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Abstract 
 

This thesis seeks to better understand how a combination of different project 
management approaches could lead organisations to cope with project closure in more 
effective ways. More specifically, a coexistence of Waterfall and Agile project 
management is examined and presented as positive contribution to insurance and 
investment organisations for more effective transitions from project management to 
business-as-usual. A comprehensive framework combines within the theoretical 
chapters the hybrid approach between Agile and traditional project management for 
successfully closing projects. It represents the lens through which the empirical material 
can be analysed. 

 

The empirical work is based on a single-holistic case study of Intesa Sanpaolo Life dac, 
incorporating seven semi-structured interviews with the most authoritative individuals 
of this company in relation to the topic of this paper. This case study provides a deep 
insight on project closure management which is addressed by investigating challenges 
and highlighting effective practices of the company in question. Throughout the analysis 
of the data gathered, the authors managed to highlight findings which provide 
managerial and theoretical contributions. 

 

The originality and the value of this research is given by the fact that this work expects 
to enrich project-based organisations which use a combination between Agile and 
traditional project management and struggle to get a proper project closure and transit to 
the operation phase. Consequently, this represents a completely new point of view in the 
literature related to project management, which sees project closure as the most 
understudied phase of the project life-cycle. 

 

Keywords: Project Management; Waterfall; Agile Project Management; Project 
Closure; Insurance Company 
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Chapter One: Introduction 
 

The chapter introduction contains the background of this paper where the authors have 
presented their research question and objectives based on the combination of traditional 
project management and agile project management to transit from project to business as 
usual within the project closure phase.  

 

1.1 Background 
 

Companies have been experiencing enormous challenges in the way of formulating and 
translating their visions into actions over the last few decades due to the constant 
transformation of the market needs. The vast majority of the literature around the topic 
identifies the mentioned drastic drift with the need for organisations to find effective 
ways to be flexible and adaptive as well as innovative, being able to provide to 
customers unique value products or services (Cobb, 2011, p. 57). Hence, Project 
Management is seen by companies as influential manner to safeguard their business as 
well as a compelling way to obtain additional value (Heising, 2012). This partially 
explains the rising trend for companies towards project-based configurations as reaction 
to overly rigid structures and as attempt to better fit the current environments (Genus & 
Jha, 2012). However, in accordance with the literatures and authoritative statistics, it has 
been pointed out that almost 18% of contemporary projects are still classified as failure 
and about 43% have been experienced challenges from a project management 
perspective (The Standish Group, 2012). Particularly, the IT sector and those ones 
where technology is the core factor for the required innovation have been facing even 
higher level of failure (Cetindamar, et al., 2016). Moreover, once this technology meets 
the volatility of a financial context the challenge seems even tougher. Companies in 
insurance and investment industries not only need to enhance the efficiency of their 
organisation’s project-culture, but also it is essential for them to find their own effective 
Project Management approach (Lobasso, 2017). Therefore, grasping the meaning of 
projects and Project Management as well their relationship with the practice of 
companies is now essential more than ever. This section will lay out the background of 
the research addressing the definitions of various aspects discussed in the literature and 
throughout the paper.  

 

1.1.1 Project Management and Project Lifecycle 
 

Understanding project management begins with the definition of project. A project is a 
series of tasks or activities that have a specific objective, defined start and end dates, 
consume resources, have a certain budget and are multifunctional (Kerzner & Kerner, 
2013). The Project Management Institute's (PMI) Project Management Body of 
Knowledge (PMBOK® Guide) defines projects as ‘temporary endeavours undertaken to 
create a unique product, service, or result’ (PMI, 2013, p. 3). In other words, projects 
are the way through which organisations can take advantage from this unstable market 
to accomplish beneficial changes (Turner, 2014, p. 20). From these project definitions, 
one might think that defining project management is as simple as saying ‘the way of 
managing a project is project management’. In fact, there is major complexity in this 
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subject. Project management can be defined as the method through which existing 
resources are utilised efficiently by restructuring management and adapting special 
management techniques to achieve better control (Kerzner & Kerner, 2013). Recently, 
the growing complexity of the projects is creating pressure on project managers to make 
the projects successful. In order to measure this success, PMI (2013) outlined the ‘iron 
triangle’ which includes meeting the time, budget and scope of the project. Resolving 
the triple constraints, also known as the iron triangle of the project is not adequate 
anymore in this competitive environment to define a project as successful since key 
stakeholder’s interest and the value of the project play an important role of project 
success or failure (Dvir, et al., 2003).  

Previous literature on project management characterised projects to be structured in 
processes or in phases which is called project lifecycle. Henri Fayol was the first to 
introduce this process by dividing the project into five phases- plan, organise command, 
coordinate and control (Wren, 1990). On the other hand, Adams & Barnd (1988) in their 
study outlines four phases of project such as conceptualisation, planning, execution and 
termination. The Project Management Body of Knowledge guide (2013) characterised 
project life cycle as four-phased. Project start, organisation and preparation, project 
work and project closure constitute the above mentioned main project stages (PMI, 
2013) which is illustrated in Figure 1. 

 

 
Figure 1: Project Life-Cycle Process 

 

These phases are generic and used as a baseline keeping in mind that there might be 
several phases associate with them. Project start or initiation is the phase which includes 
documenting business case, undertaking feasibility studies, gathering project team, 
establishing terms of reference and facilities (PMI, 2013). The second phase, 
organisation and preparation belong to planning for the project including planning of 
resources, budget, communication plans and quality of the project. In the third phase, 
execution occurs when the team actually does the project work which creates the 

Initiation

Planning

Execution

Termination
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deliverables and controls the delivery, scope, quality, time, risks and costs (PMI, 2013). 
The last phase is the termination which is the project closure phase where all the 
activities are closed and project is handed over for operation.  

 

The popularity of project management is rapidly growing spreading from construction 
industries to the IT sectors, pharmaceuticals, hospitals, law agencies and even 
governmental and non-governmental organisations (Kerzner & Kerner, 2013). In order 
to properly run the projects, these different industries are customising the traditional 
project management (identified as Waterfall approach within this work) according to 
their organisation and industry specifications which helps them to cope up with the 
changing environment (Kerzner & Kerner, 2013). 

 

1.1.2 Project Closure 
 

As mentioned previously, Project Life-Cycle consists of the following phases- initiation, 
development, implementation and termination of the project. Most of the literature on 
project management is focused on the earlier stages of project lifecycle (Havila, et al., 
2013). Managers too, often tend to emphasise more on the initiation, development and 
implementation phase (Havila, et al., 2013). The authors of this research view project 
closure as mentioned in the research of Sarfraz (2009), which states that the last phase 
of project life cycle is project closure where all the constituent processes should be 
closed. Paramount attention should be payed by management during this very last phase 
of the project life-cycle. An efficient and effective project closure can mitigate the risk 
of unexpected incensement in cost and time needed to end projects. Therefore, this 
includes and not limited to the contracts involved in the project should also be closed 
before the project is officially closed (Sarfraz, 2009). As advised in the project 
management textbooks, project closure should include project evaluation, documenting 
all important descriptions and data as well as a final report which document the whole 
process of the project (Lock, 2003; Meredith & Mantel, 2000; Turner, 1999). It 
becomes a necessity especially for project-based organisations. For a number of their 
projects the project closure is a crucial phase which sees two or more parties of the same 
organisation looking at the same project from completely different perspectives. A 
project management approach ends its responsibility on a project when it begins the 
ones of the business-as-usual. In other words, the project closure phase has to include 
effective and efficient transitions towards those areas of an organisations where the 
project is due to be managed within the day-by-day business and operations, so after the 
project or product has been launched. 

There are limited studies done on the project closure phase and the competencies and 
structure needed for successful closeout (Havila, et al., 2013).  At the same time, 
regardless the success of a project, there is a need to record and preserve the knowledge 
of that particular project to transfer them to future projects which are often not done 
during the project life cycle and especially in the project closure phase (Thomas, 2011). 
The tool which can help this transfer of knowledge among different projects is named 
lessons learnt. In other words, literature does not present research particularly on project 
management approaches and closure of insurance-investment industry, therefore, this 
research gap on project closure method and competences in general (Havila, et al., 
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2013) and particular tools and methods needed for the insurance industry suggests the 
need for further research in this field.  

 

1.1.3 Agile Project Management 
 

A more innovative Project Management approach, which is known as Agile, started 
finding a large consensus from IT Project Managers practitioners in the late 2011. This 
alternative Project Management methodology was born as a consequence of the pre-
mentioned profound and drastic drift in the market and the exponential growth in the 
technology and innovation, which has been established as essential requirement of 
survival especially for IT organisations (Cetindamar, et al., 2016). Moreover, unlike the 
traditional project management with iron triangle for measuring project success and 
project lifecycle as the project management process, Agile offers more comprehensive 
and dynamic ways for managing projects. As a matter of fact, this creative approach 
comes from the acknowledgment that traditional approaches are often not capable to 
meet the competitive requirements of nowadays environment anymore. Needs for faster 
times of delivery, differentiations of products and services while meeting extremely 
high level of quality and increments in productivity with lower costs are undermining 
traditional and rigid thinkers, giving the way for dynamic and innovative approaches 
such as Agile (Project Management Institute, 2013, p. 1). 

A number of definitions and frameworks have been produced over the past years to 
describe this phenomenon, generating rooms for interpretation and subsequent possible 
misunderstandings (Leybourne, 2009). Therefore, the authors decide to introduce this 
concept based on its core idea of agility and the values and principles (see chapter 2, 
The Agile Manifesto) that shape its characteristics. 

Agility has been defined as “the ability to create and respond to change” (Highsmith & 
Cockburn, 2001). This statement well represents the hearth of this leading approach, 
which targets to take advantage from the complexity of the environment by embracing 
unavoidable changes. 

Furthermore, Agile aims to be a pertinent option for the growing need of enlarging and 
overcoming the criteria of project success and project management to a wider view 
rather than just time, cost and quality. Because being focused just on these three rigid 
criteria can be the cause of losing focus on the successful achievement of business 
results (Cobb, 2011, p. 11). That is the common ground where authors appear sustaining 
Agile Project Management as a relevant alternative approach (Leybourne, 2009).  

Enforced by the fact that nowadays globalised market has been experiencing high level 
of competitiveness, complexity and volatility, with exceptional regard to the IT 
industry, considerable effort has been invested on more innovative approaches. These 
several attempts finally found their common expression under the motivation of a group 
of practitioners from the software development field in the early 2001 (Leybourne, 
2009), when they conceived the Manifesto for Agile Software Development (Beck, et 
al., 2001). That work, originally thought to assist project managers in dealing with 
issues related to software development projects, contains principles and values which 
revolutionised their entire project management approach, being able to change 
organisation’s perspectives (Fernandez & Fernandez, 2008). In fact, Agile Project 
Management allowed pioneers to be the first who were able to embrace complexity and 
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its subsequent uncertainty instead of trying to find ways to avoid that (Weber, et al., 
2017).  

Perhaps, because of the attractiveness and success of the Agile implementations in the 
software and development industry, it has been recorded that a growing number of non-
IT project managers, who previously followed traditional methods, gradually changed to 
projects management based on the agile principles (Azanha, et al., 2017). It means that 
the Manifesto for Agile Software Development (Beck, et al., 2001) contains within its 
principles an actual potential for broadening horizons (Rasnacis & Berzisa, 2017) and 
elements that could help to overcome several challenges above highlighted during the 
Project Closure. Especially this latter aspect seems to be understudied by the literature 
even if the vast majority underlines the important of its implications (Raith, et al., 
2017). 

 

1.2 Research Question  
 

The research question is drawn from the literature review after identifying the research 
gap. The research question is as follows: 

How can a project-based organisation address the challenge of transition between 
project management to business-as-usual within the project closure phase, by 
combining Agile and Traditional Project Management approaches? 

The authors plan to gather literature review and interviews to construct and analyse one 
case study in insurance industry in order to provide the insights needed to answer these 
research questions. As the research progressed, the authors realised that further studies 
could be made in several areas related to this thesis topic which was beyond the time 
and resources available for the current research. These interesting factors are presented 
in the future studies part.  

 

1.3 Research Objectives 
 

The aim of this research is to undertake an empirical research in a project-based 
organisation to investigate when a project is ended and the operation starts and suggest a 
framework for smooth transition between these two by integrating agile and traditional 
project management techniques for project closure.  

From the research questions, the authors managed to develop the objectives of this 
research. The research will be able to contribute the following to the topic discussed: 

• Advising framework for successful project closeout for a project-based 
company; 

• Pointing out the challenges faced during the project closeout phase and 
proposing suggestions; and 

• Identifying how lessons learnt can be useful for the future projects. 

These objectives will be fulfilled as the research answers the main research questions 
mentioned in the previous sub-section.   



10 
 

1.4 Scope of the research 
 

The scope of the research is to combine the hybrid approach between agile and 
traditional project management to develop a framework for successfully closing projects 
in insurance industry by analysing one case study in the relevant field. 

 

                  
 

Figure 2: Scope of the research 

 

The figure above portrays the domain and the focus area of the research in question. The 
empirical research will be conducted in a project-based organisation where the data will 
be collected by analysing the previous literature in the research area. After carefully 
analysing the data, the authors will try to provide a view on project closure for a project-
based company practicing agile and traditional project management approach.  

  

  

Traditional	
Project	

Management

Project	
Closeout	
Phase

Agile	Project	
Management
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Chapter Two: Theoretical Framework 
 

By examining the literature related to Project Management, particularly Waterfall, Agile 
and Hybrid combinations of them, the second chapter of this study provides useful 
frameworks about two of the main Project Management approaches and an insight of 
their possible coexistence as well as the theoretical background on project closeout 
phase. This literature review is intended to examine the fundamentals behind the pre-
mentioned project methodologies and their translations into practice, predominantly as 
they relate to those projects characterised by a relevant level of technology. 

 

2.1 Agile Project Management 
 

Agile Project Management, in accordance with Project Management Institute (2013, 
p.14), was born as consequence of the need of finding an answer to the unstable 
conditions of the economy of the early ‘2000. It became even more pertinent to the 
increasing level of uncertainty that distinguishes nowadays markets. That is the reason 
why this work sees this innovative approach through the eyes of Highsmith and 
Cockburn (2001) when they identify agility as its fundamental dimension, regardless the 
myriads of alternative definitions that are in the literature about this topic. 

Agility has been defined as “the ability to create and respond to change” (Highsmith & 
Cockburn, 2001). Lead by the desire of a deep and clear understanding about the 
subject, the authors decide to introduce the concept of Agile Project Management 
approach by studying its actual roots. In this sense, the 4 values and the 12 principles of 
the Agile movement are presented recalling and explaining the original structure of the 
Agile Manifesto (Beck, et al., 2001). At a time later, Agile Framework and its 
applicability in practice are discussed. 

 

2.1.1 The Agile Manifesto 
 

As mentioned in the previous chapter, the agile movement finally found its formal 
expression under the work of a group of software developing practitioners in February 
2001. Back to those days, these IT experts conceived the Manifesto for Agile Software 
Development (Beck, et al., 2001). Regardless the direct references to the Software 
Development industry, the meaning behind its values and principles has been 
recognised by the literature as a high level of applicability even to industry other than IT 
(Conforto, et al., 2014; Measey & Radtac, 2015, p. 4).  

First, the Manifesto defines 4 key-values, which are hinged on likewise different layers. 

‘We are uncovering better ways of developing software by doing it and helping others to 
do it. Through this work we have come to value: 

Individuals and interactions over processes and tools 

Working software over comprehensive documentation 

Customer collaboration over contract negotiation 
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Responding to change over following a plan 

That is, while there is value in the items on the right, we value the items on the left 
more.’ 

(Beck, et al., 2001) 

 

Continuous improvement within the development life-cycle of projects and embracing 
changes and feedbacks, by a close collaboration between customers and project team 
are the pillars behind these values (Babar, et al., 2014, p. 11). Indeed, process and tools, 
comprehensive documentation, contract negotiation and up-front plans are important 
(Cobb, 2011, p. 39). However, the emphasis on individuals and interactions as well as 
working on the development, customer collaboration and responding to change is what 
agile cares about the most.  

These four core values are supported by 12 different principles, which function as 
guidelines for the many different frameworks based on the agile approach. Following on 
the table there are the 12 agile pillars and a description for each of the principles in 
question, which aims to be a sincere explanation of the framework utilised as 
comparison within the analysis of this thesis. Therefore, this and the following chapters 
will refer to the table to verify the means and inclination of the project management 
approach under study. 
 

No. Principle 
definition Description 

1 

Our highest 
priority is to 
satisfy the 
customer 
through early 
and continuous 
delivery of 
valuable 
software. 

This first principle highlights, in accordance with the second 
agile core value, the vital importance of aiming to attain 
customers’ satisfaction. Thus, first central objective for agile 
project teams is to deliver tested working software frequently, in 
some cases even hourly (Abrahamsson, et al., 2002). By doing 
this, a higher level of additional value for the customers as well 
as a deeper customer understanding about the product and their 
needs are more likely to be achieved (Measey & Radtac, 2015, p. 
6). 

2 

Welcome 
changing 
requirements, 
even late in 
development. 
Agile processes 
harness change 
for the 
customer's 
competitive 
advantage. 

In a radical opposition with a traditional view of Project 
Management, by which changes are seen as strictly causes of 
uncertainty and as the elements of inconvenience (Turner, 2014, 
p. 213), agile finds its strength in variations and adjustments 
(Chin, 2004, p. 7). In this regard, the agile approach must allow 
team members to be adaptive and embrace changes. Therefore, 
iterative deliveries and effective collaborations with customers 
are seen as the way of achieving a real competitive advantage 
(Cobb, 2011, p. 39). 
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3 

Deliver 
working 
software 
frequently, 
from a couple 
of weeks to a 
couple of 
months, with a 
preference to 
the shorter 
timescale. 

The ability to change directions during the life-cycle of projects 
based on customers’ feedbacks is a common ground for each 
agile application (Measey & Radtac, 2015, p. 7). Therefore, the 
high rhythm of deliveries is required to speed the effective 
evaluation and iteration-planning process (Cobb, 2011, p. 51). 

4 

Business 
people and 
developers 
must work 
together daily 
throughout the 
project. 

Distances between stakeholders and project teams must be 
removed in order to guarantee a successful and collaborative 
environment (Measey & Radtac, 2015, p. 7). Managing a project 
means to have a journey, which encourages working shoulder to 
shoulder, agile team members and main stakeholders, regardless 
differences in terms of technical or business working inclinations 
(Gemünden, 2016). 

5 

Build projects 
around 
motivated 
individuals. 
Give them the 
environment 
and support 
they need, and 
trust them to 
get the job 
done. 

Motivated team members positively influence the project 
performance. Moreover, motivation and trust are seen as strongly 
related to each other. As a matter of fact, people who feel trusted 
are more likely willing to be proactive and motivated to put 
effort in their work (Rasnacis & Berzisa, 2017). However, there 
is an actual risk for the organisation to lose control over the 
projects, if the level of autonomy given to team members is 
excessively high (Hoda & Murugesan, 2016). 

6 

The most 
efficient and 
effective 
method of 
conveying 
information to 
and within a 
development 
team is face-to-
face 
conversation. 

It is a common sense which sees face-to-face conversation as the 
most constructive way of communication. Indeed, it helps a fast 
and frequent feedback cycles (Measey & Radtac, 2015, p. 8). 
Subsequently, direct verbal communication as key vehicle of 
transferring information across all team members is shared 
among all the different agile methodologies (Cobb, 2011, p. 
215). 

7 

Working 
software is the 
primary 
measure of 
progress. 

In contrast with traditional the rigidness of the classical 
performance measurements (Andersen, 2016), agile considers 
delivering working software the dominant way of progress 
measurement. 
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8 

Agile processes 
promote 
sustainable 
development. 
The sponsors, 
developers, and 
users should be 
able to 
maintain a 
constant pace 
indefinitely. 

It is evident that this principle comes directly from the first agile 
value, where individuals and relationships are placed at the 
centre of the attention by agile approach (Cobb, 2011, p. 34). By 
promoting sustainable development and constant pace of work, it 
means that the work should be allocated based on fair potential 
individuals and team productivity within usual working hours 
(Measey & Radtac, 2015, p. 8). Therefore, if the working pace is 
overly fast, there is a serious risk to lose people commitment and 
motivation. 

9 

Continuous 
attention to 
technical 
excellence and 
good design 
enhances 
agility. 

One of the main reasons behind this principle is the need to avoid 
overwork, which could be very time and budget consuming. 
Indeed, a high level of attention for both technical excellence and 
good design is essential since the very first phases of the project. 
Otherwise, problems, not detected or generated for a lack of the 
above-mention factors, could occur during following phases of 
the project, when it would be particularly difficult to spot the 
causes and then to fix them (Measey & Radtac, 2015, p. 9). 

10 

Simplicity -- the 
art of 
maximizing the 
amount of work 
not done -- is 
essential. 

This principle finds its roots in one of the central values of Lean 
thinking and approach, by which minimising waste is seen as 
crucial factor in order to add efficiency to the supply chain and 
subsequently to the value perceived by the customers (Liker, 
2004). In details, agile teams should be characterised by a 
sharpen component of foresight. Namely, while the team’s effort 
is directed to the development, they should always keep a door 
open to possible future changes (Measey & Radtac, 2015, p. 9). 
In other words, they should develop in such a flexible and simple 
way that they will be able to easily adapt their work according to 
future requirements. 

11 

The best 
architectures, 
requirements, 
and designs 
emerge from 
self-organizing 
teams. 

Agile teams tend to be cross-functional in order to be able to 
cover most of the activities which the project could need to be 
done (Cobb, 2011, p. 212). It allows them to set independently 
the spirits goals and requirements. Furthermore, self-organised 
teams seem to be the most effective form of aggregation for 
project management teams in order to achieve high performance 
(Rasnacis & Berzisa, 2017). 

12 

At regular 
intervals, the 
team reflects on 
how to become 
more effective, 
then tunes and 
adjusts its 
behaviour 
accordingly. 

Agile is often naturally associated with the concept of continuous 
improvement (Fernandez & Fernandez, 2008). Looking at the 
details, the way through which organisations apply this concept 
is ‘retrospective’ (Measey & Radtac, 2015, p. 10). Thus, the 
iterative exercise of identifying and evaluating those areas or 
processes which are the ones that actually bring additional value 
to the project or the company and which needed to be improved 
is the intrinsic foresight of agile. 

 

Table 1:"Principles behind the Agile Manifesto" adapted from Beck, et al. (2001) and their explanation 
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2.1.2 Agile Project Management Framework 
 

Starting from the 12 agile principles, several frameworks have been developed and with 
them different versions of application have been customised to different project’s 
characteristics (Cobb, 2011, p. 101). Regardless to these thin differences, which details 
are not part of the scope of this work, a broad vision on agile project management 
approach is examined through the generic framework that has been approved by the 
PMI community. The basic flow of agile methodology is presented in Figure 3. 

 

 
Figure 3: Agile project management process adopted from the web 

 

Pillars of this methodology are flexibility and adaptability. At first sight very time-
consuming, agile approach involves iterations, which allow projects to be managed with 
continuous improvement attentions (Fontana, et al., 2015). Each iteration cycle, or 
spirit, goes through the steps of gathering requirements, planning, designing, 
developing, testing and releasing, and monitoring and controlling (Lindstrom & Jeffries, 
2004). In other words, one of the most peculiar characteristic of agile is its intrinsic 
nature of embracing changes through spirits and short feedback loops (Measey & 
Radtac, 2015, p. 17).  

In contrast to the waterfall approach, agile does not attempt to gather a significant 
portion of the project’s requirements upfront prior to the beginning of the planning 
phase. Having tracked and monitored the releases of mid goals, the project team is able 
to gather feedbacks and requirements from the main stakeholders in order to plan and 
address new intermediate goals and short releases until the final product meets the 
specifications of the customers (Cobb, 2011, p. 138; Lindstrom & Jeffries, 2004). 
Therefore, the agile method suggests that within iteration or every step achieved, 
changes are well understood and interpreted deeply (Raith, et al., 2017). 
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2.1.3 Agile Project Management in Practice 
 

As mentioned above, Agile approach recognises that scope changes are inevitable, due 
to the many unknowns and client's unpredictability, and thus acknowledges the 
uncertainty and complexity as intrinsic peculiarities of today’s projects (Serrador & 
Pinto, 2015; Melo, et al., 2013). Therefore, focusing and integrating the main 
stakeholders into the project life-cycle as a proactive part of the iterative process, it 
insures the outcome to be aligned and in harmony with the number of changes projects 
will face (Conforto & Amaral, 2016). However, this effective synergy between project 
and stakeholders would not be possible without a high level of latitude for the project 
team within the organisational environment. Indeed, agile methodology requires a 
significant level of autonomy of members in self-organising teams (Hoda & Murugesan, 
2016). The literature around the topic highlights both benefits and drawbacks of having 
self-organising teams and how they can be better focused on particular projects. 
Nonetheless, from a Project Management point of view, increased motivation, staff 
satisfaction, better control of requirements and especially higher quality of the delivered 
systems seem to be enough to overcome its disadvantages by generating added value to 
the organisation (Azanha, et al., 2017).  

Additionally, several studies have demonstrated that the Agile approach is effective also 
in terms of time saving, being able to reduce the overall development time in many IT 
projects (Azanha, et al., 2017). Hence, Agile fast responsiveness could undermine the 
traditional project management supremacy in terms of general project management 
approach since the latter’s delay has been pointed as one of the main causes of project 
failure (Serrador & Pinto, 2015). 

Furthermore, sharing these common principles as beliefs, Agile has given the way for a 
number of different variations such as Scrum, which is one of the most common ones, 
XP (Extreme Programming), Crystal, etc. (Azanha, et al., 2017; Cobb, 2011, p. 122). 
Somehow, the Agile Manifesto with its values and principles became a philosophy and 
point of reference for translating in action the above-mentioned ‘different flavours’ 
which compose the large panorama of the agile methodologies. Looking at the details, 
every agile flavour is characterised by a slightly dissimilar application and 
implementation of the shared values and principles. However, they all spotlight 
communication, collaboration and the need of iteration as only effective way for 
embracing changes under the always aimed continuous improvement (Malik, 2013).  

Finally, agile methodology supports the idea that releasing features, or part of the 
product, is more important than producing a meticulous documentation of the entire 
process, which can be seen as infertile and time-consuming tasks (Northern, et al., 
2010). Therefore, the underlying principle is informal communication, rather than 
formal meetings, documentation, and service level agreements. 

 

2.2 Waterfall Approach 
 

While discussing project management methods, waterfall approach is one of the famous 
traditional IT project management methods worth mentioning. Waterfall was the first 
methodology which was created for software development in IT projects (Waterfall 
Model, 2012). Davis (2012) mentioned in his book while explaining waterfall approach, 
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“The nickname ‘Waterfall’ came from its resemblance to cascading levels of water 
pouring over the stair-stepping rock outcroppings on a mountainside.” In the traditional 
waterfall approach, the project flows from one step to another and after finishing one 
stage, it moves to the next. The following figure (Figure 4) shows the waterfall process: 

 

 

 
 

Figure 4: Waterfall approach adopted from Davis (2012) 

 

All the requirements are collected during the first phase called requirement gathering 
phase from the customers (Thomas & Fernandez, 2008). These specifications create an 
outline which is used as a guideline for the next phase to design (Morris, 2004). The 
design phase creates the details of the design of the systems solution and the design 
specification document is used to in the software coding phase (Benington, 1983). In the 
implementation phase, the developers use the design document to create the software 
and in the verification phase, the produced software is tested (Benington, 1983). The 
last phase is maintenance which can take a long time since there was not any 
opportunity to change the specification during the development phase of the software, 
customer might request for changes after it has been used by the customers (James, 
2008). On top of that, the cost increases for the system development when the change 
requests are implemented on a newer version (Haughey, 2009).  

In the waterfall process, the initiation and requirements collection happens at the first 
stage and after that the whole process flows like a waterfall and it is not possible to go 
back to the previous phase. The customers get to see the final products only when they 
are delivered to them. This is called a sequential approach because one phase must start 
after the previous phase has ended (Davis, 2012). Even if a project uses agile methods, 
there might be some traditional methods in place as well since the program and portfolio 
management techniques are used to select projects and allocating funds (Davis, 2012). 
To get the project authorised, planning the vision and drafting the project charter, 
waterfall or traditional project management processes are required as well (Davis, 
2012).  

Requirements

Design

Implementation

Verification

Maintenance
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2.3 Waterfall vs. Agile 
 

The following table suggests which companies should practice agile and waterfall 
approach based on their project characteristics adopted from Davis (2012): 

 

Characteristics Waterfall Agile 

Defining 
requirements 

The manager can prepare 
highly defined and set 
requirements 

Since the project is complex, 
fluctuating and innovative; it is hard 
to define all the requirements in 
advance 

Project Team 

The team has new and less-
experienced members who are 
already struggling to adjust to 
the organisation and it is hard 
for them to learn something 
innovative immediately 

Members of the team are willing to 
learn new processes and are flexible 

Risk 
Low risk of change of the 
project  The risk is very high for the project 

Change 

The corporate culture is very 
rigid and the management 
team and co-workers are 
resistant to change which 
makes it difficult to change the 
way things are done 

There is a high possibility of change 
from team members, market, 
internal and external stakeholders 

Regulations 
High compliance regulations 
or government oversight 
involved in the project  

The culture of the PMO is cross-
functional and dedicated team 
structure 

Project 
management 
approach 

The project and company are 
doing just fine by using 
traditional approach 

Management and the company are 
open to agile 

 

Table 2: Waterfall vs. Agile adapted from Davis (2012) 

 

The projects which follow waterfall methods do not involve customers or business 
owners in the development phase rather just create the final product based on their 
requirements. In addition, after the completion of one phase, it is not possible to go back 
to the previous phase and make changes which might generate problems later on as 
what may seem doable on the project definition might be hard to code correctly (Harris, 
2006). 
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2.4 Hybrid forms of Project Management 
 

Despite the fact that Agile and Waterfall have been considered as ‘competing bipolar 
choices’ (Batra, et al., 2010, p. 380), this paper takes several studies and researches 
which detect their possible coexistence within the same Project Management approach 
(Binder, et al., 2014).  

Unanimously, literature sees both complexity and uncertainty as ones of the main 
factors which characterise this environmental drift (Hrebiniak, 2006; Fontana, et al., 
2015; Sohi, et al., 2016). Moreover, it is evident that the impetus towards the 
dismantling of rigid prescriptive planning-based project management models and the 
need for more flexible modes of managing projects has become more acute among 
organisations (Leybourne, 2009; Drury-Grogan, et al., 2017). In other words, what 
literature considers as traditional project management approach (PMI, 2013) seems to 
be no longer the most effective and wider way of meeting the volatile customer’s 
demand (Fontana, et al., 2015). Furthermore, organisations which has not been able to 
get rid of the rigidness of the classical performance measurements yet, being bounded 
by old-fashion frameworks such as the iron triangle, must find a balance between 
internal and external requirements (Andersen, 2016). Apparently, in accordance with a 
large portion of the literature on the topic, agile methodology seems to be the 
organisation’s panacea (Serrador & Pinto, 2015). In fact, many aspects and factors have 
to be taken into consideration, feeding the reader’s critical eye with more precise views 
and relevant examples (Fernandez & Fernandez, 2008). By all means, agile 
methodology and its principles have shown their capability to improve team 
productivity (Kahkonen, 2004) and to stimulate members’ creativity within the project 
iterative cycle by focusing on short-term results while allowing for the inherent 
uncertainties of future tasks and deliverables (Binder, et al., 2014). However, the lack of 
scrupulous documentation usually required for training and support as well as for useful 
comparisons in portfolio strategies, its suitability for small teams and the self-organising 
nature of its project teams, are areas that may encounter tough barriers and corporate 
oppositions (Batra, et al., 2010; Kahkonen, 2004). 

What strongly a multitude of authors, who address a possible adaptability and extension 
to the approach in question to a broader segment of users, recommends is that each 
company would need to define its own methodology or adapt some of the existing ones 
(Cobb, 2011; Conforto, et al., 2014; Conforto & Amaral, 2016; Weber, et al., 2017). 
Therefore, the purpose of these researches is to evaluate the possibilities of adapting IT 
project development methodology according to the industry of reference, company 
specifications, organisation’s employee characteristics and their mutual relations 
(Measey & Radtac, 2015). Complementarily, Rasnacis and Berzisa (2017) noticed that 
there has been a proliferation of agile adaptation, counting over 20 different 
methodologies. Aiming to provide a method for choosing and adapting the right Agile 
methodology, their work concludes that the decision has to take into account the project 
specifications, the company and its employees which is seen as key element, since it is 
one of aspects that can seriously impact success of the methodology implementation 
(Rasnacis & Berzisa, 2015). 

To sum up, some evidences suggest that a traditional project management approach 
cannot keep the pace with the globally shared complexity any longer (Weber, et al., 
2017). At the same time, constraints in the application of Agile as Project Management 
methodology are not insignificant at all (Sohi, et al., 2016).  Moreover, adaptations of a 
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simplified agile project management are found capable to add value and take advantage 
from the uncertain and mutable scenario where nowadays companies are competing 
(Sohi, et al., 2016).  

In this regard, bringing to the edge the elevated potential adaptability of the agile 
principles, hybrid solutions are not just theoretically possible, but they could really take 
advantage form the predictability and solidity of traditional management and at the 
same time from the flexibility and adaptability of Agile (Fernandez & Fernandez, 2008; 
Rasnacis & Berzisa, 2017). In other words, hybrid forms of Project Management as 
mutual integration between Waterfall and Agile have been demonstrated being more 
effective than each of the components on a stand-alone basis (Binder, et al., 2014). 

Interestingly, registering and analysing best practices and attitudes of Project 
Management teams from 19 companies of different industries, this other paper presents 
evidences that confirm the applicability and possible benefits of Agile to a broader 
range of industries (Conforto, et al., 2014). Practices, which characterise and distinguish 
Agile Project Management methods from traditional ones, are detected in the sample 
even if no one of the individuals declared using the agile management approach.  

It means that there are companies in different sectors than the IT industry which are 
already applying hybrid approaches, taking advantage from both traditional and agile 
methodologies and practices unconsciously. Hence, this natural trend shows that a 
partial (or total) integration of Agile Project Management methodology could be seen as 
an actual and spontaneous answer to the market’s complexity. However, a 
customisation on the specific peculiarities of the different industries is needed in order 
to implement Agile successfully (Conforto, et al., 2014). A clear example in action of 
that is the empirical analysis of a hybrid management framework combining agile 
project management and stage-gate model implemented in a technology-driven project 
(Conforto & Amaral, 2016). The results indicate positive impact on the project and 
product development performance and suggest that combining these two approaches to 
balance organisation’ stability with needed flexibility is a potential solution for 
managing innovation projects in high technology-based companies (Conforto & 
Amaral, 2016). 

 
Figure 5: Agile roadmap with hardening release adopted from Davis (2012) 
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For most of the IT companies, at the end of the release phase of the product, there is an 
activity called hardening release which is a wrap up period for training the personnel, 
end users and successful handover (Davis, 2012). With the hardening release combined 
with the agile methods the process looks like the process in Figure 5.  

The process illustrated above combines the waterfall method with the agile approach 
where the IT follows the agile approach but some of the activities require the traditional 
approach of project management.  

 

2.5 Project Closure 
 

This section will present the previous literature on project closure. Project Management 
textbooks view on the tasks in project closure is mainly administrative in nature (Havila, 
et al., 2013). This happens because, as mentioned in the first chapter, project closure is 
often paid less attention of all the phases in project lifecycle (Havila, et al., 2013). In 
this section of the paper, by gathering previous literature on project closure in different 
industries, authors tried to develop a theoretical framework to find out the research gap 
in the mentioned area and key aspects of it.  

Project closure requires certain managerial competences to tie all the loose ends and end 
the project in due manner. The managerial skills and capabilities needed at the time of 
project closeout may be considerably different to the skills and competences required 
during project implementation (Havila, et al., 2013). Project closing competence is 
comprised of two components: the organisational capacity and commitment to support 
operational managers contributing to the closeout and the quality and capability of the 
employees (Havila, et al., 2013). Thus, managers need to develop special project-ending 
competences. Among those competences, the prominent ones are negotiation skills 
(Havila, et al., 2013), motivating team members (Sarfraz, 2009), rearrangement of 
resources (Havila, et al., 2013), strategic thinking by the managers (Lock, 2003), 
stakeholder and knowledge management (Sarfraz, 2009), expected project success 
(Royer, 2003) and adapting to the organisational change faster (Havila, et al., 2013).  

Keeping proper record during all the phases of project lifecycle comes handy at the last 
phase when the project comes to an end. Documentation also helps the future similar 
projects by providing knowledge. To support these claims, the authors found previous 
literature which emphasises that information should be shared with all concerned during 
or at completion of each task before moving onto the next phase (Sarfraz, 2009). Both 
individuals as well as an organisation can be benefitted from storing and re-using earlier 
knowledge (Havila, et al., 2013). Cheeseman & Phillips (2001) stressed the necessity 
for proper project closure in such a way that the lessons learnt and the developments 
made by companies during the project can be sustained after the project has been 
concluded and passed on to future projects. 

While pointing out the need for post-project evaluation, Sandru (2013) explains that it is 
not just an evaluation of the sustainability of the benefits that the project conveys but 
aims for the time followed by phase-out. This assessment measures project’s successes 
on its agreed plan which may merely include time, cost and quality principles (Fahri, et 
al., 2007). Post project evaluation phase needs enough time depending on the product 
and services produced by the project (Archibald, et al., 2012). To conduct post-project 
assessment, management support is crucial and in many cases a project has no 
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obligation to conduct post-project appraisal (Ahsan & Gunawan, 2010). Often project 
managers view these evaluations as a mere formality (Al-Yaseen, et al., 2010) and some 
existing policies and procedures can limit the ways that information from post-project 
reviews is to be relayed back to decision makers (Kumar, 1990). To accelerate the 
project performance, it is crucial to consider factors leading to the achievement of 
desired benefits, unexpected outcomes or effects and the impact of the project which 
can be assessed by conducting a post-project evaluation (Fahri, et al., 2007).  

According to Sarfraz (2009), to manage a successful project closure, it is crucial to 
consider stakeholder and knowledge management. Sarfraz (2009) also emphasised that 
project closure communication should be conveyed to all stakeholders before any 
project closure action is started. Project closing process can have substantial effects on 
the issues of substantial completion, liquidated damages, breach of contract and 
obligations to pay the contractor (Thomas, 2011).   

Another interesting issue to consider is that project closeout goes beyond closing the 
project. It is because a successful project closure depends on post-closure 
communication with all stakeholders, regularly updating them on execution of 
remaining processes, allocating resources supporting the closeout and most importantly, 
by prompting positive psychological behaviour of team members (Sarfraz, 2009). 
Communication to the stakeholders is vital for both before and after the project closure. 
There is a need to understand stakeholder connectedness and to take immediate actions 
against the stakeholders after the closure decision (Havila, et al., 2013). Shareholders 
are entitled to get regular updates about the project closure to monitor the project and to 
ensure its correct course towards critical milestones and goals. Communication gaps 
should be removed within stakeholders to initiate and further continue with effective 
and successful closure activities (Sarfraz, 2009). 

As previously mentioned team members are the internal stakeholders of the project and 
their proper behaviour during and at closure of a project is vital for its success. The 
excitement of a new project contains vigour to get it started while at the end of a project 
that energy is condensed (Havila, et al., 2013). At the closeout phase, members have 
great changes in their common behaviour and psychology which impacts the project 
(Sarfraz, 2009). It is important to review the project and document the lessons learnt 
before disbanding the project team (Sarfraz, 2009). According to (Kerzner & Kerner, 
2013), there are many executives in the organisation who are not very welcoming to 
accept change and are not flexible to adapt to a new environment.   

Similar to the importance of understanding team behaviour and communication 
techniques before and at closure; creation of a closure schedule is necessary (Sarfraz, 
2009). Managers often do not consider closure vital for a project rather they are focused 
on the execution. Closure itself is a project and needs proper planning and scheduling to 
be successfully carried out (Bennett, 2003). When projects are closed later or earlier 
than planned, there is necessarily some re-negotiation of the timeline, a rearrangement 
of resources and a redefinition of the project goals (Havila, et al., 2013). If the 
organisation has a closeout plan and schedule with responsibilities distributed among 
the team members, the closeout phase will not be unorganised. Closure should be done 
in a well-defined time frame, the activities should be documented and cost evaluated 
with respect to allocated resources (Sarfraz, 2009). On a similar note, delayed projects 
result in lack of interest in closeout activities, delay in project closure communication, 
major alterations in implementation deter the contractual closure activities within 
stakeholders. Project owners should be cautious about how they close out a project and 
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also need to exercise caution regarding actions taken to promote the timely completion 
(Thomas, 2011).  

Fahri et al. (2007) established that not much has been researched on how the long-term 
impacts and outcomes are measured for project success. Conventionally, project success 
is measured after the project closeout phase when all the deliverables are handed over 
(Fahri, et al., 2007). Project success has been going beyond its traditional iron triangle- 
time, cost and quality of the project and stretched to containing client satisfaction, 
realisation of the strategic objectives of the client organisations, satisfaction of end users 
and the satisfaction of other stakeholders (Ika, 2009). However, many of these criteria 
can only be measured after the project has been delivered (Fahri, et al., 2007). The 
impact of the project depends on how deliverables are used after the project is 
completed which may take some time to realise. Managers need to make sure from the 
very beginning that a project’s control procedures and criteria for evaluation feasibility 
at each stage of development are truly working and they are clearly defined, rigorous 
and actually met (Royer, 2003).  

Intimidated by the changes in technology and innovation, researchers realised that 
traditional view on project management should change from the classic ‘iron triangle’ 
framework to a more strategic approach which supports that the goal of a project is to 
generate competitive advantages for the company and to deliver value to the 
stakeholders (Artto, et al., 2008; Shenhar, et al., 2001). Havila, et al. (2013) pointed out 
the importance of having proper resources for during and after project closure phase. 
This was seen as an important competence to add to the literature which is the ability to 
handle future consequence before closure (Havila, et al., 2013). Companies try to keep 
their resources limited because they do not wish to exceed project costs. As the 
company reaches near completion of a project, most of these resources are assigned to 
some newly acquired project (Sarfraz, 2009).  

As mentioned earlier in the introduction of this paper, only limited amount of studies 
has been done in project closure, since there is sort of a ‘built-in termination 
mechanism’ in place in each project (Lundin & Soderholm, 1995). On top of that, this 
research was inspired from the literature of Havila and Medlin (2012) where the 
researchers mentioned, “However, there is a need to study ending-competence in other 
types of business closure situations and industries to further develop the conceptual 
model” (Havila & Medlin, 2012). By analysing the literature, it is safe to say that there 
is a gap and further research is needed to come up with a framework for project closeout 
phase considering stakeholders involvement, preserving lessons learnt for future 
projects.  
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Chapter Three: Research Methodology 
 

This chapter will present the philosophical standing point of the authors for this 
particular research. There will also be an explanation of research approach and 
methodology followed throughout the thesis which will be useful to understand the 
empirical methodology in the next chapter as well. 

 

3.1 Research Philosophy 
 

Research philosophy relates to the development and nature of the knowledge (Saunders, 
et al., 2012). This research is developing knowledge in a very understudied but 
important phase of project life cycle. While formulating the philosophical stance and 
designing the research, it is recognised that philosophical disagreements might arrive 
between other scholars as business and management researchers do not agree about one 
best philosophy (Tsoukas & Knudsen , 2003).  The authors of this paper try to explain 
their research philosophy in the following sections.  

 

3.1.1 Ontology: 
 

The ontological assumptions in this research shape the way the research was seen and 
studied on project closure phase of projects because ontology is the assumptions about 
the nature of reality (Saunders, et al., 2012). The research object is the project closure 
phase constraints and transition between projects to operation. Traditionally, project 
closure phase is one of the most overlooked aspects of project and this research will 
investigate what constraints it has and how those can be avoided and develop a 
framework for a successful project closure. For this reason, the research will take a 
subjectivist ontological approach since it proclaims that social reality is made from the 
perceptions of social actors and their consequent actions (Saunders, et al., 2012). The 
research also assumes that reality is constructed by social interactions between the 
actors which partially create shared meanings and realities (Burrell & Morgan, 1979), 
which is why this research will try to understand the human aspects of the reality. Since 
people perceive the level of integration between the agile and waterfall approach of the 
project management differently, the interpretations will be different from each other’s. 
Unlike the objectivist approach, this research is interested in different opinions and 
narratives to comprehend the variation in the social realities of different social actors 
(Saunders, et al., 2012).  We would acknowledge, reflect and question our own values 
to incorporate within the research (Cunliffe, 2003) as we interact with the social actors 
in the chosen area. In this research, the interviewees interact with the project 
environment and seek to make sense of the project phases through their own 
interpretations of the events and their actions are viewed as being meaningful in the 
context of these socially constructed interpretations and meanings (Saunders, et al., 
2012).  
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3.1.2 Epistemology: 
 

Ontology might initially seem abstract however; relevance to epistemology is obvious 
(Saunders, et al., 2012). Epistemology is the assumptions about what establishes 
acceptable knowledge and how we communicate that knowledge to others (Burrell & 
Morgan, 1979).  Since epistemology varies vastly, it gives a greater choice of methods; 
however, it is crucial to understand the implications of these assumptions in terms of the 
preferred method and limitations of subsequent research findings (Saunders, et al., 
2012). Epistemology has at one extreme positivist approach which has the tendency to 
formulate a generalised idea of the phenomenon studied (Hudson & Ozanne, 1988) and 
on the other extreme, interpretivist approach considers subjective meaning and reasons 
to explain social phenomenon (Saunders, et al., 2012).  

The epistemological assumption depicts the findings from this research will not be 
generalised to all kinds of projects rather it will give a guideline to close projects 
successfully to the selected industry since the method used in the research is semi-
structured interview taken from some authoritative individuals. As it will be better 
explained, by adopting semi-structured interview as method for collecting data gives the 
authors the possibility to explore significant replies and information by asking further 
questions in response (Roulston, deMarrais, & Lewis, 2003). This assumption shapes 
the research to have an interpretivist point of view.  

 

3.1.3 Axiology: 
 

Within the research process, axiology sets the role of values and ethics which includes 
how researchers deal with both their own values and those of their research participants 
(Saunders, et al., 2012). Researchers contribute to the creation of meaning to the 
research and these contributions should be taken into account while analysis because the 
research is value-bounded (Carson, et al., 2001). This study will be based on interviews 
because personal interactions with the respondents are valued here (Saunders, et al., 
2012). The authors understand that their previous experience and their knowledge about 
the topic might influence the analysis of the research and draw conclusion. To help the 
readers understand better about these unavoidable influences, a self-reflection of the 
authors has been prepared.  

The authors are from project management background, one specialising in management 
engineering and another in business; therefore, they studied and practiced project 
management tools and techniques. Both of them agreed that they found the project 
closure phase and the transition between project and operations under- researched and 
showed interest to investigate the underlying cause of negligence in this field and 
develop a framework where both agile and waterfall techniques can be combined to 
manage a successful project closure. Additional to the completely different professional 
background, the authors are from two different parts of the world- Bangladesh and Italy, 
which they take as an advantage for their research as it is going to present the diversity 
in the research. The way of looking at a problem and approaching to a solution is quite 
different for both of the authors because of their diverse professional and cultural 
background but the common interest towards the research was the catalyst to undertake 
the study.   
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One of the authors previously had an assignment in the company mentioned in the case 
study in this research, which might provide a different attitude towards the data 
interpretation; however, the author tried best to avoid any bias towards the research and 
contributed to it as a third party. The respondents are mostly from Italy, so any 
information shared in Italian language have been translated by the Italian author and 
careful consideration was given towards any data loss during the translation. 

 

3.2 Research Orientation 
 

The research orientation section of this study is going to guide the research in terms of 
collecting data, analysis and research methods. This is to link the existing philosophical 
stances described earlier to the whole research setting. The research question is 
formulated by analysing the previous literature review and what needs to be studied 
further which provides a foundation for what has already been studied and also the 
unexplored area (Creswell, 2012). Additional to that, researcher’s philosophical stances, 
assumptions, skills and values have also been taken into consideration in this research 
(Ghauri & Gronhaug, 2010). 

 

3.2.1 Research Approach: 
 

Deduction and induction are the two kinds of research approaches (Saunders, et al., 
2012) and these two are used to link research to theory (Bryman, 2016). According to 
(Saunders, et al., 2012), deduction is an inference where the if the premises are true, the 
conclusion must also be true, on the other hand, induction inference refers to generate 
untested conclusions by using known premises. Deduction is used to develop theory to 
test them through a series of propositions which is very popular among the natural 
sciences as it explains causal relationship between concepts and variables (Saunders, et 
al., 2012). 

In this research, an inductive approach has been taken into considerations because the 
research subject is open to interpretation by others and cannot be generalised. The 
authors planned to collect data and then develop a framework which is another reason 
for taking the inductive approach. The authors focused their attention towards 
constantly reviewing the previous literature done in the field and trying to find the 
connection between waterfall and agile project management. According to the literature 
review, this particular area of project management seemed to be lacking theoretical 
contributions which motivated the authors to create empirical observations in this field 
to contribute new theory. This approach to the research is similar to the induction 
approach as described by Ghauri & Gronhaug (2010), where inductive research initiates 
from problem identification in real life or previous research and using empirical 
information to build new theory.  
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3.2.2 Research Purpose: 
 

According to Robson (1993), the purpose of the research can be changed over time. 
There are three research purposes- exploratory, descriptive and explanatory (Saunders, 
et al., 2012). Exploratory studies are taken to seek what is happening (Robson, 1993). It 
is used for the unstructured problems and to clarify understanding of a problem 
(Saunders, et al., 2012). Descriptive research is undertaken for the structured problems 
(Ghauri & Gronhaug, 2010) and used to explore and explain the theories by offering 
further data on about the research area.  Explanatory researches are done to explain the 
causal relationship between variables (Saunders, et al., 2012).  

This research adopted an exploratory approach because it is conducted to formulate a 
problem for more clear investigation and it is adaptable to change in direction of the 
study (Saunders, et al., 2012). The authors have been identified an initial idea and they 
are devoted to explore the problem more through previous literature review which 
created the groundwork for future studies. Two of the three principle ways explained by 
Saunders, et al. (2012) are taken into account for this research- searching for literature 
and conducting interviews.  

 

3.3 Research Design: 
 

Research design sets a plan to answer the research question by containing clear 
objectives which derives from the research question and mention the sources of 
information and the constraints as well as the ethical issues (Saunders, et al., 2012). This 
section will describe the research strategies and methods taken to collect data and 
analyse them as well as the ethical aspects which influenced the authors’ work and 
research quality.  

 

3.3.1 Research Strategy: 
 

Based on the research question, the authors decided the research strategy, data 
collection and analysis techniques (Saunders, et al., 2012). The strategies which are 
used for inductive/exploratory researches are ethnography, grounded theory and case 
studies.  

Ethnography is one of the inductive approaches which originated from the field of 
anthropology (Saunders, et al., 2012). This research will not follow this strategy as it is 
very time consuming and the researchers have to immerse themselves deeply in the 
study over a long period of time (Saunders, et al., 2012). Grounded theory is a research 
method used to either factor searching or factor relating that pertain to the research 
problem at hand (Stern, 1980). It means that the information collected is grounded and 
from these data the theories are developed. There are several field research done and 
then by carefully investigate the data the theories and hypotheses are generated 
(Cahoon, 1987). Grounded theory is seen as an ethno method because it is focused on 
obtaining people´s perception (Cahoon, 1987) and it is a qualitative research because 
the researchers try to discover the problem by collecting observations, interviews, 
documents and participant´s experiences (Schatzman & Strauss, 1973). The authors of 
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this research do not intent this research to be a theory building research, therefore, 
grounded theory strategy will not be followed here.  

As described by Robson (2002), case studies are strategies for research which provides 
real life context by undertaking empirical investigation of multiple sources of evidence. 
Since this research wishes to capture a rich picture of the project closure shift from 
project life cycle to the operation process (Morris & Wood, 1991), one case study has 
been chosen here. As mentioned before, this is an exploratory research for which case 
studies are suitable and the data collection will be done by conducting interviews to 
answer the research question. A single case study will be discussed throughout this 
paper in order to represent a critical situation in the project life cycle as well as 
capturing the opportunity to observe this understudied phenomenon (Saunders, et al., 
2012).  

 

3.3.2 Research Method 
 

Research strategies are needed to setup a plan for answering the research question using 
two different research methods- quantitative and qualitative research (Saunders, et al., 
2012). Quantitative research is a goal oriented process which follows standardise steps 
to objectify the results (Kromrey, 2006). It is interested in causalities and tries to 
exclude other circumstances as far as possible, on the other hand, qualitative research 
does not necessarily begin from a theoretical framework and there is no hypothesis at 
the beginning of the research (Flick, 2015). The data analysis for the quantitative 
research method is mostly statistical and for the qualitative research the data analysis is 
open to interpretation by the researchers.  

Rather than relying entirely on the researcher´s frame of reference, theories and 
knowledge, it is important to get information from other people as the interpretations 
and explanations about problems come from the people involved in those (Cahoon, 
1987). This is one of the reasons leading this research to be a qualitative research. The 
authors aim for the research analysis to be detailed and the participants have the 
freedom to decide what is relevant for them and can present in the contexts (Flick, 
2015), qualitative research fits better for this study.  

 

3.3.3 Research Quality 
 

Keeping the ethical concerns in mind, the authors seek to answer the research question 
as correctly as possible. According to Saunders, et al. (2012), to avoid getting the wrong 
answer, it is crucial to pay attention to research reliability and validity. Reliability states 
to the degree to which the research data is collected and analysed which produce 
constant results (Saunders, et al., 2012). Reliability is needed to produce transparent 
data and differentiate between the interviewee´s statement and researcher´s 
interpretation (Flick, 2007). For ensuring the reliability, the authors took measures by 
documenting the interview guidelines and transcribing them (Gibbs, 2007). Since most 
of the interviewees are native Italian speakers, if any statements need to be translated, 
the author who speaks Italian will be able to assist and preserve the actual meaning at 
the best of his ability. Validity of the research depends on whether the findings of the 
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research are what actually derived from the investigation or not (Saunders, et al., 2012). 
This criterion was satisfied by providing in depth theoretical background of the topic 
and discussions based on the interpretation by the authors. Furthermore, the empirical 
data were linked with the categories from the literature (Huberman & Miles, 1994) in 
the analysis and discussion sections of this research to ensure proper validation of the 
outcome. On the contrary, Bryman and Bell (2011), argued that for the qualitative 
research although these two criteria are relevant, there should be some adjustments 
which was proposed by Guba & Lincoln (1994) as trustworthiness and authenticity as 
criteria. According to Morse et al. (2002), trustworthiness can be assessed by credibility, 
transferability, dependability and confirmability. 

Credibility states the extent to which the interpretations of the researchers are reliable 
(Fisher, et al., 2007). To fulfil this criterion, the authors evaluated and selected the 
appropriate research design and methods and the data collected from interviews are 
taken from a different range of employees of the chosen organisation to capture a 
realistic view on the researched topic. Generalisability or transferability criterion is 
concerned about to what extent the research findings can be generalised into other 
similar situations (Saunders, et al., 2012). The authors of this research were limited to 
analyse only one company in this particular industry due to time and budget limitations, 
therefore, the findings generated from this research can only be transferred to similar 
companies in the related industry based on the theoretical framework. Agreeing with 
Saunders et al. (2012), the authors will try to explain the situations and surroundings of 
this particular research setting and are going to suggest follow-up studies based on 
conclusions drawn from this research since the findings cannot be generalised broadly. 
The consistency of the research with the methods and techniques selected considering 
whether the same outcomes could be reached by taking different methods is assessed by 
the dependability criterion. Since this is a qualitative and interpretivist research, the 
authors understand that it is unrealistic to expect that other researchers would come to 
the same conclusion as this research. Lastly, confirmability criterion is used to assesses 
how the researchers are aware of the unacknowledged biases in the research findings 
and how the research is justified by its readers (Shenton, 2004). The authors of this 
research tried their best of knowledge to avoid the unwanted bias to the data 
interpretation, however since the research approach considered here as subjective, 
proper transparency was shown in the empirical analysis backed by the theoretical 
framework developed to guide the research. 

Authenticity was shown in this research by being transparent in presenting the empirical 
findings and presentation of the discussion in order to avoid any involuntary 
opportunisms or conveniences related to the case study under examination (Tracy, 
2010). The authors displayed their sincerity about the challenges faced during the 
empirical research and tried to point out the limitations and the strong aspects of the 
research as the best of their capabilities. 

 

3.3.4 Ethical Concerns 
 

While the authors try to preserve the research quality, they also acknowledge the ethical 
considerations of this research. Ethical concerns arise from the methods chosen by the 
researchers to obtain valid and reliable data to investigate problems (Frankfort- 
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Nachmias & Nachmias, 1996). This study is presented considering all the relevant 
ethical concerns which might ascend during the empirical research. 

Researchers face an ethical dilemma between two rights- the right to conduct a research 
to acquire knowledge and the right of research participants to privacy and dignity 
(Frankfort- Nachmias & Nachmias, 1996). If the researchers undertake a research which 
interferes with the participant’s privacy, the researchers might face limitations to their 
studies. For this research, the authors did not face such ethical dilemma as the 
participants were given full freedom to share their opinion to the extent they seem fit for 
the investigation. The data collected were performed with the participants’ informed 
consent as it is important to acknowledge their self-determination and privacy 
(Frankfort- Nachmias & Nachmias, 1996). 

Anonymity has been maintained in this research by separating the identity of the 
participants from the information provided (Frankfort- Nachmias & Nachmias, 1996). 
The names of the interviewees are being replaced with codes and any identifying data 
such as, name and gender, shared during the data collection process have been 
separated. The authors also comply with the strict moral and professional obligations 
not to reveal any information provided during the interview sessions which are in 
violation of confidentiality. 

In terms of the societal concerns, this research is going to provide a platform for the 
respondents to speak about their views regarding the topic anonymously and 
comfortably without any judgements. The study is going to show openness when carried 
out in collaboration with an organisation (USBE, 2017). The authors understand and are 
going to declare to the respondents that the data collected through the empirical study 
will only be used for the thesis purposes (USBE, 2017). This will build a trust between 
the interviewers and interviewees and will not harm them in any possible way. While 
analysing data provided by the respondents, the authors will not only focus on the actual 
data, but also try to comprehend the reason behind the statements, interpret their 
emotions in best possible way. After successfully completing the thesis, the findings and 
discussions might be useful for the company and individuals to better understand the 
research question which is related to the problems they are facing; which in terms might 
increase their understanding of this issue better. 

Any information taken mentioned in this research taken from previous literature and not 
owned by the authors, have been citied with proper references to avoid plagiarism 
which is a serious breach of ethical standards  (Neuman, 2000). The thesis manual of 
Umea School of Business and Economics (USBE) has provided a tremendous guideline 
with a set of ethical principles which were followed throughout the research (USBE, 
2017). 
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Chapter Four: Empirical Method 
 

Although literature has not unanimously agreed on a single and broad-shared analytic 
procedure for quality data analysis yet, several frameworks and guidelines have been 
developed (Bryman & Bell, 2015, p. 579). Tracy (2010) identifies the ambition to 
improve the quality of qualitative researches aiming to its excellence as common 
purpose for this proliferation of concepts and studies. 

“Are these findings sufficiently authentic . . . that I [and research participants] may 
trust myself in acting on their implications? More to the point, would I feel sufficiently 
secure about these findings to construct social policy or legislation based on them?” 
(Guba & Lincoln, 2005, p. 205). 

The empirical method adopted for this study has been driven by the will to answer to the 
two questions above-reported, which, in other words, is perfectly coherent with what 
Winter (2000) means by validity, reliability, generalizability, and objectivity as 
successful pillars of excellent research. Deepening the stages that characterise this 
qualitative work, the methodology follows the framework of the 'Eight "Big-Tent" 
criteria for excellent qualitative research' promoted by Tracy (2010). Furthermore, it 
aims to be a valid universal framework for achieving excellence within a qualitative 
research project. The following table religiously reports the details of the framework in 
question and tracks how each key marker of quality has been addressed and achieved 
within this thesis (Table 3).  
 

Criteria for 
quality 
(end goal) 

Various means, practices, 
and methods through which 
to achieve 

How it has been achieved 

Worthy 
topic 

The topic of the research is 
• Relevant 
• Timely 
• Significant 
• Interesting 

As we mentioned in the introduction it is 
an interesting fact that this is an 
understudied topic. 
From a managerial point of view the 
topic has been evaluated as Relevant, 
Significant and Interesting for the 
present business environment. 

Rich rigor 

The study uses sufficient, 
abundant, appropriate, and 
complex 
• Theoretical constructs 
• Data and time in the field 
• Sample(s) 
• Context(s) 
• Data collection and analysis 
processes 

Solid and robust theoretical frameworks 
have been used along the entire work in 
order to contribute to the Project Closure 
literature. 
Although this thesis is mainly focused 
just on a particular company, the number 
of interviews and the heterogeneity of 
the sample gave a valid insight for both 
of the company and the industry where 
the organisation is working. 
An accurate and comprehensive 
explanation of how data has been 
gathered and then analysed is provided 
in the next sections of this chapter. 
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Sincerity 

The study is characterised 
by 
• Self-reflexivity about 
subjective values, biases, and 
inclinations of the 
researcher(s) 
• Transparency about the 
methods and challenges 

The general interview guidelines have 
been explained as introduction for each 
interview. Transparency, feedbacks and 
permissions have been required. 

Credibility 

The research is marked by 
• Thick description, concrete 
detail, explication of tacit 
(non-textual) knowledge, and 
showing rather 
than telling 
• Triangulation or 
crystallization 
• Multivocality 
• Member reflections 

By all means, the utilised sourced are 
authoritative. Different perspectives and 
points of views are taken into account for 
a better understanding of the topic. 
Furthermore, direct quotes from a variety 
of respondents are used to highlight 
personal perceptions on the case. 

Resonance 

The research influences, 
affects, or moves particular 
readers or a variety of 
audiences through 
• Aesthetic, evocative 
representation 
• Naturalistic generalizations 
• Transferable findings 

There has been a truly attempt to present 
this work as beautiful and evocative, by 
utilising allegories, tables and direct 
quotations. 
Even if only one company is taken into 
account, the findings can be usefully 
transferred to other organisations and 
context where the synergy between 
Project Management and business-as-
usual is at the centre of the business in a 
similar way to the one of the company 
under examination. 

Significant 
contribution 

The research provides a 
significant contribution 
• Conceptually/theoretically 
• Practically 
• Morally 
• Methodologically 
• Heuristically 

The two main contributions the authors 
aim to bring within this heuristically 
work are theoretical and managerial. 
Social, moral and ethical aspects are 
related to several areas and stakeholders, 
e.g. the problem of overwork and 
redundancy of tasks, errors and resources 
is addressed in relation to the subsequent 
frustration and demotivation for the 
stakeholders. 

Ethical 

The research considers 
• Procedural ethics (such as 
human subjects) 
• Situational and culturally 
specific ethics 
• Relational ethics 
• Exiting ethics (leaving the 
scene and sharing the 
research) 

An interview disclosure has been 
provided to each respondent. After 
obtaining the permissions to record the 
interviews, the authors granted 
professionalism and ethics while 
managing the materials as well as the 
analysis and possible implications. 
Lastly, special attention in keeping the 
information as accurate as possible was 
paid. 
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Meaningful 
coherence 

The study 
• Achieves what it purports to 
be about 
• Uses methods and 
procedures that fit its stated 
goals 
• Meaningfully interconnects 
literature, research 
questions/foci, findings, and 
interpretations with each 
other 

Extreme attention has been paid to 
ensure consistence and coherence 
starting from the research question over 
the entire work, especially between the 
different sections such as methodology, 
frameworks, data collection and analysis 
and conclusions. 

 

Table 3: The 'Eight "Big-Tent" criteria for excellent qualitative research' and how they have been achieved adopted 
from Tracy (2010) 

 

To be more succinct, the empirical method is found completely aligned with the 
research philosophy, the methodological approach and the strategy of this thesis. The 
previously defined interpretivist philosophy, which sees a qualitative strategy to explore 
new theoretical and managerial aspects within an inductive approach, finds the 
translation of the empirical method of data collection and analysis in the next sections of 
this chapter. 

 

4.1 Case Study Description 
 

The authors have taken a qualitative research approach for this study to obtain an 
intensive understanding of the project closure management which can be addressed by 
investigating challenges and highlighting effective practices through an empirical case 
study of Intesa Sanpaolo Life.  

As regards to the previous-exposed table (Table 1), an exploratory case study approach 
(Harrison, 2002) seems to fit with the purpose of attaining different perspectives on the 
topic. First, a description of the case study is presented together with the particular lens 
on Project Closures. Secondly, the methods of Data Collection and Analysis are 
explained in detail. 

The case study presented refers to Intesa Sanpaolo Life dac. The Irish company is, 
within Intesa Sanpaolo Vita (Italian parent company of Life’s), a part of Intesa Sanpaolo 
Group, which is Italy’s premier capitalisation banking group. The business of the 
company in question offers insurance-related investment products to Italian and 
international markets. Moreover, a vibrant financial environment such as Dublin enables 
organisations to grasp market opportunities early on and to convert them into innovative 
and effective solutions. The way the company finds for translating these opportunities 
into a real competitive advantage is by managing projects together with the successful 
business-as-usual.  

Interestingly, the CEO of the company admitted to the researchers that when he first 
started working (around 30 years ago), Project Management was not part of the 
Insurance and Investment sector as organisational culture. 
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“I remember”, he/she said, “That the first project I saw it was after 4 years 
I started working in this industry. […] It even had to be switched off for 
three months because no one of us was capable of carrying out something 
like that.” 

Today, this industry has a completely different shape and so this company. In net 
contrast with the pre-mentioned recent past, projects have become an essential strategic 
weapon that companies in this sector must utilise in order to be able to compete in the 
market. In this direction, Intesa Sanpaolo Life through the words of its CEO affirms: 

“Nowadays, projects are one of the most important dimensions of our 
organisation. Companies have to perform projects in order to survive. Even 
a successful institution like ours would disappear in a couple of days if it is 
not able carry out projects.” 

The way through which the company perceives and translates the dynamics and the 
complexity of the opportunities coming from the market are increasing attention to its 
project organisational attitude. Intesa Sanpaolo Life identifies three main types of 
projects among the panorama of those it manages. 

Business Opportunity projects are considered by the company as the most relevant 
ones from a strategic point of view. Part of this type of projects, there are launch of new 
products and open new distribution channels, and many others. With an average of 3.5 
projects of this nature delivered per year, the company aims to ensure its competitive 
advantage as well as safeguard enough revenue and profits, to be able to finance the rest 
of the projects in its pipeline. 

Again, the words of the CEO give a transparent perspective about the topic: 

“Without carrying out Business Opportunity projects, the company would 
change its status, moving from being profitable to not be so anymore. As a 
matter of fact, if we want to survive we have to make a business. It’s a 
matter of sustainability. Without business, we cannot sustain ourselves for 
the future.” 

The environment is characterised by opportunities as well as by constraints. Banking 
systems and investment companies are strongly regulated. Those regulations, referring 
to Intesa Sanpaolo Life’s case, come from both European authorities and local 
authorities. As the top-management of this company confirmed during the background 
level of the interviews, it means that more than 50% projects carried out by institution 
like insurance, investment, banking system are coming from the authority. That is the 
explanation of the second type of projects, identified as Regulatory projects. These are 
an on-going basis, being regulations constantly updated by the pre-mentioned 
authorities. Most of the projects of this kind require revising all the internal processes in 
order to be sure that the company is still in compliance with the roles. Finally, there are 
Efficiency projects. Efficiency is an essential component for the success of the 
company. It has a direct impact on how the organisation can provide services and 
products, being able to guarantee the required quality towards customers and to the 
shareholders of the company.  
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As the Head of Finance, Product Development & Investment Office of the company 
perfectly synthetises, the insurance and investment industry has been experiencing deep 
changing over the recent years, which – most of the times – see time-pressures as an 
unavoidable factor to deal with in a daily base. 

“It seems to me that nowadays the world, where we are living [and 
working] in, is forcing us to go even faster than what it would be capable 
of”.  

Additionally, an important organisational change at the structure level of the 
organisation has been highlighted for its strategic impact and relevance. At the centre of 
this project revolution there is the Project Management Office. Historically, the Project 
Management Office was part of the Operations’ department. Among the several 
implications of that, two relevant aspects should be taken into account in order to deeper 
understand the drift that the company has experienced over the past years. Around 90% 
of the projects that the company ran were linked to the ICT or Operations; therefore, it 
seemed to be the most effective location for the special Office in charge of managing 
projects. At that time, project prioritisation was defined by the Operations 
autonomously. On one hand, this fact brought entropy in the company which seemed to 
be unable to assign priorities for the betterment of the company. Instead, the company 
carried out projects mostly related to the Operations, not considering projects coming 
from other departments as important as they could have been. The CEO gave his/her 
insight, by affirming: 

“That past configuration brought confusion together with a lack of 
transparency. It was not easy for me to understand if the projects carried 
out were in line with the expectations and how many resources there were 
involved.” 

On the other hand, the people who worked on projects were the same people involved in 
the business-as-usual. Therefore, in accordance with what declared by a Project 
Manager of the company, handovers seemed to happen naturally and without particular 
issues. 

One year ago, the situation changed. As consequence of a strategic decision the CEO 
reorganised the internal structure of the company. Triggered – as he/she stated – by the 
need to have a more direct view and control on the projects carried out in the company, 
he/she moved the Project Management Office from the Operations to create a new staff 
function. As immediate consequence of this decision, this Office was given a higher 
relevance and freedom comparing to the past.  

“I now have a possibility, being the Chief Executive Officer, to address the 
projects in accordance to the actual view and the strategy of the company.” 

Furthermore, the CEO redesigned the purpose of the Office. This is not only for 
managing all the projects the company has, but it is now focused just on those projects 
that the company classifies as important ones. Certainly, Business Opportunity projects 
are part of them since the rising complexity of both projects and market needs high level 
of attention. 

Complexity and innovation are two of the main dimensions which characterise Business 
Opportunity projects. Hence, reporting what the Business Analyst of the company 
states: 
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“[…] IT is the core part of any of our Business Opportunity projects.” 

For this reason, it is fundamental to declare that for strategic and organisational reasons 
the IT, in charge of software development of Business Opportunity projects, is 
outsourced. Reporting here the words of the Head of Organizational Development & 
PM Office:  

“We have an IT outsourced by our parent company. Since they are 
outsourced, we cannot directly manage them. […] However, we constantly 
monitor their progress by being in constant contact with who manages the 
developers and can directly measure their advancements.” 

In other words, the fact that the people who develop software, which represent such a 
relevant element of Business Opportunity projects, are not an integrated part of the 
company prevent the researchers from gathering information and perceptions directly 
from them. However, authoritative considerations, assumptions and judgment are taken 
into account and explained during the following chapter. 

The chosen organisation and its outstanding performance (Intesa Sanpaolo Life dac., 
2017), coming from its way of managing the business and from the capability of being 
foresight to a larger extent, shows several factors that we consider interesting for the 
purpose of this work. By focusing on the pre-introduced Business Opportunity projects, 
the researchers will analyse this case study, providing then a discussion on findings and 
conclusions. 

The case study approach allows a better understanding of the holistic view and the 
meanings behind the insurance company’s management together with the shapes of 
real-life events. In other words, it perfectly fits with the ambition to understand multi-
faced social and managerial phenomena, which is the aim of this work (Yin, 1984). 
Coherently, semi-structured interview has been selected as method for collecting data 
for its essential heuristic and exploratory characteristic (Oppenheim, 1992, p. 67).  

 

4.2 Data Collection Method 
 

With the purpose of investigating the phenomena of such a successful company dealing 
with complex Project Closures, the need for exploring different perceptions of actors 
directly involved in the management of projects has considered as crucial.  

Therefore, interview seems to be the most suitable method to serve the purpose of this 
research. However, different types of interviews exist because of their shared nature of a 
wide applicability. Their formality allows them to be classified into three macro groups: 
structured, semi-structured and unstructured (Saunders, et al., 2009, p. 320). 

By structured interview is meant that method through which a research interview sees 
each of the respondents answering the same exact questions, which are provided by 
interviewers servilely following a formal interview schedule (Bryman & Bell, 2015, p. 
729). In other words, the aim of reproducing the exact context of questions for all the 
interviewees is that the replies can be easily aggregated since all of them are in response 
to the same cues. That has been the reason for the researchers to first consider this 
approach over the others, whereas it implies very specific information, which can vary 
just in a fixed and limited range of answers. Consequently, there would have not been a 
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room for respondent’s personal perceptions and no possibility to explore new points of 
view raised during the interview other than the ones already included in the interview 
schedule (Bryman & Bell, 2015, p. 211). Therefore, this methodology has been 
discarded since it might not lead the research to an authentic exploratory insight of the 
studied organisation. Subsequently, exploratory interview seems to be the most suitable 
method for the purpose of this work. It is its flexible nature that makes interview such 
an attractive methodology for gathering information (Bryman & Bell, 2015, p. 497). 

On the opposite, unstructured interview has only a list of topics or issues to be covered 
during the data collection (Bryman & Bell, 2015, p. 214). Typically characterised by an 
informal style, it gives the way for both of the parties to be extremely flexible, with the 
risk of not relevant information shared and therefore a lack of focus on specific research 
questions (Saunders, et al., 2009, p. 321). Because of that, also this second alternative 
has been rejected. 

Having evaluated the above alternatives, semi-structured and non-standard interview 
(Saunders, et al., 2012) has been selected as method for Data Collection. This 
methodology, which is totally aligned with exploratory aims on qualitative data 
(Saunders, et al., 2009, p. 321), reveals its usefulness when identifying interrelations 
between factors, while providing multiple insights (Robson, 2002, p. 59). It means for 
this study, exploring potential relations between Traditional Project Management and 
Agile Project Management within knowledge and communication management during 
the Project Closure phase. 

One of the most interesting factors to be taken into account is the fact that this particular 
qualitative research method rapidly generates a vast range of information. Therefore, 
planning, coordination and focus must lead the researchers through the data collection 
and analysis processes. Otherwise, the researchers could get lost while dealing with the 
richness of data and information clustered (Bryman & Bell, 2015, p. 579). 

A detailed insight of the application of this methodology is provided through the 
following section of the chapter. 

 

4.2.1 Interview Guideline 
 

Adopting semi-structured interview as method for collecting data gives the authors the 
possibility to explore significant replies and information by asking further questions in 
response (Roulston, et al., 2003). Besides, a structured list of questions, which are the 
result of the interview guidelines, facilitates both of the researchers and the interviewees 
to not go out of topic during the conversations (Saunders, et al., 2009, p. 375).  

The flexibility of changing and being adaptive question after question and the safety to 
be focused on relevant key information by relying on ahead prepared enquiries, are two 
of the characteristics that make this method one of the most popular ones when 
gathering data for qualitative purposes (Bryman & Bell, 2015, p. 479). Developing ideas 
and deepening research questions is the focus of this type of interview rather than 
compiling facts and measurements. Therefore, the aim of this method is essential 
heuristic (Oppenheim, 1992, p. 67). In other words, its main objective is to deeply 
understand how individuals think and feel about the topic in question and this has been 
the trigger for developing the interview guideline of this work. 
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As Oppenheim (1992, p. 70) identifies as extraordinarily important, the interview 
guideline has been developed having constantly in mind the purpose of this research, the 
research question behind it and the theoretical frameworks highlighted in Chapter 2 of 
this thesis. 

The direct experience of one of the authors with the organisation has revealed an 
additional value for drawing the first steps of possible key elements, which were 
interesting to be explored. Having a plausible snapshot of the company and a credible 
insight of its project management approach, reviewing the theory has been essential to 
better understand the objectives of the questions. The continuous cross-matching 
between managerial and theoretical contributions helped to have a broad view of the 
topic. Meanwhile, it allowed the researchers to identify the main aspects which were 
relevant to be covered. By doing that, a more specific research question has been 
defined until the final one, upon which the Master List of questions has been finalised. 
Each question has been designed as open-ended question in order to let the respondents 
highlights whatever aspect related to the question he/she wants to emphasise, without 
being biased by a directive approach (Oppenheim, 1992, p. 74). 

Finally, in order to maximise the effectiveness of the work, the authors decided to tailor 
the interviews based on role of competences and exposures of the interviewed to the 
different aspects of interest. In this regard, three different categories have been 
identified as it can be seen in the attached document (Appendix 1: Interviews guidelines 
with Intesa Sanpaolo Life).  

 

4.2.2 Conducting the Interview and Proceedings 
 

As for the interview proceedings, seven relevant members of Intesa Sanpaolo Life have 
been interviewed for this study. The list of interviewees, identified by their roles, the 
relevance for the purpose of this thesis and the lengths of the interviews is available in 
the following Table (Table 4). Although it is easier to grasp, it is neither an exhaustive 
list of all the stakeholders involved within the management of projects nor within the 
daily management of the company business.  

First, the respondents’ selection has been chiefly leaded by two criteria. First criterion 
that has been taken into consideration is a direct exposure of the person to the 
management of those projects which are called business opportunity projects by the 
company. The second one is the strategic relevance of her work on the business-as-usual 
of the organisation once these projects are launched. 

Then, more careful considerations have been made upon this selection. An additional 
step-by-step process of engagement has been conducted over the data collection phase 
of this work in order to enlarge the sample. As soon as the authors conducted the first 
pilot and general background interviews, they perceived the need to gather perspectives 
also from more heterogeneous points of view. Hence, individuals working closely to the 
actual development of the IT project’ sphere have been added to the list. 
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Role Relevance for the purpose of this thesis Date of 
interview 

Findings Code 
(Duration) 

CEO 

Unique overall understanding about the 
business and the strategy of the company 
which is aligned with the Intesa Sanpaolo 
Group’s strategy. This role represents the 
point of collection and report for what 
concerns to the company as well as projects  

16th 
December 
2017 

Respondent 1 
( 0:35 hours) 

Head of 
Organizational 
Development & 
PM Office 

Responsible of the Project Management of 
the company, this Respondent is the key 
player within the interactions of the 
different stakeholders of the organisation. 

7th 
December 
2017 

Respondent 2 
(1:15 hours) 

Project Manager 

His/her deep knowledge about operations 
and its regulatory constraints make him/her 
a central player when managing project, 
especially Business Opportunities ones.  

4th 
December 
2017 

Respondent 3 
(0:45 hours) 

Business Analyst 

Characterised by strong expertise on both 
IT and Project Management, this is a 
transversal role, which combines technical 
and managerial competence in support of 
the Project Management Team for Business 
Opportunities projects.  

4th 
December 
2017 

Respondent 4 
(1:15 hours) 

Head of ICT & 
Operation (COO) 

Double relevance for the purpose of the 
thesis. First, being part of the top 
management of the company gives this role 
an important vision of overall business. 
Second, he/she has a direct responsibility to 
what concern to the business-as-usual in 
terms of operations.  

6th 
December 
2017 

Respondent 5 
(1:20 hours) 

Head of Finance, 
Product 
Development & 
Investment Office 

In charge of the three areas of Finance, 
Product Development and Investment and 
part of the board of directors of this 
company, his/her point of view brings 
additional value for the purpose of this 
paper together with a precious overall on 
the business and the company. 

11th 
December 
2017 

Respondent 6 
(1:15 hours) 

Head of Portfolio 
Administration 

Direct report of the COO, he/she is the 
direct and first level of user for what 
concern to Business Opportunity projects. 
His/her deep understanding of the business-
as-usual makes this role crucial for 
successful outcome of those projects. 

13th 
December 
2017 

Respondent 7 
(1:10 hours) 

 

Table 4: Interviewees List 

 

Generally, face-to-face interview is the preferable approach for qualitative research 
purposes (Saunders, et al., 2009, p. 349). That is because visual signals and non-verbal 
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communication are hugely important in encouraging interviewees to elaborate or clarify 
what they have said (Shuy, 2003, p. 181). 

“Thus, there is an implication that a lack of visual cues can impact upon the 
quality of the data generated” (Irvine, et al., 2012). 

Moreover, non-verbal nods and facial expressions can contribute to the creation of a 
‘continued attention and interest in communication’ (Miller, 1995, p. 36), which 
represents a key factor for the outcome of an interview (Irvine, et al., 2012). For these 
reasons, face-to-face interview has been identified as the most effective way to gather 
information. However, since the organisation and the respondents are located in Dublin 
and both of the researchers were currently based in Sweden, an electronic one-to-one 
interview could perfectly meet the purpose of this research (Saunders, et al., 2009, p. 
349).  

It is important to mention here the current relationships between one of the two authors 
of this work and all of the interviewees, due to his recently past working experience. 
This pre-existing mutual esteem contributed at the creation of a positive environment 
and a proactive approach from both of the involved parties. Furthermore, the 
interviewers’ effective communication skills permitted a natural interaction in each 
interview, while following the interview guidelines (Irvine, et al., 2012). Whether the 
interview is carried out via telephone or video-electronic based, respondent’s 
confidence and support considerably reduced the risk of anxiety and lack of freedom in 
sharing relevant information (Dicker & Gilbert, 1988, p. 68). Additionally, as 
Oppenheim (1992, p.70) suggests to keep in mind during the interviews, the 
effectiveness of the way of gathering information has been allowed also by the 
interviewers’ high ethical standards. Hence, their acceptant and non-judgmental attitude 
and willingness to listen to the audience have encouraged interviewees towards deeper 
insights. 

In accordance with what stated by Saunders (2003), the researchers arranged interviews 
with the above identified individuals establishing the amount of time needed for each 
interview beforehand. Being aware of how much valuable time is for business people of 
that calibre, forecast based on pilot interviews suggested a length of about 1 hour as 
average. This prediction has revealed accurate and even enough in order to ensure 
sufficient time for further clarifications and follow-up questions. In other words, the 
planned ahead duration allowed us to utilise abundant time as buffer to deepen 
interesting aspects or to get further clarification about some particular themes. 

Having started by a brief introduction of the interviewers, followed by a presentation of 
the purpose of the research and the meeting, the interviews carried on with the reading 
of the disclosure and confidentiality statement, together with asking the permission to 
record the performance. As it can be seen, the statement is based on ethical principles of 
managing potential confidential data (Oppenheim, 1992, p. 76). 

“[…] you have the freedom to disclose any information of your choice and 
your identity will never be used anywhere in the research.” 

(Appendix 1: Interviews guidelines with Intesa Sanpaolo Life) 

In order to mitigate the risk of biased interpretations of the responses and subsequent 
tendentious analysis, each record has been reviewed and analysed by both of the 
researchers, who together agreed on every stage. 
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4.3 Empirical Data Analysis 
 

This work has been characterised by iterative and frequent replay process between data 
collection and analysis. In other words, gathering data has proceeded together with, and 
shaped on, the analysis of them along the way, making it difficult to be able to divide 
the two pre-mentioned processes as subsequent steps (Bryman & Bell, 2015, p. 581). 
Thus, implications and intuitions stage by stage of the analysis laid out the definitions of 
the research objectives behind the interviews and their consequent focus. 

Since the research follows a qualitative approach, a thematic analysis seems fit for this 
kind of data analysis. Thematic analysis is considered as the most common and effective 
general strategy for approaching a qualitative data analysis (Bryman & Bell, 2015, p. 
579). Coherently, the manner through which the interview guidelines have been defined 
gives the way for the analysis to start by identifying themes. 

Thematic analysis is utilised as general strategy in this study which is a framework 
developed by the National Centre for Social Research in UK. Its initiation has been 
developed on the ‘matrix based method for ordering and synthesizing data’ (Ritchie, et 
al., 2003, p. 219). The primary idea behind this framework is to categorise the data into 
central themes and subthemes in order to easily visualise and represent the findings in a 
matrix. 

Regardless of the time and effort needed to organise the materials, the matrix could 
reveal an effective tool for a better synthesis of the data gathered. At the same time, 
meticulous attention is required to mitigate the risk of not taking into account that 
information which at first sight would not seem to have particular relevance. Hence, 
following the suggestions of Bryman & Bell (2015, p.595) about what to be borne in 
mind in preparation and during the analysis seems to be more than pertinent. All the 
data are going to be read and studied iteratively. Marginal notes about significant 
remarks and observations will follow through the study in order to identify as many 
themes as possible. As mentioned above, it is essential to be able to take particular 
information into account and so to interpret and theorise accordingly to the data 
(Bryman & Bell, 2015, p. 595). Subsequently, transcripts of the interviews are 
organised into fragments or quotes and then allocated inside of the matrix as regards to 
the theme of relevance. Particularly, as suggested by Bryman and Bell (2015, p. 599), 
quotes and fragments are going to be kept as short as possible in order to maximise the 
potential efficiency of the contents. 

Having categorised all the information gathered, the researchers recognise within the 
next chapter the need to narrow down the themes in order to take advantage of a more 
focused classification and set of data to better address the purpose of this work. 
Consistently, the index of the analysis follows iterative steps in order to be perfected 
and more effective in addressing the research question of this paper.  

To conclude, as it is previously said, this analytical process follows several iterations, 
which can be identified as a general ‘Analytic induction’ (Bryman & Bell, 2015, p. 581), 
in order to narrow down the investigation and better specify a more comprehensive 
research question. 

As it can be seen in Figure 6, what at the beginning was a rough definition of a research 
question then became more specific, coherent and consistent after having been tested 
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against the total amount of data collected and organised into the pre-mentioned matrix. 
That is, the question was revised and improved following the research endeavour. 

  

 
Figure 6: The process of analytic induction (Bryman & Bell, 2015, p. 582) 
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Chapter Five: Analysis and Findings 
 

It is relevant to declare that a complete review of the transcripts, audiotapes and notes 
has been done by both of the researchers together in order to ensure coherency in the 
flow of the analysis. At the same time, agreeing on each of its steps has been revealed as 
essential to not lose the focus on the research question as well as the purpose behind this 
work (Roulston, et al., 2003). 

Indeed, the analysis of the data has been carried out in accordance with its empirical 
conceptualisation (Chapter Four, Empirical Data Analysis). Coherently, its main two 
steps are presented in the following sections. Finally, findings are presented in the last 
section of this chapter. 

 

5.1 Data Analysis: First step 
 

This first part of the analysis has to be intended as the initial approach to the data 
collected. In this section, a first framework of themes will be presented. Through this 
first approach and categorisation of the data the authors highlight the need for 
narrowing down the analysis towards its second step in order to better address the 
research question. 

Taking into consideration and trying to categorise every single fragment of the data 
collected are the two main principles which leaded the authors from the very first step 
of this analysis. As result of this approach, the Table “First Classification of the data 
gathered” (Appendix 2) presents the first comprehensive classification of the data 
gathered through the seven interviews. The structure of the table shows 51 main themes 
with the subsequent 155 sub-themes together with the Respondent number of reference. 
For understandable reasons the authors decided to not present the fragments of reference 
within this Table. 

The researchers tried to mitigate the risks of losing the flow of what interviewees say 
during the analysis, by extensive exercises of iterative going back and forward from the 
original transcripts to the fragments. This classification process has been carried out by 
both of the authors both individually and together. After that, patterns and analogies 
among the different Respondents have been taken into account to achieve a synthesis of 
the themes and so a more effective classification. The Table 4 shows the final main 
themes classification of this first step of the analysis as an attempt in the pre-mention 
direction. 

 

  



44 
 

Theme 
ID Main Theme Theme 

ID Main Theme 

1 Activities Prioritisation 15 Lessons learnt 
2 Agile 16 Meetings 
3 Change requests 17 Politics 
4 Changes during Closure 18 Progress Development 
5 Changing requirement 19 Project Closure Activities 
6 Closure Reports 20 Project Closure Challenges 
7 Commitment 21 Project Complexity 
8 Communication tools 22 Project Prioritisation 
9 Documentation 23 Project's characteristics 
10 Efficiency 24 Relevance 
11 Handover 25 Risks Prioritisation 

12 Hybrid Project Management 
approach 26 Software release 

13 IT management 27 Stakeholders Management 

14 Knowledge transfer 28 Waterfall 
 

Table 5: Main themes First step of analysis 

 

Two main aspects are apparent looking at this categorisation. First, the number of the 
main themes presented above seems to still represent a constraint for an effective 
analysis. As a matter of fact, there are 28 different main themes while the subsequent 
subthemes are over 90. 

Second, interdependencies between themes and subthemes are evident, as well as the 
challenge for the authors to organise in a hierarchic way concepts that from the 
transcripts and fragments of some Respondents are main themes while for others are 
subthemes. 

As anticipated in the prompt of this section, the above exposed categorisation still 
presents the data in a dispersive way. The reason of that is double. First, overlaps, in 
accordance to the meaning of the concepts behind the themes, are identified. Hence, a 
more accurate classification should be recommended (Saunders, et al., 2009, p. 439). 
Second, some of the themes identified during the process of analysis have been 
considered as misleading and irrelevant to the specific purpose of this research. For the 
above reasons, the authors decided to perfect the analysis through a second phase, here 
called second step. 

 

5.2 Data Analysis: Second step 
  

Having pointed the weaknesses of the first categorisation out in relation to a lack of 
focus on the research question of this work, this second step of the analysis will be 
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explained. As a matter of fact, the richness of the information collected could give the 
way for addressing several possible research questions – that will be clarified within the 
last chapter of this work –. Therefore, the authors identify the necessity to narrow down 
the analysis, restructuring the themes in a more focused way for the specific purpose of 
this thesis.  

This final step of classification has been composed by the authors’ re-elaboration of the 
number of different themes identified in the previous step. Four main themes have been 
recognised as pillars upon which the Analysis will be shaped (Table 6). Consistently, 
the index of the analysis sees now three different Project Management approaches and 
the concepts related to Project Closure as main groups for the data.  

The first of main theme is Agile. Several elements emerge from the interviews, 
suggesting strong links between the company’s way of managing projects and this 
sophisticate and innovative project management approach. Particularly, implicit and 
explicit bearings to the 4 values and the 12 principles of Agile Project Management 
(Beck, et al., 2001) will be examined. 

The second one is Waterfall. It includes practice, perceptions and concept related to a 
traditional way of managing projects. 

Third main theme is Hybrid approach and it consists of those aspects which are neither 
classifiable under just Agile nor Waterfall. Although, Agile and Waterfall are seen as 
‘competing bipolar choices’ (Batra, et al., 2010, p. 380), many elements suggest the 
researchers to investigate this actual coexistence of those two apparently opposite 
schools (Binder, et al., 2014). 

Finally, a broader theme has been created in order to embrace challenges, activities and 
aspects directly related to the Project Closure. 
 

AGILE WATERFALL HYBRID PROJECT 
CLOSURE 

Perceptions related 
to Changes 

Scope definition and 
Planning Product Release Definition 

Change 
Organisational and 
Managerial Culture 

Attention 

Prioritisation Project Teams Handover 

Outsourced IT 
department internal 

management 

Regulation of the 
company Stakeholder 

Management 

Resources 

Planned 
improvements Lessons learnt Challenges 

 

Table 6: Four main themes for the Analysis 
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5.2.1 Project Closure 
 

After identifying the relevant themes for this research, the authors find it imperial to 
expand the findings from the interviews related to project closure challenges the 
company is facing. For making sense of the data collected from the interview, it is 
useful to divide the main theme into sub-themes which will be discussed in this section 
of the chapter. 

In the beginning of this paper, the authors mentioned how they view project closure. 
However, during the research, it is found that the concept varies to some extent from 
respondent to respondent. While talking about project closure, Respondent 1 explained 
it is hard to say for them when the project is closed but his/her perception is that the 
project should not last more than 6 to 12 months. In his/her own words, “After a year, it 
is not a project, it is a mess”. The reason for viewing project closeout like this might be 
the influence of following strict deadlines. Respondent 7 also emphasised that the 
company has a strict policy about meeting the deadline. His/her explanation on the 
reason for having a rigid deadline was, “We can never postpone the date of the Go-live 
for Business Opportunity projects since there is a very high level of managerial 
attention. That means that we have to deal with time constraints that are very 
challenging.” According to Respondent 5, it is absolutely mandatory for them to 
follow the deadline of the release of the product of a project and they usually cannot 
postpone the release because it is dependent on various factors and actors. If there are 
unfinished activities in the project which is not very urgent at that point, the company 
after careful consideration launches the product and if need be opens the same project as 
‘Phase 2’ and make the necessary adjustments. In his/her words, this process is ‘very 
useful in order to be able to accomplish very strict deadlines’. Therefore, in his/her 
point of view, project closeout should be done before the deadline and includes 
completion of all the important activities. On the contrary, Respondent 2 describes 
project closeout as, “A project is closed when the responsibility of the Project 
Management is over for each of the tasks.” He/she acknowledges that a project is closed 
when all the tasks are exhausted including a proper handover to the business owners.  

 

Attention: 

Regardless of the definitions of project closure, all the respondents agreed that project 
closure needs attention for their company. Respondent 5 agrees that project closure 
needs high level of attention because they have strict deadline and to achieve this 
product release deadline, they need to close the project as efficiently as possible. 
Respondent 2 pointed out that project closure attention is needed by stating, “When you 
close the project you have to know that the project manager shouldn't be any more on 
the project.” At the project closure phase, all the project related activities are closed and 
handed over to the business owner who is the actual users of the product so it is crucial 
that they know how to use the product since the project managers will not be in charge 
of the project anymore. If the business owners or the users do not have sufficient 
knowledge of the product and the project, there might be difficulties in the execution 
phase and the people involved in the project lifecycle will need to be called upon. 
Moreover, he/she stressed that in the past when they did not plan proper project closure, 
it was costly at the end during handover as well as some employees related to the 
project were unavailable because they were engaged in some other activities which 
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made the closure delayed. From their individual statements about project closure, it is 
found that the management as well as the employees feel the same that project closure 
needs high level of attention from the beginning of the project and the strategies should 
be included in the planning phase. 

While agreeing to the fact that project closure needs attention, Respondent 3 states, “If 
the handover of the activities between the Project Management and Business-as-usual is 
not well managed, there will be information which is going to be lost forever.” He/she 
admits that this happened a few times and their department needed to follow several 
activities even after the projects were closed and at the same time work on new ones 
because nobody had the knowledge about those projects and product. As a result, they 
had to spend more time in trying to follow up the things after the project closure which 
could be avoided by transferring the knowledge during the project.  

 

Handover: 

Respondent 2 sees project handover as “in between the Go-Live and the end of the 
project.” This is because he/she feels that the project team should successfully handover 
the ownership of the project to the business owner, namely the product which was 
created by the project, and after that close the project officially. He/she explained the 
reason for this thought by stating, “…people from other departments, who are in charge 
of running the activities after the handover, should know exactly what are the activities 
they have to manage, how to manage them, what are the people to be contacted and 
how to do so and if there are any contracts or roles to be followed, KPIs and so on.” 
Since it is not possible for the project manager to be involved after the project to 
educate the business owner about their product, the respondent suggests that the 
handover with necessary training and documentation should be placed before closing 
the project. Respondent 6 expressed, “Once the product is launched, the project has to 
be closed already and so the handover has to be done.” This again links to the rigid 
policy the company has regarding deadlines which makes them close the project in due 
dates. Respondent 3 pointed out the urgency to create a proper handover before closing 
the project to avoid irregularities because the project can be closed without proper 
handover but it might create future problems for the business owner.  

 

Resources Allocated: 

While talking with the respondents about the resources allocated for project closure, it 
has been found that they consider human resources to be the most challenging resource 
in project closure. Respondent 6 says the number of people allocated for each project 
varies however; it is about 10 people per project. He/she says that the first phases 
(initiation and planning phase) do not involve a lot of people but some top-level 
managers because in these phases, the project is just an idea and the top managers try to 
transform the idea into a project by planning. The resources allocated are used later on 
for other business purposes. As Respondent 6 said, “Even when people of my function 
are involved, the engagement is not full-time, but there is just when needed”. People are 
rotated from different departments into projects as per project’s needs. Commitment to 
the project is not full time and they have other works to do simultaneously. Employees 
need to focus on day to day business activities because of the limited resources. 
Respondent 5 said in this matter that some employees are looking after more than one 
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projects as day to day activities. He/she also explains that employees do their day to day 
job as well as participate in the projects so after finishing one project, if there are not 
any other projects; they will continue their day to day activities. Respondent 7 explains 
that the involvement for their department is similar where they also have multiple 
responsibilities handling projects and regular work.  

 

Challenges: 

To be able to answer the research question, it is mandatory to understand the challenges 
of project closure and how other factors relating to it influencing or contributing to 
those challenges. From the empirical data, the authors managed to identify the 
challenges faced by this particular company. 

Respondent 6 sees lack of knowledge transfer during the project as the biggest 
challenge of project closure. Even after the closeout, the PMO has to answer queries 
generated from the business owner while using the product. During all the phases of the 
project closure, there is little to no knowledge transfer except for some written 
communications and short meetings. As a result, when the product is launched, the 
business owners might not be able to understand and use some of the features and the 
PMO has to intervene. This certainty puts an extra burden on PMO as their job is not 
finished even after the handover. Respondent 5 perceives the biggest challenge 
differently. He/she feels that lack of attention paid in the testing phase is causing 
problems during project closure. Respondent thinks if the testing phase needs time and 
budget, it is difficult to close the project on time. Often it happens that the tests take too 
long because the department identified a lot of problems of the project. So, to recover 
from the loss of time and budget, they only run with the most urgent problems which 
need attention right away. However, as Respondent 7 said, “Probably one of the 
biggest challenges is to understand what the risks are, when you are closing a project, 
to make sure that you consider everything so that you have tested all the main things.” 
This is something easier said than done because in reality, it is not possible always to 
find all the risks and problems in the product within a short range of time. Respondent 
7 also stressed that to avoid this, it is better to plan properly the project in order to give 
enough time, including buffer times to be sure that managers are able to manage the 
unforeseen situations and the resources constraints. Respondent 1 showed his 
frustration when he said that the main challenge for them is to make a report combining 
all the information from previous project. He/she feels this way because he/she might 
understand that lesson learnt from previous projects is helpful for the future projects so 
there is a need to capture the knowledge by documenting information before project 
closure. 

Respondent 4 points out that the challenge of project closure could be change requests 
from the projects opened in “Phase 2”. Because of these change requests, the projects 
are opened later on after releasing the product to make modifications. Another challenge 
mentioned by Respondent 4 was that, at the end of the project the motivation level of 
the team members starts to decrease as they start to relocate to other projects or go back 
to their day to day job. Because of decreased motivation, they show less interest on 
closing the project properly which includes handing over to the business owner, proper 
documentation and closing other activities related to project. Respondent 2 states, 
“One of the biggest challenges related to Project Closure is the lack of resources. 
Especially, people.” As mentioned before, the respondents prioritise human resources 
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available for the project as their main resource which is limited in this company. In 
addition to the time and budget constraints, less number of people is creating obstacles 
since these employees are not dedicated for one project only; they have to 
simultaneously work on so many different jobs in the organisation which makes it 
harder for them to invest all the time for a particular task. Respondent 2 elaborates 
further, “The biggest challenges could be being able to manage the time of the people 
as well as a lack of resources because the ratio between the number of people and the 
number of tasks and projects could seem to be not very balanced.” Therefore, going live 
does not necessarily mean that the project is closed as the project managers and 
personnel involved in the project needs to stick around even after the closure to 
successfully execute the project and solve any problem or question might arise later on. 
Another aspect Respondent 2 managed to share is that there might be payments and 
invoice pending even after the project end which in practice does not make the project 
closed because those activities are still running.  

 

5.2.2 Agile 
 

Many implications have been found within the data gathered that suggest that the 
company under examination is somehow adopting an Agile Project Management 
approach. For this reason, Agile has been selected as one of the main categories for the 
purpose of this analysis. This section will highlight the interrelations between four sub-
themes and the pre-mentioned challenges related to Project Closure (Figure 7). 

 

  

 
 

Figure 7: Implications of Agile on Project Closure challenges 
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Perceptions related to Changes: 

Direct links between perceptions related to changes and Agile Project Management can 
be found in the Agile principle 2 (Beck, et al., 2001). How people perceive changes 
really depends on a number of factors and associations to Project Closure challenges are 
now pointed out from the data collected. 

Implications between perception related to changes and change as challenging factor of 
Project Closure is more than logical ad obvious. Anyways, the words of Respondent 3 
on changes are enlightening since he/she seems perfectly summarising the heart of the 
four Agile values (Beck, et al., 2001), as they are explained earlier in chapter 2. “We are 
dealing with requests of changes every day. For me, receiving these requests is normal 
because at the beginning you start with a vision. From this idea you develop your 
project, and then it could happen even during later stages that you need to change 
something you didn't notice at the start.” 

Interesting is the perception of Respondent 7 “From my personal perspective as a user, 
I would be extremely happy to receive all the change requirements before the end of the 
project. But also in this case, the constraints are budget and time.” In other words, even 
if he/she is open to potential changes on projects, he/she seems reluctant, given the 
current system, to changes during advanced phases of the project life-cycle. However, it 
is clear how changes impact on the company’s resources, especially when a project is 
towards the end. Totally aligned with this view, Respondent 1 declares: “Talking about 
Business Opportunity projects, sometimes you have to accept changes - and I say 
“sometimes”, not intending always - because we are following the market. We have to 
accept reality and so we have to check if the original assumptions are still valid or not. 
If we do not do so, we are wasting time and money.” 

Additionally, Respondent 5 recognises that some kinds of changes are unavoidable and 
their acceptance is a natural part of duties of people at the top-level of the company. 
That gives the way for an agile mentality regarding embracing changing. “In fact, most 
of the time there are very good political reasons to accept changes. Political is the 
capability of the top management to look foresight essential especially for long-term 
opportunities, so sometimes you have to embrace them.” However, apart from this 
positive attitude towards changes of high levels in the hierarchy, Respondent 2 notices 
a lack of people’s consciousness about the implications between needs for change and 
risks. Thus, he/she highlights the need of working on knowledge transfer level as 
sensitisation on this fundamental topic. 

 

Prioritisation 

The possibility for project team members to be able to set priorities can be seen through 
the Agile principles 8 and 11 (Beck, et al., 2001). In this sense, Respondent 1 
underlines the importance for the PMO of setting priorities among the vast pool of 
activities towards the end of projects. Especially for Business Opportunity projects, 
where the final testing phase is so relevant, project teams should be able to prioritise 
Project Closure activities for achieving the good for the company. Accordingly, 
Respondent 2 speaking about ways to maximise the usage of resources during software 
developments states: “you have different functionalities of software. So, you can take 
into account them and find a prioritisation for their development. There might be some 
of them more urgent than others.” 
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Respondent 7 more than any other interviewees explain the strong relationship between 
prioritisation and testing for a more efficient Project Closure of a project. “Exactly 
because we are exposed too much kind of risks, each test has a different importance. So, 
the aim is preparing the project for the Go-Live having tested everything which is 
necessary. […] Sometimes tests are considered as a formal part, because you have to do 
them. Thus, it is imperative to understand what is more important to be tested as well as 
what the biggest risks are and therefore what you want to mitigate through the tests.” 

Lastly, the same Respondent also recognises that being able to prioritise what changes 
implement during the last phases of the project, especially during the final testing phase 
is essential. Through a brilliant agile approach, he/she says: “I have to decide what 
priorities we have and I have to accept that some of those [changes] will be developed 
in following phases.” By following phases, as it has been previously explained, the 
Respondent means the possibility to close the project and open in a second moment 
another one for implementing eventual changes or corrections.  

 

Outsourced IT department internal management: 

Highlighted for its effectiveness by all the Respondents as the preferred way of 
communicating with the outsourced IT for what concerns software developments of 
Business Opportunity projects is meeting where there are developers together with 
business people. Respondent 2 clarifies this concept, affirming: “We usually have 
frequent meetings with business people (at least one per department), project managers 
and IT people accordingly to the complexity of the project. In those meetings, we share 
together the steps along all the stages of a project. […] During the test phase is very 
important to put together the business and the IT because business people have to 
validate what has been tested.” As it can be seen agile principles 4 and 8 (Beck, et al., 
2001) go in this same direction. Moreover, having the possibility to compare the work 
with a more comprehensive view helps the IT to manage changes even in advanced 
stages of the development. 

However, implications towards knowledge transfer are not always positive. As a matter 
of fact, having an outsourced IT can represent a bottle-neck from an Agile prospective 
for the company. As Respondent 3 declares, referring to Project Closure: “Knowledge 
transfer between our IT and our other departments is not always easy because of our 
structure. This is because the IT is outsourced, so there isn't a direct control on them 
from us. This means dealing with somebody who is working internally with slightly 
different procedures or practices (bureaucracy).” 

 

Planned improvements: 

Last but not least, improvements the company is planning to adopt as mitigation actions 
for better address the challenges of risks coming from difficult Project Closure seem to 
match the majority of the agile values and principles (Beck, et al., 2001).  

Respondent 5 expresses the exact same concept, declaring: “Particularly regarding to 
Business Opportunity projects, the only solution for a company like ours, subject to 
inputs arriving from many different stakeholders, would be working in an Agile way. It 
would bring more efficiency to our way of carrying out projects so we would arrive 
more prepared for a better and more efficient Project Closure. My personal perception 
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is that we are ready to work with a more flexible approach. But, still, this is not enough 
to be able to declare and start its implementation since it requires a drastic cultural 
change.” That is the reason why the authors decided to include planned improvements 
as last sub-theme of Agile. As a matter of fact, all the respondents show particular 
interests on adopting some of the agile concepts as possible way of meeting the 
environmental and internal complexity. 

With the respect of the pre-mention list of challenges during Project Closure, tests are 
one of the most crucial activities towards the end of a project. Coherently, Respondent 
6 perceives as urgent the need for thinking about software development of Business 
Opportunity projects as modular in order to alleviate the company from time-pressure 
right before Go-live. He/she says: “This could be a winning aspect for big and complex 
projects because we would be able to parallelise some of the testing phases gaining 
efficiency and quality. Many aspects can be re-designed as modular despite some 
interconnections between the modules.” 

Totally aligned with the previous point of view and with the Agile attitude, Respondent 
3 states: “For the company, getting progress within a project is more important than 
producing unnecessary […] documentation.” In other words, the emphasis of the 
organisation is shifting from bureaucracy to productivity, so from being stuck by 
unnecessary documentations to accomplish progress. In fact, his/her position regarding 
documents is for improving them. Recognising the value of documentation, he/she says: 
“We are working on having lighter documentation, but more accurate, cutting 
unnecessary long time for waiting and being unproductive.” 

Respondent 2 makes a farther step within this consideration, affirming: “We would 
need to work on receiving more and more constantly updates and feedback to be more 
focused on what we really need to document. Therefore, we need to involve all the 
stakeholders from the beginning of the project, especially the developers, even in the 
planning phase.” It is the mutual implication between documents and knowledge 
transfer what is taken into account in this amendment. The same goes also for 
Respondent 4, when he/she states: “Lessons learnt as well as other fundamental 
documentation of Project Closure have to be shared with all levels and all the functions 
of the Company, especially with those who test the products.” Indeed, sharing 
information is essential. However, as Respondent 5 affirms, it is also fundamental to 
“Keep the documentations updated otherwise the business owner has to spend 
ridiculous amount of time in trying to figure the progresses and information to finalise 
the required documentation of closure.” 

 

5.2.3 Waterfall approach effects on project closure 
 

In addition to using agile approach for some of the activities in the company, the 
organisation cannot avoid the waterfall approach altogether for which one of the main 
theme has been selected as waterfall approach and its effects on project closure. The 
main theme is divided into sub-themes based on their relevance in contributing to the 
Project Closure challenges (Figure 8). 
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Figure 8: Implications of Waterfall on Project Closure challenges 

 

 

Scope definition and planning 

Whether the company decides to be fully agile or not, it cannot avoid making the scope 
definition and planning before starting the project. This is a waterfall trait and scope 
definition and planning before the project has direct influence on the successful project 
closure as found out from the data collected from the interviews. 

From the transcript of Respondent 2 it has been found out that due to improper 
planning before the project start, often the project is hard to close without having proper 
guidelines. Respondent 2 states, “A way to address this problem could be to plan 
carefully and in advance the activities and it should be included in the Gantt of the 
project from the very beginning.” From his/her statement, it is can be said that they also 
feel the need to define the project closure activities before starting the project. Scope 
definition and the planning have impact on the resources constraints because since the 
planning is not done properly, at the end of the project the responsible person for 
handover might be relocated to some other projects which might make the project 
closure difficult. 

 

Change 

Respondent 1 said that the change for him/her depends on the market changes. Since 
the market this company operates is highly exposed to changes, if during the project the 
market requirement changes, the product in question needs to be adjusted accordingly. 
Here, the change requirements directly affect the time and budget constraints of the 
project because if the change request is unavoidable, the project team needs to adjust the 
features of the product which might be costly and time consuming. This is backed by 
the response from Respondent 4 where he/she said that the change requests impact on 
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time and cost so those should be evaluated before jumping into some solution because 
often not enough resources are available. Therefore, changes which are not urgent might 
be avoided for the time being and after closing the project urgently, they can open a new 
project to make the adjustments. 

 

Project Teams 

Regarding managing the project team and other stakeholders, Respondent 5 gave 
his/her insights by suggesting involvements of stakeholders from the beginning of the 
project and also developers in the planning phase to gather and receive updates and 
feedbacks regularly during all the phases. People involved in implementation and 
testing phases should also be on board from the beginning of the project so that they 
will be aware of the project and product in question. Respondent 1 mentioned an 
interesting idea which he/she believes might help in the future to communicate the 
external stakeholder. He/she suggests that the company could create an external PMO to 
communicate with the stakeholders outside the project to share the lesson learnt from 
previous projects and the updates of the current project. Some other ways to keep the 
project team involved and updated is suggested by Respondent 4 where he/she 
mentioned on top of sharing regular emails, they could have conference calls if it is not 
possible to meet regularly and for the highly complex projects, they should arrange face 
to face meetings as per needs specially with the outsourced IT.  

Respondent 2 spoke about the team management, “We need kick-off [meetings] for 
new projects. There we talk about what it didn't work within the management of 
previous projects in order to start the new project from the lessons learnt of previous 
experiences. As Project Management department, we try to work in a way that can 
allow us to have everybody aboard in a more efficient way.” For project closure 
communication Respondent 2 mentioned, “We usually use Project Closure 
documentation like: Project Progress documents, Reports of meetings to share what 
have been the steps.” These documents are currently being used to share project closure 
communications across the departments after the project closure which is keeping the 
stakeholders up-to-date.  

 

Regulation of the company 

As mentioned by Respondent 5, they are trying to make a document which will help 
capture information of the project accurately and will save time. Also, he/she feels the 
urgency of emphasising on the project governance more. Respondent 1 feels that there 
are also problems associated with prioritising the projects because 90% of them are 
from IT/Operations. According to him/her, it is hard to understand if the projects are in 
line with the business expectations of the company beforehand. These regulatory 
characteristics contribute to the challenges of limited resources for the project closure.  

 

Lesson Learnt 

The company is not fully ready to embrace lesson learnt tools and techniques. This is 
related to the challenge of limited employees per project who already is serving in other 
activities thus having limited time to invest in the knowledge storing and sharing 
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activities. Respondent 6 pointed out the importance of knowledge management for 
their company, “We have to educate ourselves step-by-step to embrace lessons learnt.” 
Currently they have some kick off meetings which focuses on positive and negative 
aspects of the project. Respondent 6 explained by mentioning that they are planning a 
new project based on lesson learnt from the past. Respondent 5 also agrees to the point 
that lesson learnt is important for them because it helps to eradicate the problems of 
project closure associated with planning for resources needed during the project closure, 
forecast some of the avoidable changes and maintain communication with the 
stakeholders throughout the project lifecycle. He/she also mentioned that currently they 
have long emails exchange and sharing meeting minutes with the internal and external 
stakeholder which he/she believes that no longer enough because it is time consuming 
and most of the people do not go through all of it. For Respondent 1, the lesson learnt 
should be shared in the management meeting so that all the levels of managers are 
aware of the positive and negative aspects of the project. Respondent 2 also states 
regarding this, “We aim to share Lessons Learnt with all the company, not just with our 
department.” The company is realising the importance of lesson learnt and is willing to 
record and share the knowledge across the organisation. 

Respondent 4 sees lack of commitment in the project closure phase to be a challenge 
for delaying the project closure which he/she believes should be tracked and address 
during the project. Sometimes employees are not very keen to maintain the required 
documentation for lesson learnt which might impact the future projects if the same 
mistakes are being repeated. That is the reason he said, “We need to share lesson learnt 
with the involved personnel [of the project] as well as all levels”. He/she suggested that 
they can have reports for the lesson learnt identifying patterns and characteristics of the 
knowledge needed to retain for the future and also could compare with previous 
projects. 

One contradictory point has been brought up by Respondent 7 when he/she said, “a 
lesson learnt from one project might not be applicable for another project.” He/she 
thinks that the knowledge is not always generalizable and transferable widely across 
different projects. This also points to the fact that if this kind of lesson learnt is 
documented properly; they might be useful for the next projects while deciding what the 
previous knowledge the company can use for the current project.  

 

5.2.4 Hybrid  
 

Apart from the Project closure, Agile and Waterfall main themes, the authors managed 
to recognise the fourth main theme as Hybrid approach impact on the project closure 
challenges from the data collected from the seven Respondent of the chosen 
organisation. Aspects not univocally related to Agile or Waterfall are categorised under 
this theme. In this category, three sub-themes emerged and this section will elaborate 
the connection of the relevant themes to the project closure challenges (Figure 9). 
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Figure 9: Implications of Hybrid on Project Closure challenges 

 

Product release 

One of the main differences between Agile and Waterfall regarding software 
development is the rhythm of deliveries. On one side, Agile sees frequent and 
continuous releases as essential requirement for reaching efficiency as well as quality 
(Beck, et al., 2001). On the other side, Waterfall works perfectly with a massive release 
at the end of the development phase (Cobb, 2011, p. 51). A hybrid approach to this topic 
is evident from the data gathered. 

Particularly, Respondent 2 registers that there is a coexistence of both of the two 
approaches regarding software release. Small pieces of working software are released to 
be tested internally to the outsourced IT, following a continuous and a frequent delivery. 
At the same time, the company tests by itself the software only once the development 
phase for the specific project is over. However, as the Respondent explains, a 
continuous flow of feedback on the tests run by the IT is always updated. He/she states: 
“this approach is in part in Agile, but not formalised and shared among the two parties 
(the company and the IT). At the state of the art, using the company’s test environment 
with a proper agile management would be very difficult.” Same constraint related to the 
actual situation of the testing environment of the company is highlighted also by 
Respondent 4. 

Respondent 5, reflecting on the applicability and the effects of this combination of 
approaches, affirms: “Probably, an Agile approach is going more in the direction to 
better help even the business owner to get what he wants without the very rigid 
boundaries that a traditional approach regarding development and strategies of 
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testing.” Deepening his/her thoughts, he/she recognises significant implications between 
frequent releases and the possibility to anticipate and so better embrace changes. 

Finally, resources within Project Closure are impacted from this approach, which could 
allow the company to parallelise several activities as suggested by Respondent 6. 
He/she says: “this could be a winning aspect for Business Opportunity projects” 
considering costs, time and human resources. 

 

Organisational and managerial culture 

While describing the company culture, Respondent 6 mentioned that in their company 
they have two different IT, one is internal and another one is external. The external IT is 
responsible to develop the product and this IT is outsourced. He/she also explains that 
the outsourced IT might be using agile approach to manage their projects, however, the 
company internal IT is based on the same principle of traditional Project Management. 
Needless to say, combine these two approaches; the company is using a Hybrid Project 
Management method to run their projects. It is not possible to match the outsourced IT 
to their specific needs easily, as Respondent 5 mentioned, “We have strict budget 
restrictions which do not allow us to grant a very free autonomy even to the 
outsourcers. In fact, we usually make a bid to identify the best outsourced.” He/she also 
explained that the IT is outsourced so the internal IT and the project managers have less 
control over the agile approach, but will be happy to adopt their approaches for the best 
of the project. 

Regarding company culture Respondent 7 expressed, for their company, if they make 
changes before the release, it might postpone the Go-live, or there is high risk to 
postpone it. This is also a source of increased expenses. In his/her own words, “In order 
to manage changing requirements in a flexible way, you need a very particular 
developing culture also within your service developer. Also, I think it would be very 
important to work very close to the software developer, because agile requires very 
close collaboration between users, project manager and software developers; which is 
not our case. Our software developer is in another country which makes it a little bit 
more difficult for us.” Respondent 4 further states: “When a change request comes, 
impacts on times and costs are evaluated. […] Most of the times, the Company is too 
busy to allocate resources on these requirements. Therefore, unless the change requests 
are considered as urgent, closing the project to open then change requests as new ones 
is a best practice.” This is because the perception related to changes of the vast majority 
of the interviewees is not yet integrated in the culture of the company. 

Respondent 2 sees their process as a hybrid combination between Agile and Waterfall 
approaches which can be detected from his/her speech, “My perception in terms of 
Project Management approach of the company is waterfall approach as overall and the 
way of the IT is working is more agile. In fact, what I see is that the IT is working with 
an iterative waterfall way.”  

Interestingly, Respondent 1 highlights the importance of the work at a cultural and 
managerial level of the organisation that the company has gone through during the 
recent period. As consequence of this effort is that a rising consciousness of knowledge 
transfer is essential. As a matter of fact, he/she states: “we learn from the experience” 
and in order to be translate that in action Respondent 6 points out the need for 
“creating a path” for consolidating a strong organisational belief. That is, as 
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Respondent 1 underlines, “it’s a matter of dedication” and Respondent 6 details, “We 
have to educate ourselves step-by-step to embrace this cultural change”. 

 

Stakeholder management 

Respondent 3 said, “Especially for our products, when you start with the developments 
you also start at the same time to manage another stakeholder: the distributor, so if this 
latter one or the compliance department highlights something that you didn't think 
about before, you need to proceed with change requests.” This is to put emphasise that 
any change request coming from the stakeholders are important and therefore should be 
evaluated and taken into consideration. As a result, the project might be delayed which 
is contributing to the unplanned and improper Project Closure. Respondent 5 
mentioned, “Particularly regarding to Business Opportunity projects, The only solution 
for a company like ours, which is also subject to inputs arriving from distributors, 
governance and the other different stakeholders who have their own idea, would be 
working in an Agile way.” The respondent talked about this because he/she feels it will 
be easier to adjust changes if the company follows agile and they will not have to open 
other projects to make the pending change requests. However, the outsourced IT is 
already practicing agile process which is partially adopted by the company because 
although they do not receive frequent delivery of the product, they take updates from 
the outsourced IT on a regular basis where the outsourced IT provides reports after the 
running tests during the project. This implies a contribution from the outsourced IT on 
the documentation challenge for Project Closure. 

Neither classifiable under just Agile nor Waterfall, it is the preferred way of sharing 
progress and status of projects, especially towards their end. Respondent 1 explains 
Management Meetings as recently adopted best practice for sharing knowledge. This 
face-to-face information sharing is limited just to the top-management. However, part of 
the idea of the Respondent is to extend it to all of the colleagues. In other words, 
starting from an effective stakeholder management the company is addressing the issue 
related to the issue of knowledge transfer, by involving a larger pool of stakeholders. 
He/she sees it as something so beneficial to declare: “I think if more than training, it 
should be considered as our habit. It is something that we have to take aboard as 
culture of the company”. 
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Chapter Six: Discussion and Conclusions 
 

Considering the data provided by the respondents, this section will discuss the 
relationships between the empirical findings and the theoretical framework presented in 
chapter two. As the authors already presented the relationships between the themes and 
sub-themes in the previous chapter, this chapter will take the endeavour to exhibit the 
interrelations between the themes and how they all contribute to each of the project 
closure challenges. 

 

 

 
Figure 10:  Implications of Agile, Waterfall and Hybrid on Project Closure challenges 

 

 

6.1 Answer to the research Question 
 

The findings collected from the case study under examination have been analysed and 
discussed throughout this work. By doing so, the authors aimed to explore the existing 
relationship between Agile Project Management and traditional approaches within the 
research gap previously exposed. Thus, Project Closure practices, challenges and 
perceptions have been investigated in relation to the coexistence Project Management 
approaches. The research question behind this thesis was: How can a project-based 
organisation address the challenge of transition between project management to 



60 
 

business-as-usual within the project closure phase, by combining Agile and 
Traditional Project Management approaches? 

 
6.1.1 Hybrid forms of Project Management 
 

Based on the inputs provided by the respondents, the authors created main themes and 
sub-themes in the previous chapter to analyse their responses. From the interviewee’s 
responses, it is found that the company is using a combination of traditional project 
management and agile project management. The theoretical framework provided in 
chapter two, helped the authors to come to this conclusion by analysing the data. In 
section 2.3 of chapter two, a table has been adopted from Davis (2012) which explains 
which companies should follow agile and which ones should practice agile. From the 
characteristics presented within the table, the authors found matches between several 
criteria. For example, the company runs projects that are characterised by a high level of 
innovativeness so it is hard to define all the requirements prior to the starting of the 
project. Hence, they receive some change requests during their test phases. As stated by 
all of the respondents, software development is placed the heart of each of these 
innovative projects; therefore, the project team is also willing to learn new processes 
and approaches to gain more flexibility, which can be linked to agile practices. These 
projects, identified by the Intesa Sanpalo Life as Business Opportunity’s, are exposed to 
volatile market changes which make them open to risks to some extent which is a trait 
for agile organisations (Lobasso, 2017). Considering all these facts, it is not be wise to 
declare this company as totally Agile because it is bound by strict compliance 
regulations and governmental oversights which require setting the scope definitions 
before the project. This is one of the characteristics of traditional project management. 
Therefore, after evaluating the themes and sub-themes, the authors decided to present 
this company as a combination between agile and traditional project management 
approach practitioner.  

Since the company is practicing hybrid project management, it can be benefitted from 
all of the positive sides of it. On one hand, the environment where this company is 
immersed is characterised by high levels of complexity and uncertainty. So, Agile’s 
flexibility and adaptability appear essential attributes for nowadays organisations 
(Hrebiniak, 2006; Fontana, et al., 2015; Sohi, et al., 2016). On the other hand, 
traditional approaches to Project Management can increase predictability and solidity to 
internal processes of companies (Fernandez & Fernandez, 2008). In other words, the 
authors reveal through this work that hybrid forms of Project Management as mutual 
integration between Waterfall and Agile demonstrate being more effective than each of 
the components on a stand-alone basis (Binder, et al., 2014). 

Starting with the scope definition, in hybrid approach, they have a freedom to define all 
the requirements in the initiation and planning phase of the project which will help the 
company to abide by the compliance and governmental regulations. Once the scope of 
the project is defined, the company can adopt the Agile process for the development 
phase where they can introduce the policy to receive frequent deliveries from the 
outsourced IT periodically in addition to the current reports they are receiving. In these 
small but frequent deliveries, the company can run their internal tests and adjust the 
change requirements if necessary, reducing the time and cost of adjusting the changes 
once the product is finally delivered. It might seem as easier said than done, however, in 
accordance with what emerged from the analysis of the theme “Planned improvements”, 
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the company is trying to adopt this process as a trial for their projects to evaluate the 
feasibility. Moreover, the company could keep track of the project knowledge in 
iteration to document it for future projects which will provide them a guideline to record 
lesson learnt periodically. Although there might be some problem arising from adopting 
a new process. In the company, there might be some executives who are not flexible and 
acceptable to changes to new environment easily (Kerzner & Kerner, 2013); however, it 
was not clear from the outcome of the empirical study.  

 

6.1.2 Project Closure 
 

Some of the related aspects of the empirical findings can be explained by the theoretical 
framework developed in the beginning of this research. As Havila et al. (2013) 
mentioned in their research that project closure activities need different set of skills and 
competences compared to the project implementation ones, this study found this to be 
true from their data collection. The respondents agreed that organisational capacity and 
commitment is important for successful closeout. It is also found from the empirical 
studies that stakeholder and knowledge management (Sarfraz, 2009) and coping up with 
the organisational change rapidly (Havila, et al., 2013) were also valued by the 
managers in the company. Regular communication with the stakeholders during project 
closure is also discussed by the respondents which supports the importance of effective 
closure communication in the studies of Sarfraz (2009). 

Managers are often interested more in the execution of the projects rather than the 
closeout phase which shifts their focus from project closure activities. Bennett (2003) 
emphasised project closeout so much that he mentioned it as a separate project inside 
the main project which needs proper planning and scheduling to give a successful end to 
the project. From the previous chapter, it is found that the respondents also agreed that 
the closure should be done in a time frame which is well defined with the activities 
documented and costs evaluated compared to the resources allocated for closeout 
(Sarfraz, 2009). Respondent 6 also believes that the project closure phase is tough by 
mentioning, “The closure phase of a project is even more difficult than its Initiation.” 
As Thomas (2011) suggested, project owners need to be careful concerning actions 
taken to achieve timely completion of the project and successful closeout, the empirical 
research provided similar support to this statement because the respondents also talked 
about the importance of planning in the beginning of the project. Respondent 2 
suggested the solution by him/her, “A way to address this problem could be to plan 
carefully and in advance the activities and it should be included in the Gantt of the 
project from the very beginning. However, it is not always easy. We are working on it.” 
Therefore, it is clear that the company also realises that they can use the traditional 
project management to plan ahead for the project closure in order to mitigate the risk of 
an unorganised closeout. 

Respondent 2 highlighted the importance of documentation for project closure where 
he/she explained, “To resolve the project closure challenges, it is good beginning a 
project with a Project Opening Form to close it with a Project Closure Form. The first 
one identifies what the project is about, which the activities are, what the shape of the 
project is and what the deliverables expected by the project are with the respective 
dates, budget. The Project Closure Form will validate that has been met what there was 
in the Project Opening Form plus the deliverables and activities that you managed as 
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change requests during the project.” Respondent 3 also agreed to this suggestion by 
stating that attention should be paid in the documentation process to capture the lesson 
learnt. This idea supports several literatures mentioned in the theoretical framework 
mentioned in section 2.4 of this paper.  

Resources are also important to be planned and allocated before the project start in a 
way which will sustain till the end of the project (Sarfraz, 2009). Empirical findings also 
suggested importance of resource management and that the company is working on it as 
explained by Respondent 2, “We are going to involve the Budget Management in our 
project budget. In this way, you have everything under control before the project is 
ended.” In addition to this, other respondents mentioned about the human resources 
management till the end of the project is essential for a proper closeout because in this 
way the project knowledge will be transferred properly before the closeout to the 
business owners.  

It is also important to mention in this point about one framework suggested by Davis 
(2012) where he explained about the concept of hardening release explained in section 
2.4 of this thesis. Hardening release is an activity which is used to wrap up the project 
by training the users and business owners before handover of the product. This might be 
useful for the company in order to eliminate the current process they are practicing of 
opening a new phase of the project after the completion of previous project to adjust 
some changes and run tests. By following this process, the company will not have to 
open new phases of the same projects just to make the adjustments and run tests. It can 
be done within the current project; however, this needs to be planned ahead during the 
planning phase otherwise the strict Go-Live deadline policy of the company will prevent 
the managers from achieving this particular goal.  

Altogether the authors found that the empirical findings were aligned with the 
theoretical framework of this research which was able to answer the research question 
by the help of both literature and managerial perspectives. 

 

6.2 Additional Related Aspects 
 

In addition to what already presented and discussed, further elements were found 
interesting to be included in this work. Contents which emerged from the interviews 
about Lessons learnt and Motivation are offered in the following separate sections. 
Despite the fact that the authors found them pertinent for some extent, their contribution 
to address the research question has not been classified as direct.  

 

6.2.1 Lesson Learnt 
 

When the project comes to an end, the records kept during the project might be helpful 
for the next projects. Also during the closeout, the previous project’s knowledge makes 
it easier for the managers to decide how they should deal with similar situations. This is 
something came up during the empirical analysis which needs to mention as an 
emergent theme for this research. However, as mentioned by the respondents, not all 
projects are same hence some knowledge cannot be transferred to another one. The 
managers must use their judgements in this kind of decisions, but a reference point is 
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always helpful when they can cross check with previous knowledge kept in the 
company. The respondents also agree that the knowledge should not only be shared with 
the related personnel but also across the organisation and all the departments which was 
mentioned in the research of Sarfraz (2009). In this way, both the company and the 
employees will be benefitted in the long run (Havila, et al., 2013). Therefore, as the 
respondents also agree, project closure should be executed in such a way that the lesson 
learnt can be captured and pass on to the next projects (Cheeseman & Phillips, 2001). 

 

6.2.2 Motivation 
 

Project team members are the internal stakeholders of the project. Often there is an 
excitement before starting the project which reduces by the end of the project (Havila, et 
al., 2013); therefore, the team has less energy. Sarfraz also agreed that at the end of the 
project, the team might lose their motivation which might impact the project which is 
why it is important to record all the lesson learnt and proper documentation before 
disbanding the team. In the empirical studies, the authors found this statement to be true 
as several respondents mentioned that their team members have other activities during 
the project which is the day to day work and as soon as one project finishes, they are 
relocated to another project or sent back to their previous regular work. Since they 
always have some work due, close to the end of the project, they might feel it difficult 
to keep the commitment up. The PMO can help in this matter with the help of their 
human resource department to sustain employees’ interest in the project closeout as 
suggested by Respondent 3 during the empirical data collection.  

 

6.3 Theoretical Contributions 
 

This research expects to enrich the theoretical knowledge on the project-based 
organisations which are using a combination between Agile and traditional Project 
Management and struggling to get a proper project closure and transit to the operation 
phase. By carefully analysing and combining the previous literature done by Archibald, 
et al. (2012), Fahri, et al. (2007), Havila, et al. (2013), Ika (2009), Sarfraz (2009) and 
Thomas (2011), the authors of this research foreseen opportunities to make theoretical 
contribution to this specific field. During the literature review, the authors could not 
find enough material discussing project closeout tools and methods used to phase out, 
specifically in the insurance industry. This claim is supported by the research of Havila, 
et al. (2013) where the need for further research attention was drawn to the other 
industries which had not been explored. By analysing the previous literature, the authors 
realised this gap and decided to conduct further studies to come up with a framework 
for project closeout phase considering stakeholders involvement, preserving lessons 
learned for future projects which will make theoretical contribution to this field.  

Additionally, since the products and services are similar in the insurance industry, the 
knowledge transferred from one project to a new one could change the outcome for the 
latter one drastically (Thomas, 2011).  

Finally, another future research area could be to come up with a strong framework for 
project closeout where the concept can be developed further. Especially for the 
organisations following a mixed project management strategy between Agile and 
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traditional project management, the process of transferring knowledge between each 
project phases and post-project review is important in order to successfully close the 
project and be successful in the future projects (Sarfraz, 2009). 

 

6.4 Managerial Contributions 
 

To make managerial implication of this research, the authors selected one insurance 
company and conducted seven interviews including CEO; Head of Organizational 
Development & PM Office; Project Manager; Business Analyst; Head of ICT & 
Operation (COO); Head of Finance, Product Development & Investment Office; and 
Head of Portfolio Administration. This hierarchical diversity helped them to get the 
perspectives from different levels and departments of the organisation. Interview 
guidelines were used to guide them throughout the interview and selective empirical 
methods were used to analyse the data. The study results will be shared with the 
participants and the organisation so that they can reflect upon the suggestions provided 
in this research. The participants might be benefited from the lesson learnt for project 
closure phase which they can implement in their future projects. 

 

6.5 Limitations and Further Research 
 

Throughout the research, the authors have found some theoretical and methodological 
limitations which need to be presented in this section in order to provoke further 
research in this field. In addition, this section will also explain how this study has been 
able to overcome these limits as well as suggest possible directions for further studies. 

As mentioned in the Case Study description and in many parts of chapter five, the IT in 
charge of the development of software for Business Opportunity projects is outsourced 
and is not an integral part of Intesa Sanpaolo Life. Since the company has an outsourced 
IT, it was not possible for the authors of this research to collect data from them given 
the time constraint of this research. Furthermore, the authors agree that if they could 
manage to get the view from the external IT, it could be beneficial for them to get a 
complete picture of the company and their project closure scenario in a broad frame. 
This fact represents one of the most significant limitations for the purpose of this work, 
preventing the authors from gathering direct information from them. The constraint has 
been remedied by taking into account authoritative point of views of people in daily and 
direct contact with the IT. However, further studies involving the outsourcer directly 
could bring stronger argument to sustain the thesis. Bounded by this obstacle, the 
authors still managed to portrait the nature of the outsourced IT in the case study 
description and throughout the analysis. 

The scope of the research was using the hybrid project management approach to analyse 
the project closure challenges, therefore, some themes and sub-themes were not 
discussed in this research. The authors invite future researchers to investigate some of 
these emergent aspects considering the limitations they faced in this research. It has to 
be said that the company in question has an extremely high rate of successful projects; 
hence, the discussion was only based on project closure for successful projects. The 
authors did not discuss what should be the approach of dealing with premature projects 
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where keeping an exit strategy in place is crucial. It would be interesting to take into 
account other companies within the same industry in order to understand if this 
insignificant rate of unsuccessful strategic projects is an exception in this panorama. 
Therefore, studying to what extent the findings of this work can be adopted and adapted 
within other organisations in order to increase the effectiveness and the success of their 
project management would be remarkable. Coherently, since this research did not 
investigate the project success criteria for the reasons above-mentioned, it might be the 
case to consider this complementary topic for other research settings. 

Considering all these limitations, the authors urge the future researchers to partake in 
studies related to this industry and especially in project closure phase. 
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Appendix 1: Interviews guidelines with Intesa Sanpaolo Life 

 

Master List of questions: 

Objectives ID Questions 

Nature of the 
projects and 
organisation 

 

1a Please describe the nature and characteristics of your projects and 
how they contribute to the strategy of the company. 

1b 
What strategic reasons are there behind the decision to create a 
Project Management Office as staff function instead of part of the 
Operations? 

Business 
Opportunities 

2.a 
What is the average amount of effort and resources you generally 
allocate on the project management phase of a generic Business 
Opportunity project? 

2.b 
Are those resources also being used in the day to day operations? 
So, what is the contribution they can offer to business-as-usual 
once the project is closed? 

Project Closure 
challenges and 
constraints 

3.a What are the activities you currently have regarding project 
closure? 

3.b Do you think project closure needs high level of attention? Why? 

3.c 
What could be the biggest challenge the company is facing during 
the project closure? And which tasks do you think are contributing 
most that challenge? 

3.d How lessons learnt from previous projects are helping in achieving 
efficient project closures? 

Internal 
Communication 4 

What tools or practice are in place to help the effective project 
closure communication among the different internal and external 
stakeholders? 

Agile project 
management 

5.a What is the primary measure of development progress? And how 
they are set as targets/goals for the IT work? 

5.b 
How frequent are the meetings between business people and IT 
developers throughout the project? And what is the usual 
communication tool you use? 

5.c 
What is your perception about changing requirements? And to 
what extent dealing with changes in scope or in project 
characteristics can postpone the end of a project? 

5.d 

To what extent customer (as well as internal stakeholder's) 
satisfaction could be improved by early, frequent and continuous 
delivery of working software rather than few final and massive 
releases? 
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Hybrid Project 
Management 6 

Would you identify the way through which projects are managed as 
a combination of different approaches, especially regarding to IT 
and the overall project management? And do you think that this 
hybrid project management could lead projects to a better 
management and subsequently to a smoother closure rather than a 
simple traditional project management stand-alone? 

Mitigation Actions 7 What actions and improvements are you adopting in order to 
mitigate the risks of difficult project closures? 

 

 

Interview Disclosure: 

 

We highly appreciate you for the time you are dedicating to us. We would like to take 
this chance to remind you that you are about to participate in an interview session for 
an academic research and all information will be dealt with high confidentiality. You 
have the freedom to disclose any information of your choice and your identity will never 
be used anywhere in the research. We would also like to inform you that your interview 
will be recorded. Upon having your consent, we would like to proceed with the 
interview. 

 

Categories: 

In order to maximise the effectiveness of the work, the authors decided to tailor the 
interviews based on role of competences and exposures of the interviewed to the 
different aspects of interest. Three different categories have been identified as it 
follows:  

 

1st Category: 

• CEO 

Objectives No. Questions ID 

Nature of the 
projects and 
organisation 

1 Please describe the nature and characteristics of your projects and 
how they contribute to the strategy of the company. 1a 

2 
What strategic reasons are there behind the decision to create a 
Project Management Office as a staff function instead of part of the 
Operations? 

1b 

Project Closure 
challenges and 

3 Do you think project closure needs high level of attention? Why? 3.b 
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constraints 
4 

What could be the biggest challenge the company is facing during 
the project closure? And which tasks do you think are contributing 
most that challenge? 

3.c 

5 How lessons learnt from previous projects are helping in achieving 
efficient project closures? 3.d 

Internal 
Communication 6 

What tools or practice are in place to help the effective project 
closure communication among the different internal and external 
stakeholders? 

4 

Agile project 
management 7 

What is your perception about changing requirements? And to 
what extent dealing with changes in scope or in project 
characteristics can postpone the end of a project? 

5.c 

Mitigation Actions 8 What actions and improvements are you adopting in order to 
mitigate the risks of difficult project closures? 7 

 

2nd Category: 

• Head of Organizational Development & PM Office 
• Project Manager 
• Business Analyst 

 

Objectives No. Questions ID 

Project closure 
challenges and 
constraints 

1 What are the activities you currently have regarding project closure? 3.a 

2 Do you think project closure needs high level of attention? Why? 3.b 

3 
What could be the biggest challenge the company is facing during 
the project closure? And which tasks do you think are contributing 
most that challenge? 

3.c 

4 How lessons learnt from previous projects are helping in achieving 
efficient project closures? 3.d 

Internal 
Communication 5 

What tools or practice are in place to help the effective project 
closure communication among the different internal and external 
stakeholders? 

4 

Agile project 
management 6 What is the primary measure of development progress? And how 

they are set as targets/goals for the IT work? 5.a 
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7 
How frequent are the meetings between business people and IT 
developers throughout the project? And what is the usual 
communication tool you use? 

5.b 

8 
What is your perception about changing requirements? And to 
what extent dealing with changes in scope or in project 
characteristics can postpone the end of a project? 

5.c 

9 

To what extent customer (as well as internal stakeholder's) 
satisfaction could be improved by early, frequent and continuous 
delivery of working software rather than few final and massive 
releases? 

5.d 

Hybrid Project 
Management 10 

Would you identify the way through which projects are managed as 
a combination of different approaches, especially regarding to IT 
and the overall project management? And do you think that this 
hybrid project management could lead projects to a better 
management and subsequently to a smoother closure rather than a 
simple traditional project management stand-alone? 

6 

Mitigation Actions 11 What actions and improvements are you adopting in order to 
mitigate the risks of difficult project closures? 7 

 

3rd Category: 

• Head of ICT & Operation (COO) 
• Head of Finance, Product Development & Investment Office  
• Head of Portfolio Administration   

Objectives No. Questions ID 

Business 
Opportunities 

1 
What is the average amount of effort and resources you generally 
allocate on the project management phase of a generic Business 
Opportunity project? 

2.a 

2 
Are those resources also being used in the day to day operations? 
So, what is the contribution they can offer to business-as-usual once 
the project is closed? 

2.b 

Project closure 
challenges and 
constraints 

3 What are the activities you currently have regarding project closure? 3.a 

4 Do you think project closure needs high level of attention? Why? 3.b 

5 
What could be the biggest challenge the company is facing during 
the project closure? And which tasks do you think are contributing 
most that challenge? 

3.c 
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6 How lessons learnt from previous projects are helping in achieving 
efficient project closures? 3.d 

Internal 
Communication 7 

What tools or practice are in place to help the effective project 
closure communication among the different internal and external 
stakeholders? 

4 

Agile project 
management 

8 
What is your perception about changing requirements? And to 
what extent dealing with changes in scope or in project 
characteristics can postpone the end of a project? 

5.c 

9 

To what extent customer (as well as internal stakeholder's) 
satisfaction could be improved by early, frequent and continuous 
delivery of working software rather than few final and massive 
releases? 

5.d 

Hybrid Project 
Management 10 

Would you identify the way through which projects are managed as 
a combination of different approaches, especially regarding to IT 
and the overall project management? And do you think that this 
hybrid project management could lead projects to a better 
management and subsequently to a smoother closure rather than a 
simple traditional project management stand-alone? 

6 

Mitigation Actions 11 What actions and improvements are you adopting in order to 
mitigate the risks of difficult project closures? 7 
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Appendix 2: First Classification of the data gathered 

 

Respondent No. Main Theme Sub-Theme 

Respondent 1 

Project Prioritisation 
PM Office role 

Respondent 1 

Respondent 1 

Respondent 1 

Respondent 1 

Respondent 1 Chiefs and senior management role 

Respondent 1 

Project Closure 

Ambiguity 

Respondent 1 Length 

Respondent 1 Inertia / procrastination 

Respondent 1 Knowledge transfer 

Respondent 1 Lessons learnt 

Respondent 1 Dedication 

Respondent 1 

Knowledge transfer 

Lessons learnt 

Respondent 1 Management Meetings 

Respondent 1 Desire to enlarge the circle 

Respondent 1 Company Culture 

Respondent 1 

Changes 

Complexity 

Respondent 1 Perception 

Respondent 1 Adaptation 

Respondent 1 Fast Adaptation 

Respondent 1 Evaluation of relevance 

Respondent 2 

Project Closure Activities 

Documentation 

Respondent 2 Project Closure Meeting 

Respondent 2 Invoice 

Respondent 2 Handover 

Respondent 2 Change requests Business-as-usual 

Respondent 2 Handover Alignment with all the departments 
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Respondent 2 Knowledge transfer 

Respondent 2 Activities not closed yet 

Respondent 2 Monitor and Control 

Respondent 2 Responsibilities 

Respondent 2 
Project Closure 
Challenges 

Resources 

Respondent 2 Handover 

Respondent 2 Time and Effort distribution 

Respondent 2 

Lessons learnt 

Risks (Time and Cost and resources) 

Respondent 2 Project Closure Plan 

Respondent 2 Sharing and communication 

Respondent 2 Potential for new projects 

Respondent 2 Efficiency 

Respondent 2 

Documentation 

Project Closure documents 

Respondent 2 Project Progress 

Respondent 2 Reports and minutes of meetings 

Respondent 2 

Development:  
Outsourced IT 

Time 

Respondent 2 Quality 

Respondent 2 Penalties 

Respondent 2 Monitor and Control the progress 

Respondent 2 Deliverables 

Respondent 2 Prioritisation 

Respondent 2 

Meetings 

Business and developers 

Respondent 2 Technical meetings 

Respondent 2 Business meetings 

Respondent 2 

Change requests 

System 

Respondent 2 Perception 

Respondent 2 Delay 

Respondent 2 

Stakeholder Management 

Changes 

Respondent 2 Risks (Time and Cost and resources) 

Respondent 2 Predictability 

Respondent 3 Project Closure Handover 
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Respondent 3 Gathering information for documentation 

Respondent 3 Project Closure Sheet 

Respondent 3 Organisational changes Need for efficient handover 

Respondent 3 

Knowledge transfer 

Handover 

Respondent 3 From the PMO Office to the other 
departments 

Respondent 3 Lessons Learnt 

Respondent 3 Project Closure Changing in priorities 

Respondent 3 
Organisation 

Constraints 

Respondent 3 Outsourced IT 

Respondent 3 

Stakeholder Management 

Plan 

Respondent 3 Evaluation of impacts 

Respondent 3 Communication tools 

Respondent 3 Meetings 

Respondent 3 

Progress Development 

Status meeting 

Respondent 3 Developers and business people 

Respondent 3 Minutes 

Respondent 3 

Request of changes 

Perception 

Respondent 3 Avoidable changes 

Respondent 3 Constraints because of structure (IT) 

Respondent 3 
Software Development  

Efficiency 

Respondent 3 Frequency in releases 

Respondent 4 

Closure Reports 

Lessons Learnt Respondent 4 

Respondent 4 

Respondent 4 
Sharing and Communication 

Respondent 4 

Respondent 4 Changes during Closure Negative impact on time and costs 

Respondent 4 
Commitment during 
Project Closure 

Tests need high level of attention 

Respondent 4 Test Validations 

Respondent 4 Involvement of all the stakeholders 
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Respondent 4 
Approach towards IT 

Hardware & software 

Respondent 4 Waterfall 

Respondent 4 

Project Complexity 
Impact on communication 

Respondent 4 

Respondent 4 Level of detail of the plan 

Respondent 4 

Communication tools 

Email 

Respondent 4 Conference call 

Respondent 4 Face-to-face meetings 

Respondent 4 

Changing requirements 

Risk 

Respondent 4 Delay (time) 

Respondent 4 Cost 

Respondent 4 Resources availability 

Respondent 4 Best practice 

Respondent 4 
Software releases 

Frequency in releases 

Respondent 4 System constraints 

Respondent 4 Hybrid Project 
Management approach Constraints for the IT 

Respondent 5 
Politics 

Political changes 

Respondent 5 Communication 

Respondent 5 
Organisational 

Effort from Operations 

Respondent 5 Motivation 

Respondent 5 

Project Closure 

Implementation of strategic plan 

Respondent 5 Escalation 

Respondent 5 Steering committee 

Respondent 5 Final Summary 

Respondent 5 Go-live decision 

Respondent 5 Documentation 

Respondent 5 Different perceptions 

Respondent 5 Inertia 

Respondent 5 Confusion 
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Respondent 5 
Lessons learnt 

Efficiency 

Respondent 5 Need to be systematically adopted 

Respondent 5 
Stakeholder Management 

Communication 

Respondent 5 Engagement 

Respondent 5 Changes Perception 

Respondent 5 

Agile 

Frequency in releases 

Respondent 5 Perception 

Respondent 5 Flexibility 

Respondent 5 Constraints 

Respondent 5 Involvement of stakeholders 

Respondent 5 Documentation 

Respondent 6 

Knowledge transfer 

Distribution of knowledge 

Respondent 6 Handover 

Respondent 6 Lessons learnt 

Respondent 6 People involvement 

Respondent 6 

Changing requirement 

Changes of business 

Respondent 6 Avoidable Changes 

Respondent 6 Changes coming from external 
stakeholders 

Respondent 6 

Software releases 

Project Complexity 

Respondent 6 Modularity 

Respondent 6 Size of the project 

Respondent 7 Organisational Effort from Operations 

Respondent 7 

Project's characteristics 

Complexity 

Respondent 7 Nature 

Respondent 7 Innovativeness 

Respondent 7 

Project Closure 

User Acceptance Test 

Respondent 7 Go-Live decision 

Respondent 7 Confusion 

Respondent 7 
Risks 

Prioritisation 

Respondent 7 Forecast 
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Respondent 7 Test strategy 

Respondent 7 Mitigation actions 

Respondent 7 Plan 

Respondent 7 Lessons Learnt Scalability 

Respondent 7 Project Management 
Approach Agile 

Respondent 7 Project Closure Communication tools 

Respondent 7 

Changes 

Delays 

Respondent 7 Risk 

Respondent 7 Cost 

Respondent 7 Need for flexibility 

Respondent 7 Perception 

Respondent 7 Prioritisation 

Respondent 7 

Agile 

Involvement of stakeholders 

Respondent 7 Frequency in releases 

Respondent 7 Parallelise activities  

Respondent 7 Constraints 
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