper titled ‘User-led Information Systems implementation in the Nigerian public sector’ presented at the Third International Conference on Management in Africa, 5-6 September 2013 at the University of Manchester, UK.
* Paper titled ‘Human Aspects of IT/IS Implementation in SCM’; presented at the 27th Annual British Academy of Management Conference, 10-12 September 2013, Liverpool-UK.
* Paper titled ‘Research Method for Studying Complex Phenomenon in Information Systems’ presented at the 8th Annual South East European Doctoral Student Conference, 16-17 September 2013 at Thessaloniki – Greece.
* Paper titled ‘Nigerian Public Sector Supply Chain Information Systems (Human Aspects) presented at International Purchasing and Supply Education Research Association (IPSERA), April 2014 in South Africa.

* Paper titled ‘Introducing sustainability practices in supply chains – An African case study’, presented at African Research Group (ARG) Workshop, April 2014 at Nottingham Business School, UK.
*Supply Chain Sustainability Developmental paper, presented at the Doctoral Student Conference in Sustainable Operations, Logistics and Supply Chain Management, University of Sheffield, June 2014.
*Journal article titled ‘Public Sector Supply Chains in Emerging Countries: What role for Information Systems?’ submitted for publication in the Journal of Operations Management (JOM) - Special Issue on Supply Chain Management in Emerging Markets.
*Qualitative concept of the study was presented at the Qualitative and Innovative Research in SCM - Professional Development Workshop held at Cardiff Business School from 11-12th December 2014.
*Action Research aspect of the study was presented at a NARTI organised Action Research Workshop at Bradford University School of Management from 12-13th March 2015.


Table 6.10 – Diary highlighting research activities
My reflection note – 14 Aug 2012
It was a cheering experience to take a tour around the renovated facilities of the Supply Depot Unit where the new IT/IS implementation project was being considered. The transformation of the workplace environment was indicative of the powerful influence of leadership. This was gathered from the positive responses from staff; it painted a picture of how leadership affects work place environment and how a serviceable work place environment affects the morale of the staff. 
6.3.5
Lessons learnt from the visit to the ongoing project in Nigeria

Part of the main study included a visit to the supply depot unit of the organisation with an ongoing IT/IS project plan. The visit included a tour of the unit facilities as well as an attendance of the meeting by project planning committee. It is needful to state that the ongoing project was initiated by the unit leader. While it was too early to evaluate the success or failure of the project, the researcher identified some attributes that had driven the progress of the project so far. In addition to the simplicity of the project and the involvement of the direct users from the onset of the project, it was observed that the unit leader created an atmosphere that supported good working relationship between the IT/IS developers and the SCM professionals.  This was observed to have been lacking in two previous similar IT/IS projects attempted for the same purpose in the organisation a few years back. In one of the previous cases, the software designed by the IT/IS developers was never used by the SCM personnel as it was considered complicated and not in line with the SCM practices in the organisation. There was also the lack of understanding of the mode of operation of the SCM personnel by IT/IS developers.  

An interview with a member of the previous IT/IS development team confirmed this assertion; he stated that a close collaboration and understanding between both parties would have yielded a better result. Even though the SCM personnel wanted an IT/IS tool, they were unable to work with the software developed because it was at variance with the norms of the system. This supports Heeks’ (2004) view about IT/IS inhibitors which do not necessarily prevent IT/IS implementation but restrict the level of advancement and success. The inhibitors here included lack of understanding of the user’s needs as well as associated problems originating from poor management of stakeholder’s relationship (Khaled, 2003; and Gichoya, 2007).     

The researcher also observed that proactive steps were taken by the unit leader to effectively communicate his ideas to the top management to secure their support for the project. He had also started the project with available funds at his disposal; it was the presentation of his achievement that attracted the support of the top management. The past performance and credibility of the manager in previous job functions was invariably a plus in his ability to secure top management support. The middle manager (a SCM professional) also contradicted a common view from other participants that SCM personnel were not being acknowledged by the organisation. While he agreed that there was evidence in line with this assertion, he noted that the SCM personnel were to be blamed for the shortcoming as several of them had been lacking in their duties. He similarly stated that lack of effective manpower development as well as a general poor attitude to work had been responsible for the poor reputation of the SCM staff in the organisation. He also refuted the notion that top management were not keen to support IT/IS projects. In his opinion, the onus was on the middle and juniour cadre personnel to effectively communicate their ideas to the leaders who he considered as willing to accept credible ideas that will enhance the progress of the organisation. 

The middle manager also asserts that top management officials were sceptical about some ideas from junior staff because there had been similar cases, which had led to futility. The viewpoint from the case study suggests that juniour cadre officials can dare to initiate promising IT/IS projects in the midst of the seemingly difficult bureaucratic context. It therefore follows that the there is the possibility to exploit the prevalent bottom-up initiative. This research therefore proffers guidelines that could assist upcoming middle managers on the successful implementation of a comprehensive user-led IT/IS implementation initiative in the Nigerian public sector.
A consideration gained from the Nigerian case was the pointer that the bottom-up initiation of IT/IS projects was common in the Nigeria context in as much as the hierarchical structure did not seem to favour this approach. It was observed that most of the attempted IT/IS projects in the organisation were invariably initiated by middle and junour staff. The chief research officer of the organisation however noted that this contributed to the failures of the projects; in view of factors like limitation in skill, resources, and bureaucratic challenges. On the contrary, most of the reviewed UK IT/IS projects were observed to have been initiated by top management. The researcher perceived a better implementation practice in the UK cases. However, the observed challenge in some UK cases was that junior staff and direct users often felt that top management imposed the decisions about the projects on them. The results observed in such cases included some form of user resistance; hence, the proffered solution tended towards the need to involve the direct users in order to maximise the utilisation of the IT/IS projects. 

The direct users in the Nigerian case were earnestly enthusiastic about the ongoing IT/IS project. The general thought was that the organisation ought to have made more progress in IT/IS use considering the global advances in technology. The SCM personnel were involved in the IT/IS project development. The system being developed was described as a replica of the traditional process currently used in the organisation. The onscreen displays were to be similar to the transaction forms manually used in the organisation. The IT/IS documentation procedure was also to conform to the customary paper process. As such the SCM personnel did not consider the proposed system to be a difficult or a strange tool. They felt quite comfortable with the system and had some sense of owning the system. This aligns with several contributions from the literature that successful IT/IS projects resulted from the acceptance of the solution by the end users. The views stress the need for simple rather than complex IT/IS systems. This is because the value of an IT/IS project invariably lies in its perceived benefits and ability to assist in solving problems (Goldfinch 2007, Saul and Zulu 1994).
The decision to consider the viability of a user led IT/IS implementation strategy was born from the observations in the study that most of the IT/IS projects in the Nigerian case had been initiated by middle and lower cadre officials. The top management personnel in the Nigeria context were often from the older generation and less keen about IT/IS use. The general mindset from the study was that the older generation officials in the public sector did not consider it necessary to adopt IT/IS approaches, as they believed in the existing manual styles. Most of the computer related tasks of senior staff were often handled by the middle and lower officials who are relatively younger and conversant with the use of IT/IS. While the challenge for the UK cases centred on the need to effectively communicate with the direct users about the new IT/IS implementation, the challenge with the Nigerian case was about effectively communicating with top management to gain their support. Consequently, this research suggests the need to develop strategies for IT/IS implementation that will be viable for the Nigerian case. 

6.4
COMPLEMENTARY STUDY 

The rationale for the complementary study accentuates the democratic process requirement of a collaborative inquiry (Cassell and Johnson, 2006). The essence was to ascertain that the findings represented the views of the participants.  It follows a reflexive and iterative approach of establishing the agreement of the findings with respondent’s views thereby strengthening the rigour of the research. The approach was designed to evaluate the authenticity of the study ensuring its credibility, transferability, dependability and conformability (Krefting, 1991). It included a ‘member check’ meeting to review the constructs identified as themes in the developed research frameworks. The themes were thought to reflect the ideas obtained from the main study. The review process subsequently highlighted qualifying phrases in defining the relationship of the themes. Figure 6.4 illustrates the themes with their qualifying phrases.  
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6.4.1
Review of research constructs – Member reflections
It is good practice in qualitative research to show credibility by allowing for participants’  input in the process of analysing data; providing opportunities for questions, critique, feedback, affirmation and possibly collaboration. This practice identified as ‘member reflection’ helps the researcher to learn if participants find the research comprehensible and meaningful (Tracy, 2010). The process goes beyond ensuring that the researcher got it right, it also yields new data that throws fresh light into the investigation (Bloor, 2001). This was manifest in this study, which incorporated an avenue for 6 participants to reflect on the generated research constructs. The participants acknowledged that leadership influence and hierarchical structures played a dominant role in the relationship amongst the other constructs and therefore identified this construct as the ‘dominant element’ in the relationship. In the same way it was apparent to the participants that the problem situation centred on SCM challenges experienced in the organisation in view of the prevailing working conditions. This had necessitated the desire for suitable and uncomplicated tools to facilitate the working conditions; seeking for an easy to use system that facilitates efficiency and job satisfaction. As such this theme was denoted as the ‘core need’ of stakeholders in the problem situation. This theme was similarly considered as the central objective the study seeks to provide answers on how to facilitate. While leadership influence was considered a dominant element and the desire for suitable tool was denoted a core need, the participants were of the view that the two other themes played mitigating roles that moderated the actions of leadership towards achieving the core objective. 

The prevalence of ambiguous processes and institutionalised vices was identified as a factor that forms the bedrock of the organisation underpinning operational and strategic activities in the organisation. This construct was termed the ‘regulating features’ in the relationship. Considering the quest for standardisation of processes in the organisation in line with this construct, it was believed that standardised processes would regulate operational and strategic activities in the organisation towards achieving set objectives. In the same way it was considered that ‘training and motivation’ would create the right values in the organisation to enhance job satisfaction in the organisation. As such the construct for the themes showcasing the level of competence and demeanour of stakeholders in the organisation was considered as ‘contingent tenets’; in the relationship. Contingent was used in the sense to describe the variableness and dependant nature of this construct. And the word ‘tenets’ expounded the nature of this construct in relation to the psychology, behaviour, belief and ethical values of stakeholders. 

6.4.2
Description of the complementary study

As part of the enquiry cycle, the complementary study was conducted to substantiate the interpretation of the data obtained from the main study. A questionnaire was designed to ask questions relating to the developed theoretical model and management framework with a view to authenticating the researcher’s interpretation from the main study. The questions included 6 questions each evaluating the understanding of the identified four constructs in the research and another six questions assessing suggested management tips obtained from the research. It had a total of 30 Likert-scale questions with scale ranging from 1 to 5; with 1 as strongly disagree and 5 as strongly agree. After a collaborative review of the questionnaire questions, it was pre-tested amongst 10 of the respondents from the main study who confirmed their understanding of the questions. There were however slight adjustments of the words and phrases following their feedback. A copy of the questionnaire is attached as an appendix to this thesis. This phase of the study had the advantage of expanding the research sample to establish if the view from the main study sample was a good representation of a broader research sample. A total of 250 questionnaires were distributed, 207 responses were received of which 4 had to be discarded as they were not adequately completed. Consequently, this involved an analysis of questionnaires from 203 respondents. The distribution of the respondents took cognisance of rank and hierarchical structure, professional speciality, and years of service as illustrated in the SPSS analysis enclosed as an appendix to this thesis. 

The sample similarly had a good representation of stakeholders from all the relevant professional specialties. This included stakeholders from the junior staff, middle and senior managers. Over 50 per cent of the respondents were middle cadre managers. This was also reflective of the size of this category of stakeholders in the organisation as well as their relevance with regards to the phenomena under investigation. The middle managers in the organisations are the drivers of operations who have a close relationship with both senior managers as well as the junior staff; hence they have a good perspective of the problem situation. The respondents also included a mix of stakeholders from each hierarchical category with diverse length of service; less than 5 years, from 5 to 10 years as well as over 10 years.  The bulk of the samples were stakeholders with over 10 years work experience; accounting for 46.8 per cent of the distribution. Those who had served between 5 and 10 years were 38.5 per cent of the distribution while about 14.7 per cent of the sample had served less than 5 years. This sample distribution gives credence to the level of knowledge and experience of the participants involved in this study while taking cognisance of the views of participants with less years of experience.  

Responses from respondents tending towards 5 indicated a high level of agreement with the researcher’s interpretation while responses tending towards 1 showed disagreement with the researcher’s interpretation. The result of the analysis indicated 4.26 and 3.21 as the highest and lowest mean score for the individual 30 questions in the survey questionnaire. This is indicative of the positive disposition of the respondents towards the research interpretation. The detailed analysis of the result using SPSS is attached as an appendix to this study. It was inferred that the researcher’s interpretation was in line with the views of the respondents. It was however necessary to take a closer look at the constructs reflecting statistics of respondent’s topmost and lowest concurrence. It was believed that these factors had fundamental explanations about the study in view of the recorded responses from the participants.  The selected factors included the views with mean average above 4.00 and below 3.50. There were 12 views in this category; 10 for above 4.00 mean and 2 for below 3.50 mean (See Table 6.11). It was considered useful to reflect on these views with participants as part of the member check/member reflection process. 

Serial 1 of Table 6.11 indicates participant’s pivotal agreement to the notion that stakeholder’s participation is essential for the success of an IT/IS project. This position is in tandem with ETHICS socio-technical stands that users of systems in organizations should play a major role in the design and implementation of the systems in the organization (Mumford, 1995). This study therefore considers the incorporation of people in the design of IT/IS implementation as a vital component.  The marked agreement on Serial 4 indicates that the presentation of logical argument and factual evidence about the benefit of an IT/IS project can encourage stakeholders to support it. Serial 8 similarly backs the approach for gaining support of leadership. The participants were therefore confident that this type of influence tactics was a viable approach for gaining support of both leaders and other stakeholders. The interest to gain support of leadership was also substantiated from the reflection on Serial 5 which supported the idea about the dominant element of leadership as participant’s responded in support that the action of people in position of authority was a major influence on the attitude of stakeholders. The endorsement of the influence tactics by respondents supports the idea of its viability in this situation as has been acknowledged in the literature (Yukl, 2002). Consequently, it was agreed to be a good choice to incorporate this practice of reaching out for support of stakeholders and leaders in the proposed management framework. 

	Serial
	Response to identified construct
	Mean

	1.
	Stakeholder’s participation will influence the success of an IS project
	4.26

	2.
	Opportunities for (foreign training) skill development influences morale of personnel and attitude to work 
	4.22

	3.
	Prevailing working conditions will influence an individual’s attitude to work
	4.21

	4.
	Logical argument and factual evidence of the benefit of a project can encourage stakeholders to support the project
	4.16

	5.
	Actions of people in position of authority is a major influence on the attitude of individuals to work
	4.13

	6.
	Decisions on training policy influences the morale and attitude to work of stakeholders in the Service
	4.09

	7.
	Procedures need to be strictly adhered to in order to facilitate the use of technology
	4.08

	8.
	Logical argument and factual evidence of the benefit of a project can convince leaders to support the project
	4.08

	9.
	Functional needs of the Service should be determined prior to initiating technical requirements
	4.06

	10.
	Lack of adherence to prescribed processes allows for flaws in operations
	4.02

	
	
	

	11.
	Individuals in positions of authority can alter prescribed processes and procedures at will
	3.25

	12.
	It is not practicable to use an IT/IS system to automate vague/unclear processes
	3.21


Table 6.11 – Respondent’s top and lowest agreement to construct 

The next consideration was the understanding that skill development and prevailing work conditions plays an important role in the disposition of stakeholders working in the organization. The respondents acknowledged these as critical factors in the order of preference as indicated; Serial 2 followed by Serial 3. Serial 6 similarly corroborates this notion highlighting that training policy decisions influences the morale and attitude of stakeholders. ETHICS has similarly captured this understanding highlighted from the main study with illustrations about the value of training and motivation to job satisfaction in the scheme of IT/IS innovation. As such, training and motivation was considered an important factor in the management framework. 

Serials 7 and 10 resonated one of the major themes identified in the main study concerning the need to standardize processes and adhere to procedures as important considerations in the scheme of IT/IS innovation. This was explicitly stated throughout the course of the main study; as such the participants believed that this was another important consideration that needed to be considered in the design of the management framework. The assertion from the literature that operations and processes should be simplified and standardised before automation with IT/IS illuminated this position. This was with the understanding that automating undefined processes with IT/IS may lead to a more efficient way of doing wrong things (Hammer and Champy, 1993; Gunasekaran and Nath, 1997). There was however the need to reconsider the respondent’s views about the practicality of using IT/IS to automate vague systems as well as the possibility of individuals in position of authority altering prescribed processes and procedures at will. This was because of the relatively low mean scores from respondents to these two propositions; mean of 3.25 and 3.21 respectively. The general mean score of these propositions above 2.50 still portrays that the respondents identified with the existence of this consideration. Nonetheless, it was considered needful to review them because they were the only ones below 3.50. 

The participants were of the opinion that the view from respondents in this regard about the possibility of IT/IS to automate obscure or unstandardized processes reflects the notion highlighted in the literature about idolization and technophilia. This refers to the way public officials believe in the benefits of IT/IS and the myth that it can fix anything (Georgiadou, 2003; and Dale and Goldfinch, 2007). On the issue as to whether individuals in position of authority can alter processes and procedures at will, the participants were of the view that this was an apparent practice in the context. Nevertheless, the slightly contrasting responses from the respondents’ pinpoints that there exists some form of regulations that limits the operations of people in position of authority.  It was agreed that an example of this was the Federal Government policy guidelines for procurement and award of contracts issued in 2001.  The guidelines demanded transparent and corruption free government practices. The essence was to enforce procurement procedures (Ezekwesili, 2005). While there is the general belief that the enforcement of this policy has been relaxed, participants highlight that the policies guiding such procedures are still in effect. 
6.5 MANAGEMENT OF THE PROBLEM SITUATION

“We have consistently had the challenge of recording a high cylinder head temperature when flying one of the aircraft. Our engineers have carried out several research and modifications on the aircraft with limited improvement. This problem reduced when we started talking to ourselves and changing how we fly the aircraft rather than changing the mechanisms of the aircraft” – Middle cadre pilot.
This statement from one of the operational pilots was considered a profound indication of the importance of dealing with soft issues rather than concentrating on the physical or technical variables. It is illustrative of how an adept management of soft issues can translate to the effective performance of other mechanical elements. While this statement from the operational pilot was not directed at the management of SCM and IT/IS issues, it is noteworthy to also understand the role of collective participation in the management of this challenging situation. The respondent highlighted that following the persistent high cylinder head temperature challenge; stakeholders in the unit regularly came together to discuss their different experiences involving the happening of these challenges. From their discussions they were able to develop patterns relating to the occurrence of this situation, from which they were able to identify certain flying conditions that probably contributed to the manifestation of the challenge. They therefore made inferences on changes to be adopted while flying; there was a significant reduction of the manifestation of this challenge thereafter. This buttresses the relevance of a collaborative participatory approach in addressing such organisational challenges.

The dynamics of the infighting of stakeholders observed from the study was, however, quite dramatic and intense. The researcher was of the view that the different stakeholders seldom understood the role and significance of other stakeholders. While the varied opinions of the individual stakeholders were convincingly sincere on their own accounts. It was observed that there was some manifestation of a conflict of interests amongst individual stakeholders. In some cases it was difficult to ascertain if individual grievances was for the overall gain of the organisation or mere selfish aspirations. Nonetheless, the researcher resolved that there was evidence of objective contributions from the participants which showcased the understanding of the actions, efforts and limitations across individual stakeholders. 
Considering the essential need to manage stakeholders, it is important for practitioners to understand how to deal with the different categories of stakeholders bearing in mind that they have different needs and different levels of influence. Trying to treat all stakeholders the same way will invariably be cumbersome and less effective. As such, it would be beneficial to understand how to use the ‘power-interest’ grid or stakeholder’s matrix to categories stakeholders. This has been identified in the literature as a good analytical tool to identify and balance stakeholder’s needs while encouraging their participation and cooperation (Mitchell, et al, 1997). Stakeholders with high power and less interest need to be kept satisfied while those with high power and high interest need to be closely managed. On the other hand, those with low power and low interest only need to be monitored while those with low power but high interest need be kept informed and involved (Freeman, 1984; Mitchell et al, 1997; and Fletcher et al, 2003).  This approach is important for strategic planning; this will help practitioners decide on the type of tactics needed to influence various stakeholders, ascertaining possible risks as well as deciding which people need to be involved at different stages (Ackermann and Eden, 2011). This is believed to be an essential consideration prior to engaging with the execution plan.  

Following the understanding of the dynamics of the various soft elements involved in the problem situation, the respondents suggested different management strategies. The most common thoughts was about engaging with stakeholders and addressing issues relating to leadership commitment and corruption. Hence, a number of suggestions tended towards the need for re-orientation of people’s mind-set and values. The role of leadership, need to fight corruption and re-orientate mind-set have been identified in the literature as key considerations for reforms in the Nigerian public sector (Imhonopi, and Urim, 2013). While the strategy was considered vital from a national perspective, it was generally accepted that it had to start from the public sector organisations. Participants were of the view that this will impact on other critical issues relating to behavioural attitudes and manpower development. Other consideration deduced from participants included training, need for funds, understanding the fundamental needs of the organisation and the technical requirements suitable to meet these needs. This is important to effectively execute and monitor the implementation process. Figure 6.5 illustrates the developed management framework in line with these considerations while Table 6.12 demonstrates how the framework adopts the Lewin’s three-phase change management model.  
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Figure 6.5 – Hierarchical order of the management framework  
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Table 6.12 – Illustration of the management framework with Lewin’s model

The representation of the model in a pyramid form in Figure 6.5 should not be misinterpreted that this is a linear process with a finite end. Details of the operation of the management framework will be discussed in the next chapter, which elaborates, on the development of the management framework. It is need stating that the pyramid representation is likened to Marslow’s (1970) hierarchical need structure which shows the largest and most fundamental levels of needs at the bottom. It also demonstrates that the accomplishment of the upper needs follows the realisation of the fundamental needs at the bottom.   The framework therefore considers the bulk of the process in the ‘unfreeze’ dimension of the Lewin’s model (Table 6.12). These include the four bottom levels in the pyramid structure, which involves application of influence tactics to gain stakeholders and management support, training, understanding functional needs and the corresponding technical requirements. One of the focal consideration of this unfreeze stage is the need for re-orientation of values and preconceived mindset as highlighted in the research. This phase illustrates Lewin’s objective of determining what needs to be changed, creating the need for change and managing the doubts and other complex concerns involved in the process. The literature reiterates that influence is the bridge between the use of authority and the employment of the behavioral approaches to attain transformational goals. It translates the potentialities of stakeholders and leaders to achieving specific goals (Yukl, 2002). Hence it was agreed to incorporate this consideration in the framework.
The emphasis of the unfreeze stage in this contextual framework is reflective of the level of development in the context. The framework is aimed at creating a foundational premise for subsequent build up. The researcher believes that the emphasis of some of these fundamental features may not be relevant for advanced economies that have surpassed this phase in their development process. The data in this study, however, instructs that these are crucial considerations in this context. After the unfreeze stage then follows the actual implementation phases which needs to be continuously monitored and evaluated with the objective of anchoring the changes in the organizational culture and subsequently developing ways of sustaining the changes.  

6.6 CHAPTER SUMMARY
This chapter presented the results of the pilot study, main study and complementary study; linking the flow of the findings in each stage and providing answers to the research questions. The data presentation of the research outcome followed key recommendations by Barratt et al (2011); detailed narrative supported by quotations from key informants (Examples in Paras 6.1.2 and 6.1.3); intertwine the narrative with the theory and other forms of evidence (Examples in Sections 6.3.1, 6.3.2, 6.3.3 and 6.3.4) and employing the use of tables and visual displays (Examples Tables 6.2, 6.3, 6.4, 6.5, 6.6 and 6.9) to capture the information expressed by varied participants. This culminated in the development of frameworks with the narration of the thematic analysis. The point of closure for data collection came when the researcher observed that the information being collected became repetitive and the inclusion of more participants was unlikely to generate new ideas. Nevertheless, the researcher exercised judgment in limiting the inclusion of extracts that could be tantamount to having excessive repetitions in the thesis as recommended by Bryman (2013). 
CHAPTER SEVEN
DEVELOPMENT OF A MANAGEMENT FRAMEWORK
“If history repeats itself, and the unexpected always happens, how incapable must Man be of learning from experience” - George Bernard Shaw

Chapter Six explored the phenomenon of the problem situation in the Nigerian case, detailing the process of data collection and analysis from the pilot study, main study and complementary study. The findings helped in the development of a research framework explaining the interactions of the elements of the problem situation. The understanding of these interactions subsequently led to the development of a management framework for the context. Chapter Seven details the analysis of the development process of the frameworks and subsequently substantiating the authenticity and trustworthiness of the research in the light of the findings using precepts akin to qualitative studies.

7.1 SETTING THE BENCHMARK FOR THE THEORETICAL FRAMEWORK

There has been an ongoing interest and debate among management scholars about theoretical development (Rindova, 2011). This is considering the import of theory in defining academic discipline as well as its role as an instrument for advancing knowledge (Carter, 2011; and Fawcett and Waller, 2011). The discussion on theory building and theoretical contribution has included submissions defining theories and elaborating on what constitutes a good theory (Bacharach, 1989; and Whetten 1989). Scholars have identified that good theories are simple and plausible; they spark up debate and stimulate empirical research (Barney, 2005; and Williamson, 2008). Good theories are also insightful (Mintzberg, 2005), are practical (Van de Ven, 1989) and are of higher quality if they are high in narrative and aesthetically pleasing (Weick, 1989). These are some of the notable qualities this research has aimed to attain in the theoretical development process of this study. Rindova (2011) notes that only a few studies like that of Wieck (1995), have provided details for the process of theory development. Wieck (1995, p. 389) attests that ‘the process of theorizing consists of activities like abstracting, generalizing, relating, selecting, explaining, synthesising and idealizing’.  This research follows this general approach and employs a dialogue process, which is open to other views, accepts the existence of different perspectives and often, over time, questions one’s own beliefs. This is a noteworthy approach recommended by Fawcett and Waller (2011) and its ultimate goal is not to necessarily win an argument or develop a grand theory but to advance knowledge. 

7.1.1
What do I mean by theory? 

Academic and business theory had often been perceived as cryptic, obscure and with no relevance to the real world. When managers refer to an idea as being ‘just theory’, they imply that such an idea is impracticable or ‘gibberish’ (Fawcett and Waller, 2011). This perception challenges the value of business research with the lingering debate on the gap between research and practice (Kawalek, 2010). Gregor (2006) notes that many IT/IS researchers use the word theory in their study but often fail to give explicit definition as to their own meaning of theory. The literature is replete with diverse definitions of theory; Sutton and Staw (1995) attest that it is easier to say what a theory is not than to say what a theory is. Walsham (1995) sees theories as statements, which provide a lens on how to view or explain the world.  In a different perspective, Davis (1986) describes theories as relationships among constructs that can be tested. Smith and Hitt (2005) however adduce that theories can serve multiple purposes, even though they admit that this idea has not been well acknowledged in the literature. Weick (1995) however supports this idea asserting that no one theorist has it all. This research recognises that there are varied views about theories, nevertheless; good theories have a set of unique features (Mintzberg, 2005; and Carter, 2011).  Kerlinger’s (1986, p.486) definition of theory is one of the foremost renowned definitions (Carter, 2011). He defines theory as ‘a set of interrelated constructs, definitions and proportions that present a systematic view of phenomena by specifying relations among variables, with the purpose of explaining and predicting phenomena’. A similar and well-cited definition by Bacharach (1989, p.496) defines theory as a ‘statement of relations among concepts within a set of boundary assumptions and constraints’. This definition is adopted in this research as it highlights a set of unique features that will be employed to illustrate the development of theory in the study. The definition also encompasses two types of theories proposed by Gregor (2006) from the IT/IS taxonomy; theories for explanation and predictions (Rivard, 2014).  

7.1.2
Where does the proposed theoretical framework stand?

Theories are often classified by their level of generalisation.  Theories with high levels of abstraction, which invariably help to understand other theories, are classified as meta- theories. Gregor (2006) attest that these type of theories are not readily apparent in IT/IS study. A probable example of this type is the structuration theory, which Giddens (1984) described as a meta-theory. There are also grand theories, which are theories with widespread generalisations; relatively unbounded in time and space (Bacharach, 1989).  These have been described as a powerful type of theory which is not common in the IT/IS domain hence there have been calls for these type of theories. The breadth of focus of a study has also been used to categorise theories. Theories developed for a specific area of enquiry are termed substantive theories while those developed for a broad conceptual area are termed formal theories. The mid-range theory refers to those that are moderate in abstraction, limited in scope and lead to testable hypotheses (Gregor, 2006). 
The classification adopted in this research is inclined with the method proposed by Gregory (2006) for IT/IS studies. This approach is chosen for this study because of its explicit application. The approach classifies theories according to their primary goals; analysis and description, explanation, prediction and prescription. Analysis and description theories tend to describe a phenomenon of interest. They analyse the relationship between constructs and define the boundaries in which the observations hold.  Explanation theories on the other hand tell how, why and when things happen. They provide broader insight to the understanding of the interested phenomenon. This is the objective of this research; hence the type of theory intended in this study can be classified as an explanation theory. The prediction theories however tend to say what will happen in the future while prescriptive theories provide a cause of action to facilitate the existence of something. Gregor (2006) made it clear that the theory classifications are not rigid as they often have overlapping features. This research, which is primarily an explanation purpose theory, also provides some predictive and prescriptive information. While the overlapping features are significantly beneficial to this research it is imperative to state that the primary purpose of the theoretical contribution in this research is for explanation purposes (explanation theory). 

7.1.3
What is peculiar about the framework? 

The development of the management framework in this research was principally motivated by the gap spotted in extant literature regarding the limited knowledge of the complex interaction of soft issues in IT/IS implementation peculiar to SCM, public sector and developing nations. The existence of the identified gap in this study and the importance of undertaking a research to explore the phenomenon have been detailed in the literature (Willcocks, 1993; Lewis, 1999; Cooper, 2000; Lee, 2001; Heeks, 2004; Gickoya, 2007; Olorunniwo and Li 2010; Walsham, 2011 and Lambert and Schwieterman, 2012).  This demonstrates the interest and relevance of this study as gap spotting has similarly been endorsed as a valid rationale for theoretical development (Tracy, 2010; and Rivard, 2014). The peculiarity of the framework is in line with the contribution to this spotted gap through context specific deductions from the Nigerian case. The explanation of the development of the management framework in this research identifies with the theoretical elements highlighted by Bacharach (1989) and Gregor (2006). The subsequent sections illustrate the development process of the management framework elaborating on the means of representation of the framework, identifying the constructs involved, and stating the existing relationship between the constructs. It further defines the boundaries of the framework and thereafter illustrates the testability of the constructs. 

7.2
CLARIFYING THE ELEMENTS OF THEORETICAL CONSTRUCTION

A theory essentially consists of constructs and variables but this notion does not mean that all collections of constructs and variables make a theory.  Bacharach (1989) aptly posits this likening the assertion with the analogy that words make up sentences but not all collections of words necessarily makes a sentence.  Similarly, Sutton and Staw (1995) reckon that data forms the foundation for theoretical development, but mere collection of data does not translate to a theory.  Theories are systems with variables or constructs linked together by hypotheses or propositions. The framework of a theory is hinged on the need to organise and clearly communicate a body of knowledge. Theoretical statements are therefore clearly defined within a boundary of space and time where the assumption of the theory holds.  In this light, Doty and Glick (1994) stated three primary criteria of a theory: (1) constructs must be defined, (2) relationships among the constructs must be specified, and (3) these relationships must be falsifiable. Gregor (2006) viewing these criteria from the perspective of IT/IS research identified four structural components of a theory. These include: (1) means of representation, (2) identification of constructs, (3) statements about the relationship of constructs and (4) definition of the scope (boundaries). These components relate with the elements in Bacharach’s (1989) theoretical definition as a statement involving related concepts and set boundaries. The elements describe the constituents of a theory hence their adoption in this study in illustrating the development of a theoretical contribution for the research. 
7.2.1
Representation of the framework and definition of constructs

The means of representation for the research framework follows conventional standards of theoretical representation acknowledged in the literature as good practice for illustrating theoretical frameworks (Bacharach, 1989; Gregor, 2006; and Rivard, 2014). This includes the use of labelled diagrams; identifying constructs and showcasing the relationship with the use of arrows. Figure 7.1 aptly captures this model of representation depicted in this study. Before elaborating on the relationship of the constructs, this section seeks to clearly define the identified constructs in the study. This is a prerequisite similarly identified from extant literature as good practice for showcasing theoretical development (Bacharach, 1989). The constructs to be defined include leadership support, training and motivation, standardization of processes and ease of use.  

a. Leadership support - There are varied definitions of the word leadership; leadership has been defined as a process of social influence in which one person stirs the support of others towards the accomplishment of an assigned task (Chemers, 1997).  Leadership viewed in terms of position of authority sees a leader as a person you need to follow or submit to.  This has nothing to do with whether the person has the ability to lead or is involved in the activity of leading (Bass and Avolio, 1995).  The study understands that having the position of authority is fundamental in leadership.  This is because resources like funds and legal approval to operate often emanates from the position of authority. It is worthy to note that though a leadership position requires individuals to function as leaders, one can hold a position of leadership without doing any act of leading (Bass, 1990).  This view of leadership is critical for understanding leadership in the context of regimented organisations as in the organisation under review.  
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Figure 7.1 – Developed theoretical framework of the research 

Leadership is also viewed from the perspective of the activity involved.  Hence a leader can be identified as one that organises other people to achieve certain goals.  In line with this perspective, there is some emphasise on leadership functions; inspiring, directing, guiding and ultimately influencing people to achieve goals (Mumford, 1986).   The study reckons that leadership requires more than position and activity; it also involves skills.  These skills involve the ability to establish a clear vision, communicate the vision, proffer a road map on how to realise the vision as well as manage the process involved in the journey to accomplishing the goals of the vision.  Some commonly identified skills in this regard include; vision, communication, decision making, persuasion, integrity, courage and determination (Jacobs and Jaques, 1990).  This study does not seek to go into detail about these skills; the standpoint revolves around the dynamics of leadership positions, activities of leaders as well as the ability to effectively undertake leadership functions. 

The construct of ‘leadership support’ in this research is defined as the degree to which person(s) vested with a position of authority is perceived to encourage the progress of a project.  

b. Training and Motivation - Training can be defined simply as a process of acquiring knowledge and skills.  The objective of training is usually directed towards specific goals of improving individual competencies. Competence is one of the identified constructs in motivational theories like self-determination theory (SDT) which focuses on the degree to which an individual’s behaviour is self-motivated and self-determined. Self-motivation and determination identifies with ‘relatedness’ (need to connect to others) and ‘autonomy’ which is the need to take charge of one’s life (Ryan and Deci, 2000). Competence relates to the ability of an individual to be able to undertake a task properly. It denotes an act of mastery and experience; invariably playing a role in influencing an individual’s motivation to undertake a task. Deci (1971) found that individuals were more motivated to undertake a task following the receipt of positive feedback regarding their performance on the task. Training in the organization under review is not only considered as an avenue for skills acquisition that improves performance. It is also recognized as a platform that facilitates promotion, status recognition as well as additional financial gains that accrue to personnel during training programmes. Training is therefore often referred to as a motivational tool in the case. Factors affecting training programmes have been observed to have both positive and negative influences on motivation. Hence, the combination of training and motivation is considered as a unique construct in this study.

Studies in psychology have identified motivation as what drives people to behave or act in a certain way. Motivational theories have provided explanations on several behavioural, cognitive, and social areas. Davis et al (1992) applied the motivational model to understand concepts about the adoption and use of new technology. They identified extrinsic and intrinsic constructs of motivation in this regard. They defined extrinsic constructs as the ‘perception that users will want to perform an activity because it is perceived to be instrumental in achieving valued outcomes that are distinct from the activity itself, such as improved job performance, pay, or promotions’.  Intrinsic motivation construct identified that users will want to perform an activity for no apparent reward other than the process of performing the activity per se (Davis et al, 1992, p.1112).

Following this understanding, the construct of ‘training and motivation’ is defined in this study, as the degree to which individual’s competence and capability is perceived to influence their attitude towards work. 

c.
Standardisation of Processes - Davenport (1993) defines a process as a structured and measured set of activities designed to produce a specific output for a particular customer or market.  Lambert and Cooper (2002) corroborates this standpoint stating that a process is a structure of activities designed for action. They add that SCM involves the integration of activities into key supply chain processes as opposed to managing individual functions. As such the actions are focused on the end customers and the dynamics of managing the flow of products, information, cash, knowledge etc. involved therein.  These views on the structured nature of a process highlight its inherent characteristics, which relates to the need for regulation and standardization.  Hammer (1990) urges managers to eliminate all forms of works that do not add value to a process.  He also asserts that operations and processes need to be simplified and standardised before automation with technology in order to avoid speeding up wrong ways of doing things (Hammer and Champy, 1993).  This study supports this assertion.  It emphasises the need for the defined processes to suit organisational context, which is also in line with ETHICS’ socio-technical approached (Mumford, 1995) that technology must fit with social and organisational factors; properly communicated, acknowledged and strictly adhered to. The objective is to attain job satisfaction in the process which occurs when there is a knowledge fit, psychological fit, efficiency fit, task fit and ethical fit 

Standardisation of processes in this research context refers to the degree to which the set of activities of an organisational procedure is perceived to be delineated. 

d.
Ease of use - Davis (1989) in developing TAM identified ‘perceived usefulness’ and ‘perceived ease of use’ as two constructs which influences the acceptance and actual use of a technology system.  Perceived usefulness is defined as the degree to which a person believes that using a particular system would enhance his or her job performance.  While ‘perceived ease-of-use’ is the degree to which a person believes that using a particular system would be free from effort (Davis, 1989; Davis et al, 1989).  Similarly, Moore and Benbasat (1991, p.195) defined ‘ease of use’ as the degree to which an innovation is perceived as being difficult to use. ‘Ease of use’ in the study also draws from Rogers and Shoemaker’s (1971) definition of complexity relating to PC utilization; the degree to which an innovation is perceived as relatively difficult to understand and use. 
The definition of ‘ease of use’ in the study incorporates these notions and refers to the degree in which the use of a system is perceived as being relatively uncomplicated to use and enhances job functions. It involves the perception of an effortless usage and the enhancement of the performance of job functions, which translates to, improved job satisfaction.

7.2.2
Relationship between constructs
The relationship between the constructs is explicit in Figure 7.1, with the description 

1. LS influences TM and SP
2. TM and SP influence EU 

3. LS, TM, SP and EU influence SIPS

Leadership support (LS) was established as a critical construct to IT/IS implementation in the context. It was commonly agreed that the execution of a project is almost guaranteed with securing the support of leadership.  However, the fact that leadership support facilitates the execution of a project does not necessary translate to the success of that project.  Leadership support also needed to address two order constructs to facilitate the success of the project in the context.  These include the influence on training and motivation (TM) as well as standardisation of processes (SP).  These two constructs directly relates with the ease of use (EU) of the technology, which is important for technology acceptance and usage. By extension this also facilitates the overall success of the project.  It therefore holds that leadership support, as a critical construct requires the association of ‘training and motivation’, standardisation of processes and ease of use of technology to facilitate the success of IT/IS implementation in the context as illustrated in Figure 7.1.

7.2.3
Stating the boundaries

The constructs identified from the thematic analysis of the Nigerian case study include leadership support, training and motivation, standardisation of process and ease of use. The application of the related constructs holds for IT/IS implementation in support of SCM in a specific public sector organisation of a developing nation. There is potential for generalisation of the constructs for similar public sector organisations in Nigeria. This could possibly transcend to similar situations for other developing nations. The application of this construct could vary. However, it is imperative to note that the application of this construct would vary for IT/IS implementations other than those relating to public sector SCM (inventory management). 

7.2.4
Testability of the relationship between constructs

Studies inclined with logical positivism hold that credible theories need to be verifiable in principle by observation or experience. This is in line with the notion that experience is the only source of knowledge and meaning. Interprevist researchers also support the need to assess the validity or credibility of assertions; nonetheless the primary goal of an interprevist study is not to develop ‘grand theories’ (Bacharach, 1989; and Gregor, 2006).  For instance, Walsham (1995) is of the view that not all theories need testing.  He identified Orlikowoski and Robey’s (1991) deduction on structuration theory as a ‘desirable end product’ requiring no formal testing as the study explicitly showed that organisational IT/IS outcomes are a product of material and social dimensions (Gregor, 2006).  This study, which follows the interpretative construct, is focused on the understanding and explaining of a phenomenon as against producing a grand theory.  Nonetheless, the researcher reckons with the need to demonstrate the credibility and validity of the study results.    
The basis of testing a theory is founded on the need to establish criteria for evaluation.  There are two notable criteria for the evaluation of theory; falsifiability and utility (Bacharach, 1989). Falsifiability demands that theories ought to be constructed in a way that they are coherent to be refuted.  Utility refers to the usefulness of the theoretical contribution.  Core to this is its ability to both explain and predict.  The assessment of theory in this research primarily demonstrates ‘utility’.  The utility of the research and theoretical framework is detailed in Chapter 8 elaborating on its usefulness to policy makers, practitioners and academics towards understanding and formulating strategies for public sector IT/IS implementation. This gave an overview   of the research’s knowledge contribution, implications for further research, managerial implication as well as policy decision considerations. Even though the objective of this research was not to primarily test theory, its ‘falsifiability’ was similarly demonstrated with the conduct of the complementary study, which provided an avenue to authenticate the basic propositions deduced from the framework. The 30 questions in the survey questionnaire included statements that were carefully constructed as primary bearers of truth-values, not vague statements that cannot be refuted. As such, the result of the study, which was in agreement with the propositions, authenticated the truth-value of the theoretical framework in the context. It was deduced that leadership support is a critical determinant to the success of an IT/IS implementation project.  Training and motivation influences the ease of use of systems. Standardising processes is essential to enhance the ease of use of systems. The introduction of influence tactics, bottom-up change management approaches and re-orientation of values were desired strategies to gain support of stakeholders to enhance SCM and IT/IS implementation.

7.3
ADAPTATION OF THE OASES METHODOLOGY

The researcher considers the OASES project relevant for the Nigerian case as the OASES project was developed with considerations of organisational peculiarities of IT/IS development; similar to the case under review. The methodology is a flexible approach, which does not necessary, prescribes specific actions for IT/IS implementation. The methodology helps the understanding of organisational peculiarities and allows practitioners to develop specific actions suitable for IT/IS development within an organisational context. The OASES methodology emphasises that “it may be wrong to assume that because the development and implementation of an IT/IS has been successful in one organisation that the same process will work in another”. As such it asserts that there is the need to address special problems within the organisations in relation to information provision, e.g. size, the variety of interacting departments, unique culture, differing reporting mechanisms, etc (Maguire, 2013).  

Another outcome from the OASES project considered relevant to this research is the analysis of the effect of human and organisational factors on the successful introduction of IT/IS.  Some of the issues identified in this regard were as follows:

a. The need to understand all the issues relating to the management of change.

b. The need to foster participation, communication and participation and openness when contemplating change.

c. The need for adequate education and training to meet the new complexity.

d. The need to ensure information quality and a supportive organisational culture.

e. The need to develop a new methodology to support the introduction of IT/IS into organisations.

The understanding of the issues identified in the OASES project was considered relevant to this research, which explores the human (soft) issues of IT/IS implementation. The product of the OASES project was in tandem with the objective and findings of this research, which sought, to foster successful IT/IS implementation to enhance SCM in a Nigerian public sector. The understanding of the dynamics of the constructs identified in the study led to the development of a management framework for the case considered. The developed management framework was designed, as a ‘road map’ suitable to facilitate IT/IS implementation in the Nigerian context. It highlighted issues to be considered in the context. The researcher considered it beneficial to provide a detailed guide to assist practitioners to engage with the step-by-step process involved in the management framework. The OASES methodology, which underpins fundamental issues in the management framework, provides the required guidance in this regard.  The researcher therefore considers it appropriate to adopt the OASES methodology in this research. The methodology incorporates a series of workshops, questionnaires, set of diagnostics, key criteria, methodologies and checklists to facilitate ‘the management of change’ and ‘IT/IS development process’. Within these two broad areas, the project aptly addressed ten issues; Resistance to Change, Cultural & Political Environment, Environmental Scanning, Level of System Use, Range of System Methodologies and Return on Investment. It also addresses Priority of Applications, Business Awareness, Software Applicability and Data Input Checklist (Maguire, 2013). 

Components from the ten issues addressed are adopted to drive the six identified processes of the management framework. The management framework represented by a 6-gear process (Figure 7.2) highlights key activities to be undertaken to ensure successful IT/IS implementation in the context. The 6-gear process is the operational representation of the pyramid management framework in the previous chapter (Figure 6.5). The arrangement of the set of gears illustrates the concurrent process of the framework; noting that the operation is different from the linear-like process with a finite end.  The process identifies ‘Rational Persuasion and Inspirational Appeal’ as the initiating point of the management process which progresses in the direction of the indicated arrow. 
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Figure 7.2 – Operational representation of the developed management framework

Table 7.1 specifies the components of the OASES methodology adapted to the guide individual processes of the management framework.  There is a need to state that the adapted components of the OASES methodology were not necessarily designed to achieve the named functions intended in this research. The researcher, however, finds the components relevant to facilitate the processes in the management framework. It is also important to state that the guides provided by the OASES components are not exhaustive in themselves. They serve as prompts to facilitate the development of subsequent criteria and actions pertinent to the case. Details of the questionnaires, workshops, set of diagnostics, key criteria, methodologies and checklists of the OASES project are contained in the appendix. The mode of adaptation of the OASES methodology will be enumerated in the subsequent paragraphs.

	Proposed Management Framework
	Adopted OASES Component

	Rational Persuasion and Inspirational Appeal
	Business Awareness 

Return on Investment

	Consultation, Motivation and Training
	Resistance to Change

	Functional Needs Analysis


	Cultural & Political Environment

Environmental Scanning

	Determine Technical Requirements


	Priority of Applications

Software Applicability

	Effective Implementation
	Range of System Methodologies

	Monitoring and Evaluation


	Level of System Use

Data Input Procedures


Table 7.1 – Developed management framework with the OASES components
7.3.1
Rational Persuasion and Inspirational Appeal

The process for rational persuasion and inspirational appeal is considered a critical starting point for the management process. This process involves gaining the support of leaders and stakeholders through presentation of logical argument and factual evidence of the benefit of the project. It also seeks to gain support by appealing to personal values, ideals and aspirations about the benefit of the IT/IS initiative. The researcher considers OASES’ Return on Investment Checklist as a good starting point for practitioners to ascertain the true benefits to be accrued from the systems they intend to install. It starts by helping the practitioners to have a good grasp of what they wish to go into. This will provide the basis for a sound understanding that will facilitate the development of factual arguments and rational grounds to appeal to leaders’ and stakeholder’s sensibilities. Similarly, OASES Business Awareness component provides a guide that will be beneficial to equip practitioners to identify whether the project is a problem for the organisation. The Business Awareness Workshop provides the platform to discuss the objectives as a means of ensuring that the IT/IS reflects the business requirements of the organisation (Maguire, 2013). The adoption of these components in the first phase is essential to guide the effective communication of the need for change as captured in Lewin’s Model as one of the first steps in change management.

7.3.2
Consultation, Motivation and Training

The consultation, motivation and training phase of the management framework requires further engagement with the stakeholders on the IT/IS initiative. This process seeks active participation of stakeholders; inspiring positive attitude and developing requisite skills and competences. The OASES Resistance to Change component incorporates a series of workshops and questionnaires that provides information to monitor existing reactions of staff regarding an IT/IS implementation. The approach allows practitioners to identify specific areas to channel relevant resources; such as training to ensure the smooth implementation of the IT/IS (Maguire, 2013). Hence, the OASES Resistance to Change component is considered appropriate to assist in the operation of the consultation, motivation and training phase of the management framework.

7.3.3
Functional Need Analysis

The proposed management framework considers it necessary to analyse the functional needs of an organisation before seeking to provide the technical requirement for an IT/IS initiative. In line with this consideration, the OASES project developed a Cultural & Political Awareness Workshop to give staff a greater awareness of cultural issues that might work against a team approach to resolving problems in an ever-changing environment. This invariably provides an awareness of specific problems from varied stakeholders involved in the process. This facilitates the understanding of the varied goals of stakeholders and the broad organisational objectives. The OASES Environmental Scanning also identifies a number of key criteria that managers and IT/IS staff should incorporate into a system development to provide the best possible safeguard against environmental changes that might render parts of the system redundant (Maguire, 2013). The researcher believes that the consideration of the issues in these components will be helpful to analyse the functional needs of the organisation. Consequently, elements of these components are adopted to drive the functional needs analysis process prior to determining the technical requirements.

7.3.4
Determine Technical Requirements

After the functional needs analysis, the next phase of the management process will be to determine the technical requirements for the project. The OASES input on Priority of Applications and Software Applicability will be relevant for this purpose. The Priority of Applications component provides a method to identify, in order of importance, those applications that will provide the most benefit to the organisation.  This is taking into consideration that every organisation will have different requirements. OASES identifies that it is important that this method is flexible so as to reflect the wide range of aims and objectives of organisations. Similarly, the Software Applicability component provides a mechanism by which an organisation can analyse software to identify what criteria must be satisfied to ensure its successful use.  This will take account of not only the quality aspects but the political, behavioural, and organisational environment in which the software is to be used (Maguire, 2013). The researcher therefore considers these two OASES components as suitable guides to facilitate the determination of technical requirements in this case.

7.3.5
Effective Implementation

There is a need to state that there is no one size fit all methodology for effective IT/IS implementation. OASES’ identifies that system methodologies need to be appropriate for system size.  It also states that systems methodologies will be most effective when users play a positive role in the development process. Hence, the OASES project component on Range of System Methodologies provides the awareness of a range of system methodologies that are available to facilitate effective implementation of an IT/IS project (Maguire, 2013).  The engagement of the issues in this component is considered needful to assist the decision making process regarding the best approach to suit an organisation’s requirement. 

7.3.6
Monitoring and Evaluation

Monitoring and evaluation is a consistent process that is required to ensure that an IT/IS project is successfully progressing according to plan. Monitoring or evaluation is often difficult when there are no set criteria. More puzzling is the fact that standards of evaluation could be judged from different perspectives. The OASES project however provides a practical approach to monitoring and evaluating IT/IS initiatives. The component on Level of System Use provides a set of diagnostics that allows for the identification of the current utility of a system.  It also helps to identify what current system is steadily declining; providing remedies to halt the decline.  In the same way the OASES Data Input Procedures provides a good practice workbook, which will enable those interfacing with, IT/IS to tighten up their control procedures.  The workshop is aimed to provide an environment in which the users and management learn to view the quality of data input as a joint responsibility (Maguire, 2013). This is done through a Data Input Workshop in which case studies are used to identify specific data issues. The researcher believes that elements from this component could be applied to evaluate and monitor the level of system use. In the same way, it will be helpful in monitoring and evaluating stakeholder’s responsibilities. The adoption of this component is therefore appropriate for the monitoring and evaluation process.
7.4
TRUSTWORTHINESS AND AUTHENTICITY OF RESEARCH FINDINGS
‘I avoid the term validity, which for me at least has strong references back to positivist research and which suggests that there is one-validity’ (Reason, 2006, p. 199).
Qualitative researchers often take an implicit approach towards research validity. The traditional approach does not offer any formal discussion about validity. The rigour in the research is demonstrated in the rich description of engagement, methods applied, high quality data collection and rigorous data analysis and reporting styles (Guba and Lincoln, 2005).  Venkastesh et al, (2013), adduce that this approach is consistent with qualitative researchers but suggests that it is helpful for these researchers to explicitly discuss the principles for substantiating their research. It is in this light that this section attempts to explicitly discuss issues of validity as it relates to this study. 

George Box, a renowned statistician is well known for the phrase "essentially, all models are wrong, but some are useful” (Box et al, 2005). This statement could be viewed as an inconsiderate assertion owing to the fact that a number of models have been validated and considered credible in their own right. However, the researcher’s understanding of Box’s viewpoint is that validity is dependent on the perception of the observer. While the researcher accepts that all substantiated models are correct in their own right, it is believed that models are contextual and do not essentially work in every situation. This follows the understanding of Reason’s (2006) opening quote above, which emphasises the researcher’s standpoint that there is no single truth or validation. It is in line with this viewpoint that the researcher chooses to use words like ‘trustworthiness and authenticity’ instead of ‘validity’.

The illustration of the trustworthiness and authenticity of the research findings in this section is essential as a basis for establishing the value of the research. Peers, readers, often evaluate the worth of an academic study and reviewers regardless of the approach employed for the study. The assessment of the rigour of qualitative research has attracted a long standing debate leaving little consensus as to how quality should be assessed and who should assess the quality. The discussions have also raised questions as to the feasibility and necessity for assessing qualitative research (Oakley, 2002, Spencer et al, 2003 and Harden and Thomas, 2005). Most quantitative researchers use the terms ‘reliability’ and ‘validity’ to judge the worth of a research. Qualitative studies have been found lacking when assessed with the same criteria used in quantitative studies.  As such there have been discussions on the relevance of assessing qualitative research with the same criteria for quantitative studies. For instance, one of the hallmarks of quantitative research is about the notion of external validity which is the ability to generalise from sample populations after testing hypotheses. On the other hand, a qualitative research would seek to generate hypothesis for further investigations rather than testing. Hence, the issue of external validity is considered to be irrelevant for qualitative studies.  

In line with this argument, Agar (1986) posits that it is erroneous to assess qualitative research with the same approach for quantitative research. There have been suggestions to replace the terms ‘reliability and validity’ with terms such as credibility, accuracy of representation and the authority of the writer. The argument does not question the need for data to be valid and reliable; the contention is about how the terms reliability and validity are defined. Objectivity in quantitative research, defined in terms of neutrality, refers to the proper distance between a researcher and the subject. On the other hand qualitative research seeks to measure the worth of a study with the decrease in distance between the researcher and the subject. It is in the light of these acknowledged disparities that Guba (1981) developed a model of trustworthiness for qualitative research. Guba (1981) identified four common criteria for validating research; truth value, applicability, consistency and neutrality. The quantitative approaches for evaluating these criteria are internal validity, external validity, reliability and objective. The trustworthiness model for qualitative research proposes different approaches for evaluating these four criteria. These are credibility, transferability, dependability and conformability respectively. 
7.4.1
Credibility

Credibility is used to assess the truth value of a research; which has to do with the degree of confidence in the truth findings of the subject and informant in the study context.  Credibility is strengthened by researchers prolonged and varied field experience as well as referential accuracy (Krefting, 1991). The researcher was therefore positive in showcasing the experience from the field and not ignoring the value of experiential data described as an embedded ‘gold’ by Do et al. (2004). However, there was a consciousness of the need not to bias research results with experience. The strategy therefore employed a reflexive consciousness throughout the inquiry process; marked with an iterative and collaborative progression. This included member checking, collaborative examination and review of data, and triangulation, which are some of the renowned strategies for establishing credibility in research (Krefting, 1991). 

7.4.2
Transferability

Applicability refers to the degree to which the findings of a study can be applied in other contexts or settings. This is evaluated in the qualitative trustworthiness model with transferability. Lincoln and Guba (1985) submit that it is not a qualitative researcher’s job to establish the index of transferability. The researcher’s responsibility is to provide adequate data to facilitate transferability by others. Hence, the adequacy of the database is important. Transferability is strengthened by a dense description of the study (Krefting, 1991); this approach was undertaken as a hallmark in this study. As such, the researcher presented vivid description about the context of the study, the methodology as well as the input of the data for the different cases and from various sources. This was to give readers the opportunity to make good inferences that will facilitate transferability. 
7.4.3
Dependability

The third criterion is the consistency of the data which had to do with the findings being consistent for studies repeated in the same way. The quantitative perspective on consistency is based on the assumption of a single reality. This is not the case for qualitative research with the assumption of multiple realities. Since qualitative methods are tailored to particular research situations; the evaluation of ‘dependability’ on the trustworthiness model suggests the need to detail the exact methods employed. This includes data gathering, analysis, and interpretation. A dense description of the approach provided the information for repeatability (Keihofner, 1982). Other suggestions to strengthen dependability include using triangulation and peer examination (Krefting, 1991), all of which were applied in this study.

7.4.4
Conformability

Neutrality refers to the degree of freedom of bias in the research procedures and results (Sandelowski, 1986). This criterion is evaluated as conformability in the trustworthiness model. Triangulation and reflexivity are critical strategies in establishing conformability in qualitative research. Another suggested approach is the inclusion of records for a conformability audit. Such records include raw data (field notes and recordings), materials related to intentions and dispositions as well as process notes (Krefting, 1991). The use of these approaches in this study demonstrates the conformability dimension of the research framework. In addition to this was the survey approach included as the complementary study (third phase of the Nigerian case study). The approach, which utilized statistical tools akin to quantitative research, authenticates the research findings from the previous phases of the study.  The phase of the study incorporated an analysis of the propositions deduced from the main study using SPSS. This approach combined with Guba’s (1981) trustworthiness model is reflective of the trustworthiness of the study.
7.4.5
Eight ‘Big-Tenet’ Criteria for Excellent Qualitative Research

Guba’s (1981) criteria for credibility, transferability, dependability and conformability for illustrating trustworthiness is in agreement with the eight ‘big-tent’ criteria identified by Tracy (2010) as demonstrating quality and excellence in qualitative research. These include a worthy topic, rich rigour, sincerity, credibility, resonance, significant contribution, ethical and meaningful coherence. Figure 7.4 illustrates the attempt of this study to fulfill the requirements of these identified qualities as suggested by Tracy (2010).
	Criteria for Quality
	Means, practices and methods employed

	Worthy topic
	The relevance, timelines and significance of the study have been captured in the literature and demonstrated in the research dissemination in workshops and conferences. The interesting nature of the study has been equivocally acknowledged at every workshop and conference. 

	Rich rigour
	The diverse theoretical constructs employed in delineating and exploring problem situation demonstrates the rigour of the study. This is combined with the extensive data collected from the three phases in the Nigerian context including empirical data from the UK case. The triangulation approach of data collection and thematic data analysis is also indicative of the rigor undertaken in the study.

	Sincerity
	The entire research process was characterized with self-reflexivity demonstrating the researcher’s subjective values, biases and inclinations in a transparent methodological process that identifies with the challenges associated with the research. 

	Credibility
	The credibility of the research was demonstrated by the thick descriptions and concrete detail employed in various aspects of the study. The multi-vocal account in the study, which includes member reflections, was also another approach embedded in the study to substantiate its credibility.

	Resonance
	The responses and feedback obtained from peers and senior academics during the dissemination of various aspects of this study was reflective of the potential to transfer findings and apply the results in some generalized perspectives. The aesthetic and evocative representation of the study was similarly acknowledged in this light.

	Significant contribution
	The study endeavoured to make significant conceptual, practical, moral, and methodological contribution to knowledge. This is elaborated in line with the concept of originality and utility of the study in Chapter Eight.

	Ethical 
	The research made critical ethical considerations; (procedural, cultural and relational) in view of the sensitivity of the organizations involved in the study. As such issues of confidentiality and anonymity were essentially vital in this study.

	Meaningful coherence
	The research made an attempt to connect various aspects of the study in a logical and meaningful approach. The reviewed literature initiated the delineation of the problem situation and research questions, which influenced the choice of the method for exploration that led to the research findings. The interpretations of the results similarly justified the influence of these various aspects showcasing the achievements in line with the purpose of the study. 


Figure 7.4 – Illustrating Tracy’s (2010) Criteria for Qualitative Research
7.5
CHAPTER SUMMARY 
Chapter Seven elaborated on the development of the management framework, which was a key objective and research outcome of the study. A summary of the details in this chapter can be seen in the light of how the developed framework reflects as a product of a case study and action research. A case study essentially tells a unique story of circumstances about individuals, organizations, processes, and programs; capturing the evidence as to what happened to bring about the situation (Yin, 2003). This is evident in this framework, which also highlights peculiar challenges in the context with proffered explanations. The literature also identified four dimensions of action research; pursuit of worthwhile purpose, democracy & participation, ways of knowing and an emergent developing structure (Reason, 2006). It is not practically feasible for all action research inquiries to completely address all four dimensions. Hence, the flexibility of action research provides researchers with choices to undertake studies in line with the intended outcome of the research. The primary action research outcome of this study was focused on developing practical knowledge. This was exemplified in the developed management framework, which incorporates detailed practical procedures to guide practitioners in understanding and managing the peculiarities of the soft issues involved in SCM, and IT/IS implementation in the context.  In addition to this main focus, this study also attempted to participatory, democratic process identify with the other three dimensions of action research. Firstly, the rationale for the research was premised on a pursuit for a worthwhile human purpose in view of the identified problem situation with varied social implications. The result of the study similarly made significant propositions with impact on human activities; e.g. aiming for job satisfaction in the workplace with the introduction of IT/IS innovation. Secondly, a marked the iterative collaborative approach of the study as participant’s views led the enquiry process. The study results similarly highlights the benefits of participatory approach, as the complementary study emphasized that stakeholder’s participation was a key influence on the success of an IT/IS project. The study also showcased the combination of action and reflection, theory and practice, in participation with others in an emergent form, which evolves over time (Reason and Bradbury, 2001). This last dimension recognizes the evolving nature of the enquiry and management processes. The emergent results from the three-phased enquiry process and indications for future research detailed in the subsequent chapter attest to this dimension of the research.
CHAPTER EIGHT
CONCLUSION AND RECOMMENDATION
Chapter Seven detailed the considerations for theoretical development and the processes leading to the development of the theoretical and management frameworks from the analysis of the research findings.  This concluding chapter provides a synopsis of the research outcomes; highlighting the research findings, contributions, summary of major deductions and the proposed recommendations. 
8.1 RESEARCH OUTCOMES

The outcome of this study identifies with the complex problem situation involving SCM and IT/IS implementation in the organisation under review. The findings of the research substantiate the difficulties in the problem situation highlighting its complexities as a product of a broader society norm and its subsequent influence in the internal workings of the organisation. The literature categorised the ground work of SCM into management of ‘physical/technical’ and ‘managerial/behavioural’ components (Lambert and Cooper, 2000).  The results of this study identify the problem situation to be in the latter category comprising of ‘softer’ and less detectable components; renowned to be incomprehensible and difficult to manage.  The study asserts that it will be futile to address the technical components involved in SCM and IT/IS innovation without a good understanding of these broader softer components entrenched in society norms and the internal workings of the organisation. This corroborates Kawalek’s (2010) assertion that the IT/IS discipline essentially integrates processes of organisational problem solving. The situation is likened to the interpretation of Maslow’s (1970) theory of hierarchical needs; basic requirements need to be addressed before significant achievement can be made to advance the achievements of IT/IS implementation in the context. This is the reality of the situation in the developing nations that showcases the gap between contextual facts and contemporary theoretical evidence. 

There is universal evidence from extant literature regarding the complexity and critical nature of the ‘softer elements’ (people and processes) involved in public sector IT/IS projects in the context. However, the dynamics of the manifestation of these issues in the context of developed and developing nations is markedly different.  One simple difference illustrated in this study was that developing nations are still in the process of initiating a groundwork for IT/IS innovation while the developed nations are in the process of making further advancement in IT/IS innovation. While the issues in the context are similar, the stages of operation of these issues are remarkably different for both cases. The established theoretical knowledge advanced by the developed nations based on their contextual situation provides some understanding of these universal issues. However, the application of these universal concepts advanced in the literature are somewhat puzzling to relate in the context in the developing nations based on the highlighted differences about the different stages in the advancement process.  This study therefore provides a detailed explanation about the situation in the developing nations. It showcased the dynamics of intricate elements about SCM and IT/IS implementation in the public sector of developing nations. The study attempted to provide answers to the following research questions.   

8.1 1
What are the prevalent soft factors in the context?
The study finds that ‘leadership support’ is the critical and dominant element of the factors of affecting SCM and IT/IS implementation in the context. The study elaborates on the dynamics of leadership influence and hierarchical structures and how this impacts on the outcomes of other variables in the context. The study similarly showcased the prevalence of ambiguous processes and institutionalised vices in the context. This factor defines the nature and mode of operation of activities in the context that forms the bedrock of the organisational structure. This also controls the operational and strategic philosophy in the organisation.  The need to reorient values and ‘standardize processes’ was considered paramount to enhance development; effectiveness and efficiency in the context.  The research similarly identified contrasting evidence about the competence and demeanour of stakeholders in the organisation. On one hand is the overwhelming evidence of unmotivated and poorly trained stakeholders lacking essential skills for SCM practices and IT/IS implementation in this context. As such training and motivation was identified as an imperative requirement to enhance productivity in the context. On the other hand, was the evidence of a growing number of skilled and committed stakeholders harnessing local resources; undertaking meaningful projects with positive impacts. The signal of this positive aspect was indicative of the potential in the context that could be harnessed through further training and motivation. This factor identified as the ‘contingent tenets’; was similarly considered vital to the sustenance of SCM and IT/IS implementation activities. The findings identified the ‘core need’ of stakeholders in the organisation as the desire for suitable and uncomplicated tools (easy to use) with the ultimate aim of promoting job satisfaction in line with ETHICS’ socio-technical concept (Mumford, 1995).  
8.1 2
How do the factors interact and manifest?

The study provided a number of conceptual and research frameworks elaborating on the interactions and manifestation of the soft elements involved in IT/IS implementation in the context. This included the conceptual model deduced from the body of literature (Figure 3.9); the rich picture (Figure 6.1) developed from the pilot study showcasing the workings of the elements in problem situation as well as the research frameworks (Table 6.12, Figures 6.5, 7.1 and 7.2) explicitly linking the interaction of four identified components (leadership support, standardising processes, training & motivation and the ease of use of the system) with the prospects of enhancing IT/IS implementation for SCM functions. The interaction identifies leadership support as the dominant element with direct influence on how processes are standardised which is a critical factor regulating the operational workings in the organisation.  In the same way training and motivation was similarly identified to be directly influenced by leadership.  The result of training and motivation underpins the expertise, psychological and moral value of the organisation with effects on efficiency and effectiveness.  The core need in the situation was the desire for tools that fits organisational requirements and are easy to operate, to enhance job satisfaction and productivity in the workplace.  The rich data obtained from the pilot study, main study and complementary study provided a good story line of how these factors interact and manifest.  This study expounds on the manifestation of these interactions relating to people, task, structure and technology as identified by Heeks’ (2002) model illustrating how these factors interact to determine the fate of organisational systems.  The groundwork about the manifestation of these factors holds that there are peculiarities in the developing nation’s contexts different from the situation in the developed nations. This was based on the differences in the developmental stages.  As such, this study advocates that it was not practicable to simply introduce universal concepts from advanced economies in the developing nations. The study therefore developed a management framework on how to address the identified soft issues in the context of the developing nation.   
8.1 3
How can the factors be managed?

The management of the problem situation deduced from the study is in line with Lewin’s 3- stage change management model; unfreeze, change and unfreeze.  The emphasis of the management process is focused on the unfreeze stage in line with the understanding of the stage process and prevalent need in the case of the developing nation. It incorporates strategies aimed at developing groundwork for good norms and practices towards facilitating SCM activities and establishing a solid foundation for IT/IS implementation. It incorporated influence tactics approaches; rational persuasion and inspirational appeal aimed to gain support of leaders and stakeholders. This is invariable vital as stakeholders plays a critical role in the situation as established by ETHICS methodology. The strategy also aims to re-orientate values about the prevalent vices to create a positive mindset towards the desire for change in line with the intended goals and objectives. It similarly recommends standardizing processes, training and motivation as vital instruments in the change process. The unfreeze aspect of the management process emphasizes the need to analyze functional needs in the context with the aim of determining the technical requirements to address the contextual needs. This is followed by the execution of the implementation plan, which will be subsequently evaluated and monitored all through the process. The arrangement of this plan follows a pyramid like structure akin to Maslow’s (1954) pyramid of hierarchical needs; this illustrates the order of the needs in the process. The operation of the management process was, however, developed to reflect a six-gear process illustrating the continuous nature of the management process in practice. Details of activities involved in this six-stage management process have also been provided as a guide for practitioners. This includes series of workshops, questionnaires, set of diagnostics, key criteria, methodologies and checklists towards effective IT/IS implementation that will enhance SCM activities.
8.2 FURTHER RESEARCH OUTCOMES
In line with the focus of the research to explore the interaction of the prevalent soft issues to develop a management framework for IT/IS implementation in the context. The researcher observes that the nucleus of this study critically interrogates the conventional wisdom about the replication of IT/IS implementation from developed nations to developing nations. Historically, there had been a servile acceptance that developed nations are competent to implement IT/IS while developing nations only need to copy from the advanced nations because of their limitations to do same. This research upholds that this belief is neither helpful nor academically sound considering contextual disparities, evidence of flawed systems in the advanced economies as well as indications that developing nations have the potential that could be harnessed for local development .  
This study acknowledges that developed nations play a leading role in IT/IS innovation and similarly demonstrates the prospects of gaining knowledge from the advanced economies to foster learning and development in developing nations. The study however rejects the idea that IT/IS innovation in the developing nation should be about striving to replicate or pursue structures and ideologies akin to advanced economies. Developing nations need to understand that IT/IS practices in the advanced economies are not infallible. The result of this study shows that IT/IS endeavours in the advanced economies are also replete with peculiar challenges and imperfections. It will therefore be irresponsible for developing nations to only aspire to replicate models without validating the suitability in their context. This will be tantamount to complicating the existing challenges experienced by the developing nations. It is therefore imperative for developing nations to seek to make sense of local meanings with a view to developing innovations that fit the requirement of the developing nations. This is considering the peculiarities identified from the study as prevalent in the developing nations. 
The study similarly advances the cause for practice-based researches associated with providing explanatory meanings to problem situations in developing nations. Several aspects of this study have been disseminated in a number of local and international conferences and workshops in a bid to establish the trustworthiness and authenticity of this study in line with renowned qualitative approaches (Krefting, 1991). The novelty, significant interest and utility of the study, which are essential features of a quality research (Bacharach, 1989; Whetten 1989; and Corley and Gioia, 2011), were explicitly acknowledged at every event. Albeit, the concern about the paradigm shift of contemporary academic research towards developing grand conceptual theories (Gregory, 2006) as against practice-led theories was expressed at one instance. Corley and Gioia (2011) attest that they had received a similar remark in their attempt to focus on developing ‘practical/real-world’ theory. A reviewer remarked that their applied/pragmatic submission sounded like a “practitioner rendition.” They also noted their attempt to explain and probably educate the reviewer on the value of a practice led research in theory building, but could not ascertain if their explanation was well received. This brings to bare the pertinent questions asked by Kawalek (2010); whether students in the IT/IS discipline are being well prepared for practice and if the leaders in the discipline also lacked experience in practice. He concludes that the IT/IS discipline was rather old-fashioned as it was failing to prepare individuals for research in the real world. 
The researcher therefore reflected on the issue of the contemporary trend in academic research, which is increasingly shifting from practice oriented research (akin to consultancy) to focus on developing grand theories with widespread generalisations. Corley and Gioia (2011) attest that it was becoming less fashionable to undertake practice-oriented academic research. They submit that the development of pragmatic theories will be adversely affected if the editorial teams of top-tier journals continue to reward only papers demonstrating theoretical contributions with scientific significance and less pragmatic usefulness.  They succinctly concluded their standpoint stating that “If we do not soon change our scholarly traditions in ways that enhance theoretical relevance to practice our sense giving potential to the wider audiences, then we will continue to underperform our adaptive role in society and condemn ourselves to increasing irrelevance and diminishing influence in describing, explaining, understanding, and improving organizations and their management” (Corley and Gioia, 2011, p.29).
The researcher agrees with this standpoint and believes that academic work in the developing nations will be short-changed if the development of scientific theories overrides the value for practise-based research findings. The researcher stresses this view point noting that it is imperative to recognise that developing nations are still grappling with overwhelming fundamental complex situations requiring research explanations as elaborated in this study. There is evidence from renowned scholars in the literature illustrating the challenges of studies from developing nations based on related perception of this paradigm shift for scientific theories as opposed to pragmatic theories (Avgerou; 2002; 2008). Van de Van (1989) advanced the assertion that a good theory is practical. And because there is a substantial gap in the practices between developed and developing nations, the gap in the relevance and application of theories in both contexts is significant. Developing nations will be better placed to benefit from academic studies with more support and credence given to practice based studies. Such studies invariably bridge the gap between contemporary theoretical concepts and empirical evidences prevalent in developing nations. This research, which could be perceived as taking a slightly radical position advocates that the academia should assume a more embracing approach towards practice-based studies.   
8.3 RESEARCH CONTRIBUTIONS
The contribution of this study resonates around the two key dimensions reckoned as the contemporary measures for judging the value of research contributions. These are the ability to provide original insight into a phenomenon with incremental or revelatory knowledge as well as the demonstration of the usefulness of the contribution; scientific or practical utility (Corley and Gioia, 2011). The contribution of this study in terms of its originality and utility will be discussed in the subsequent paragraphs.
8.3.1 Originality 

The demonstration of the originality of this study originates from its inception, which was spurred by the researcher’s personal experience of the problem situation. The study advances the knowledge of the complex interactions of the soft issues (people and processes) involved in IT/IS implementation. This had been highlighted in the literature as a major theoretical and practice gap. The study similarly provided both incremental and revelatory insight about the manifestation of the research phenomenon in the research context; bridging the gap between contemporary research in the advanced economies and empirical evidences in the developing nations. The researcher posits that there is a substantial gap between highly conceptual researches findings from the advanced economies and the practical realities in developing nations. As such a good number of these conceptual illustrations have limited relevance and application in developing nations. This study expounds the relevance of contemporary research from the advanced economies with explanations and empirical evidences from a developing nation. This is evident in the adaptation of the OASES methodology project for application in the context of a developing nation. The incorporation of renowned theoretical concepts; influence tactics, bottom up approaches and change management models in the development of management frameworks also substantiates the incremental and revelatory knowledge demonstrating the originality of the study. The novel methodological approach which incorporated concepts of SSM for sense making; combined with a hybrid case study - action research with thematic analysis approach, similarly contributes to the body of knowledge about the application research methods. 
8.3.2 Utility

The study demonstrates usefulness for both academic and industry practitioners in line with Corley and Gioia (2011) concept of scientific and practical utility. The value and utility of the methodological approach employed in this study was brought to bear at a NARTI organised Action Research Workshop at Bradford University School of Management from 12-13th March 2015. Professor Giuseppe Scaratti, an action research facilitator from Catholic University Milan, identified with the unique approach of action research adopted in the study. The research case was selected to be used as an example to explain key concepts of action research to other participants; contextual sensitivity, political orientation, production of change and people participation demonstrated in the study. Professor Jerry Wellington (Head of Research degrees at the University of Sheffield - School of Education) had also acknowledged the practical value of the adopted methodology in a workshop arranged for doctoral students by the Sheffield University Management School on 29th January 2015. He reiterated the advantage of identifying when specific elements of a broader research approach were applied in a research context, as in the case of this study. The researcher therefore identified with the potentiality of the methodology adopted in this study, which could be useful as an academic and practical tool for early researchers. 
There was also evidence that the issues identified in the study were relevant for policy makers, practitioners and academics towards understanding and formulating strategies and research plans relevant for developing nations in Africa.  This was the conclusion of Professor Ken Kamouche, a professor of International Human Resource Management at Nottingham University Business School whose research interest includes managing Human Resources in Africa. This remark was made at the African Research Group Workshop on April 2014 at Nottingham Business School, following an explicit delineation of the implications of corruption in the Nigerian public sector expounded in this study. The result of the study was considered useful to understand the peculiarities of dynamics involved in the public sector of African countries. The researcher reflects that future research will need to explore further discussion on issues relating to corruption and re-orientation of mind-sets in public sector SCM and IT/IS implementation.  This will be practically beneficial for policy makers, practitioners and academics in making decisions appropriate for the context. There was also an indication that the usefulness of the ideas advanced in the study was also relevant for countries outside Africa experiencing some similar problem situations. Dr Ilias Sakellariou emphasised this point making reference to Greece following the presentation of this study at the 8th Annual South East European Doctoral Student Conference on 17th September 2013 at Thessaloniki – Greece. He suggested that it would be beneficial to carry out a similar study exploring the phenomenon in the context of a country like Greece.
Professor Christine Harland, a professor of Supply Strategy in Cardiff Business School similar suggested that future research plans could look at the viability of the developed management strategy in the private sector context. She asserted that the management framework, which incorporated concept from Lewin’s change model, was useful in conveying clarity of the management process. This remark was made following the presentation of the results of this study at the International Purchasing and Supply Education Research Association (IPSERA) conference in South Africa, April 2014. In a separate instance, Professor Helen Walker, a professor of Operations and SCM in Cardiff Business School similarly highlighted the usefulness of the study in exploring concept of SCM sustainability from an African perspective. She made this remark highlighting that there was a dare need for studies to provide insight on the African perspective of SCM sustainability, following the presentation of the results from the study at a SCM Professional Development Workshop held at Cardiff Business School on 12th December 2014. The knowledge gained from this study invariably created an awareness of the viability of further studies about SCM sustainability and ethical issues in the context. A proposal of a research agenda to explore SCM sustainability from an African perspective received a positive feedback from the reviewers of the European Operations Management Association (EurOMA) Sustainable Operations and Supply Chains Forum, 2015.
The fundamental outcome of the collaborative inquiry in this study was to generate consciousness and increased knowledge about the problem situation in the organisation under review. According to Cassell and Johnson (2006), the approach sees change as a matter of interpreting knowledge and transforming mind-set. There is evidence of a changing mind-set in line with the understanding of the value of leadership support and the need for standardized processes and easy to use technology highlighted in this study. The iterative study also raised the awareness about the poorly motivated SCM personnel in the organisation. As such there is an on-going discussion in the organisation to incorporate strategies to motivate SCM personal, with emphasis on training. The discussion has included directives to identify appropriate training programmes for various cadres of SCM professionals in the organisation. There is also a proposal for the introduction of an insignia for SCM personnel in the organisation. This was to create a sense of identification and value for the personnel who will wear the badges in the conduct of their duties. There is also evidence that participants were already applying the knowledge gained from the study in the way they evaluate and view operational activities in the organisation. These have been reflected in the views expressed in meetings, routine reports and other documented official write-ups.
Research contributions have been commonly evaluated based on their contribution to literature, methods and empirical evidence (Gregory, 2006). Figure 8.1 highlights the description of the contributions in these areas. The utility of the contribution of this study is further elaborated in the subsequent paragraphs under the headings of knowledge contribution, research implication, managerial implication and policy decision impact.
	Research Contributions
	Description

	Literature contributions
	*Extending the knowledge of the interaction of the soft issues involved in SCM and IT/IS implementation with inferences from ETHICS theory; highlighting the paramount role of users/stakeholders and the need for contextual and organisational considerations.

	Method contributions
	*Triangulation-multi-methods approach incorporating hybrid of action research and case study; applying SSM for sense making as theoretical lens to explore problem situation.

	Empirical contributions 
	*Development of a management framework in line with Lewin’s Change management model; introducing concepts of influence tactics and adapting OASES methodology.


Figure 8.1 –Literature, Method and Empirical contributions of the study
a. Knowledge (theoretical) contribution - The literature identified gap in knowledge about the interaction of the soft issues (about people and processes) involved in SCM and IT/IS implementation. This study provides illustrative details of the interaction of these soft issues adding to the knowledge on how to conceptualise SCM and IT/IS implementation problem situations. It essentially adds to the understanding of the manifestation of these soft issues in the on-going discourse. The knowledge gained is particularly relevant for the public sector in developing nations. A conceptual framework developed from the literature (Figure 3.13) highlights the components of this interaction with predictions of the results of the interaction when not understood, as well as a recommendation for a management approach. The result of the pilot study (Figure 6.1) similarly showcased a rich picture description of the interaction of these soft issues in the context of a public sector organisation in Nigeria. The developed research frameworks (Figures 6.15 and 7.1) highlighted identified themes and construct; presenting empirical evidence that explained the interaction of these complex issues from the perspective of a developing nation. This invariably adds significant insight to the research community by extending the knowledge in the field with an understanding from a different context (Tracy, 2010).
b. Research Implications - The outcome of the research opened up discussions that could be explored in further research. The methodological approach also provides a reference, which could be a possible guide for subsequent researchers intending to undertake a similar study. The rich picture (Figure 6.1) developed from the pilot study could be employed to initiate a research conversation in subsequent studies of similar contexts. Research conversations spurred by a rich picture are robust and profound as observed in this study. The introduction of influence tactics, recommendation for re-orientation of values as well as bottom-up approaches in change management; have been noted as interesting ideas that will generate further discussions in subsequent studies. Further study could also include the demonstration of the applicability of the identified research constructs for IT/IS implementation in other public sector organisations in Nigeria as well as other developing nations. This could lead to the development of grounded theoretical concepts validating or modifying the individual constructs in the context of developing nations. 
c. Managerial Implications - The management framework developed from this study provides practitioners with a good understanding of the complexities of the ‘softer elements’ of SCM challenges and IT/IS implementation involved in the public sector of developing nations. This is useful as a guide to facilitate managerial decision making.  Practitioners are also equipped with a detailed step by step non-prescriptive guide adopted from the OASES project, fitting to the Nigerian context.  This provides managers with a structured and flexible framework that encourages innovative ideas while maintaining focus of the intended objective. The introduction of influence tactics and bottom up approach in the change management framework is invariably instructive, challenging and inspiring to middle level managers in the context. The results of this study therefore encapsulates catalytic validity which is an attribute akin to an action research finding; as it provides political/cultural consciousness with the tendency to spur members to take action towards a set purpose (Tracy, 2010).
d. Policy Decisions - The understanding of the workings of the constructs identified in this study will aid the decision making process of policy makers concerning the problem situation in the context. The operational benefit of this is primarily relevant to the Nigerian public sector organisation captured in the context. The need for this had been advanced by the focal organisation under review which hitherto sponsored the agenda for this research. In the same way the understanding of the contextual inferences observed in this study should guide the strategic plans of policymakers in public sector organisations in the country as well as other developing nations. The Nigerian IT/IS Draft policy (2012) had similarly requested for input in this light, hence, the rationale for this project in the Nigerian context. There is, however, evidence of the potential benefit of the outcome this research in some other advanced countries. This was acknowledged by a senior academic highlighting the relevance of some of the research findings in other countries at the 8th Annual South East European Doctoral Student Conference, in Thessaloniki – Greece (September 2013).    
8.4 RESEARCH RECOMMENDATIONS

From the analysis of the research contribution, the researcher makes the following recommendations:
a.
Managerial propositions–The study advocates that IT/IS implementation in the context requires a focus on establishing fundamental values that will support the development of technological structures. This will include re-orientation of values, gaining support of top management and stakeholders, training, motivation and delineating procedures. The research does not only suggest that it will be futile to neglect these considerations while focusing on technical requirements. It also advocates placing emphasis on these foundational aspects as invaluable to initiating change process in the context. This is likened to the unfreezing phase of Lewin’s change management model which focuses on creating the need for change, determining what needs to change and understanding how to manage the change. The inference from the study highlights this consideration as essential for developing nations that are still in the early stage of SCM and IT/IS development practices.

b.
Research inferences–The researcher calls for further study to corroborate the elements of the constructs identified in the research. This will include empirical deductions about the dominant elements of leadership support, regulating features of standardising processes as well as the viability of training and motivation as contingent tents.  The researcher recommends an indebt discourse about re-orientation of values in addressing issues relating to corruption as highlighted in this study as a critical consideration to enhance development from the perspective of the developing nation. There is also a call for an extension of the dialogue about the viability of bottom up-approaches and incorporation of influence tactics in facilitating change process in the context considering the high power distance prevalent in developing nations. The researcher advocates for the replication of this study conducted in other public sector organisations in Nigeria as well as other developing nations.  

c.
Empirical conjectures–The researcher recommends that IT/IS practitioners recognise that there are peculiar differences in IT/IS implementation between developed and developing nations. As such developing nations need to incorporate plans to take ownership of applying appropriate contextual connotations in local IT/IS implementation. This will also include taking responsibility for outcomes and restraining from shifting blames to the western world when things go wrong. This follows the need to promote practise-based  studies in order not to short-change developing nations from gaining from contemporary academic research.
e. Suggestions to future researchers–Explorative research of this nature often generate robust data; opening up diverse research interests. It is recommended that researchers following this approach should be flexible and courageous to consider the various insights unfolding from their study. This should, however, be done with a clear focus on the aim of the study. The explorative nature of this study invariably brought in diverse research interests, which made for interesting discussions in the platforms were the study was presented. However, this could be a challenging distraction from the scope of the study. While daring to consider some of these interests, the researcher kept in mind the need to focus on answering the 3 research questions; what are the ‘soft issues’ in the context, how do they interact and how can they be managed. As such the research remained focused along this line; opening up considerations for future research agendas.
8.5
REFLECTIONS ON RESEARCH LIMITATIONS

Highlighting the limitation of a study is a common practice in academic studies, which showcases the integrity of the research. Even though this aspect reflects on the limitation of the study it does not undermine its value. The noble approach invariably highlights the sincerity, credibility and dependability of the researcher’s endeavor. It also presents a good platform for the readers to make their own sense of the entire outcome. This is a beneficial characteristic of interpretative-qualitative study that provides readers with the liberty to make their own judgment and interpretations. A major limitation of this study had to do with the sensitivity of the organization with the need for confidentiality and anonymity. The researcher’s position in the organisation facilitated access to obtain extensive data associated with the problem situation. This was a noteworthy advantage in the study; however, a significant portion of the data collected could not be utilized in the report in order not to breech ethical considerations. There was also the challenge of deciding how and whether to report information perceived to reflect a negative image of the organisation. This has been acknowledged in the literature as a weighty decision a researcher makes when dealing with sensitive organizations (Walsham, 2006). This research utilized anonymity and confidentiality to address this challenge ensuring an objective presentation of the findings.

The interview process though conducted in common English language was replete with work terminologies akin to the organization as well as culture specific language (like the Pidgin English commonly used in Nigeria). As such, there was the need to rephrase comments to reflect everyday academic language. The need to rephrase comments reflecting work terminologies was also essential so as not to divulge the identity of the respondents and the organization as well. More importantly was the need to ensure that the data was presented in a language that can be understood by the wide range of readers in the academic community. It was similarly challenging recounting detailed descriptions from the study while trying to hide the identity of the participants and case organization. This was, however essential in line with the ethical considerations of the study.
The study also acknowledges the common limitations often associated with case studies and action research which includes; the lengthy narrative form and the concern about lack of rigor because some researchers still see qualitative research as unscientific. The researcher, however, took care to provide the rich information in an interesting story telling manner to hold reader’s interest through the process. The evidence of the rigorous and systematic approach employed in the data collection and analysis with steps to ensure credibility and authenticity was also provided. In the same way, the researcher acknowledged common complaints about such studies relating to the difficulty to generalize and the tendency to overgeneralize (Yin, 2003). The awareness of these potential limitations, however, strengthened the rigour of the study with a thorough description of the accounts from the case specific scenario to a generalized public sector organization perspective. 
The iterative nature of the study which involved clarifying interpretations of the data with participants was invariable crucial to ensure that meanings were not misplaced. The researcher similarly ensured that readers were not short-changed of the value of the data obtained in the study. Hence, different approaches (diagrams, tables, pictures, diary reflection notes) were used to convey various meanings without undermining ethical considerations as recommended in the literature (Bryman, 2004; and Tracy, 2010). The researcher believes that the outcome of the research in a generalized setting is a prime strength of the study. Even though the sample for the study is restricted to a specific public sector organization, the outcome reflects a generalized public sector organization in a developing nation. As such, while the limitation of the sample is acknowledged, there is potential for transferability. This would have been limited if there was the need to restrict accessibility of the entire piece of study on the grounds of the sensitivity of the organization.
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� *Original cost converted to reflect 2014 (£) values.


� Limitation in the use of this database is acknowledged as the records only reflect the resources contained in the database. Google scholar was employed in this search in view of its relatively robust database. Proquest’s unique features in sorting out specific samples necessitated its use for the further analysis of the search results (Accessed on 10 October 2013).





� Excerpt of this section is contained in the paper ‘Intricacies of Supply Chain Management’ accepted for presentation in the process if this study at the Annual Symposium on Operations and Management Research (ASMOR) 2013 in Taipei-Taiwan on 10th January 2013. Paper available in the conference proceeding.  





� Global Supply Chain Forum (GSCF) is a group of non-competing firms and a team of academic researchers meeting with the objective to improve the theory and practice of SCM (Lambert and Cooper, 2000).





� Council of Logistics Management (CLM) is a leading edge professional association (Lambert and Copper, 2000).  


� Excerpt of this section is contained in the paper ‘Research Method for Studying Complex Phenomenon in Information Systems’ accepted for presentation in the course of this study at the 8th Annual South East European Doctoral Student Conference, 16-17 September 2013 at Thessaloniki – Greece.  Paper is available in the conference proceedings.


� PRINCE2 was derived from the PRINCE project-management method developed in 1989 by the Central Computer and Telecommunications Agency (CCTA) as a UK Government standard for IT project management. It has increasingly become popular and now a de facto standard for project management in many UK government departments and across the world. PRINCE is an acronym for ‘PRojects IN Controlled Environments’.  


� The process for the development of the conceptual framework is contained in the paper ‘Exploring the Human Aspects of Information Technology (IS) Implementation in Supply Chain Management (SCM); accepted for presentation at UK Academy of Information Systems (UKAIS) 2013 PhD & Professional Doctorate Consortium on 18th March 2013, Oxford-UK. The feedback obtained has been incorporated in the study.





� The Lancaster team is a team of academics from the University of Lancaster led by Prof Gwilym Jenkins from 1966. The team is famous for the development of SSM which received recognition through the work of Prof Peter Checkland who joined the team in 1969.


� First time fill rate and number and value of ‘back orders’ have been recognised as inventory management performance indicators. An inventory system is effective if items required are available at the first time demanded; ‘first time fill’ rate.  On the other hand an inventory system is not effective if demands cannot be met first time because there is no stock available; ‘stock-out’. Such orders are held for later supplies and termed ‘back orders’. Other indictors of a poor inventory management system include high customer turnover rate, increasing number of orders being cancelled, large quantities of obsolete items and lack of sufficient storage space (Stock and Lambert, 2001; and Gruenwald, 2004).
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