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Abstract 

The advantages of adopting a new software system for Supply Chain Management 

(SCM) enable the organization to enhance work efficiency as well as customer 

satisfaction in the supply chain network. These advantages make enterprises update 

their SCM system through project as a method of realize their strategic change. This 

research explores how the project manager leads the project team, a temporarily 

formed unit with multi-functional members, by looking into three focus concepts of 

the practice perspective: Practitioner, Praxis, and Practices. The empirical study 

utilized two projects in the electronics firms as the case study. It was decided that a 

qualitative approach was the most appropriate method to gather the data based on the 

practice perspective. 

 

The findings of this thesis support this primacy of communication.  To successfully 

execute the short duration project for system change, intra-organizational 

communication has an important part to play in the success of change initiatives. 

Analysis revealed that the project managers’ soft skills are more important than their 

knowledge of using project-specific tools or techniques in managing short-duration 

projects. The requirements of all project practitioners were not met due to tight 

schedule and limited resource. However, the project objectives were still achieved on 

time. Some key success factors were identified, such as top management commitment 

to the project, correct prioritization of different stakeholders’ power, and involvement 

of employees as early as possible within the change process. The study concludes that 

the three focus concepts of the practice perspective interplay during the project 

process and they contribute to the general framework in the short duration project for 

realizing strategic change, which can be a reference for industry participants in 

managing similar projects.   
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Chapter 1 Research Background 

 

1.1 Introduction 

 

Advanced system has been considered as a major driver which influences Supply 

Chain Management (SCM). Updating information and communication technologies 

for organizational supply chain can help enable the implementation of modern supply 

management concepts. In the midst of accelerating competition and professional 

specialization, manufacturing companies need to closely collaborate with their 

suppliers, customers, distributors and so on. Meanwhile, the electronics industry faced 

with simultaneously reducing costs and improving customer services tends to rely on 

a more advanced SCM software system as part of their organizational strategies. 

Therefore, nowadays, running an updated system project is commonly needed in the 

electronics industry. However, system establishment is more than introducing a new 

software tool to the organizational staff. A new system or information technology 

identifies the ways in which departments and employees work together. In other 

words, how the organizational staff reacts to this system change is the question at 

issue.   

 

From the practice perspective, the project context is the outcome of a series of 

underlying activities over time. Project managers must continually examine their 

project activities and pay attention to every activity’s influence during the process of 

setting up a new system. Especially, supply chain is a continuous process as well as an 

integrated network within the organization. A new software system along with changes 

of operating mode should be accepted by organizational staff since it needs a superior 

flow of information. Therefore, the project mangers play an important role in this 

transition stage. Their formal or informal actions might significantly influence the 

reactions of other stakeholders or participants within the project.     
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1.2 Problem 

 

A new system for Supply Chain Management is like restructuring a business process.   

The most significant issue for successfully implementing SCM system is not just the 

choice of software but the involvement of people. Their shared understanding and 

their contribution to the project is the key to the successful utilization of a more 

advanced system for supply chain management. However, many companies underrate 

or underfund this essential task. They may spend most project cost on hardware and 

software while using the remaining little cost for preparing the organizational staff for 

the new system. In fact, to successfully execute the change project like this rests with 

the role of project manager. The system project in supply chain involves how to 

integrate the company’s human resource, to implement the strategic change through 

the project and to deliver advantages of the system.  

 

Dvir and Lechler (2004) claimed that “plans are nothing, changing plans are 

everything.” Since project team is a temporarily formed unit which members come 

from different functional department or background, their expectations to the project 

tend to conflict. Thus, project plan may be changed or delayed. It is worth considering 

that, in practice, how the project manager leads the organizational staff toward the 

project objective during the system transition process. The practice perspective would 

also imply that the practice of managing change has a significant influence on the 

success of the project (Hällgren and Wilson, 2008a). 
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1.3 Objective 

This research is aimed to investigate how the system project for Supply Chain 

Management (SCM) is executed in the electronics firms, from the practice perspective. 

Some specific research objectives that help to define this study are:  

� To examine the project management activities in relation to the implementation 

of SCM system in the selected organisations 

� To explore how the concepts of a practice perspective impact on system change  

� To investigate how to apply the practice concept to smooth running of a change 

project such as a software system establishment for SCM 

� To examine the importance of practice perspective that can be encouraged during 

the project process, particular for the project manager in managing short duration 

projects 

� To contribute to the empirical interpretation of the practice perspective that can 

further the development of Practice as Practice field   

 

1.4 Research Question 

Based on the research objective and background as well as the need to take forward 

Project as Practice topics, a broad and general research question is identified: 

 

How do project managers contribute to the project execution of system change in 

practice? 

A comparative study of SCM software system projects in the Electronics firms. 

  

Interview questions about the SCM system project in the electronics firms were 

conducted following the tree focus concepts of the practice perspective: 

1. Identify the role of key Practitioner (project manager, sponsor, worker) involved 

in the system project 

2. Investigate and analyze the Praxis (project management activities) 

3. Examine the Practices (project management tools and routines) used for the above 

project activities. 
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1.5 Outline of the paper 

 

After the introduction chapter, the relevant literature and previous studies for this 

research topic are presented. The resources for literature review of this study came 

from the academic books, journal articles, academic papers, and practitioners’ internet 

sources. The focuses in the literature review pertains to the subject being studied- the 

concepts of Practice perspective and the system project for Supply Chain 

Management (SCM). This chapter is aimed at forming an in-depth picture of the 

relevant field of this research. Then, the following is the research methodology for 

this study. Next chapter consists of the empirical study, based on interviews with key 

project participants involved in the system project as well as in supply chain 

management field within the selected companies. In the final chapter, the finding and 

conclusion are presented and analysed.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Chapter 2 Literature Review

 

2.1 Introduction 

This literature review will introduce the key areas that would be covered in this 

research. Based on the background of Project

in the practice study, the researcher 

research in order to describe the practice perspective. 

of Strategy-as-Practice theory, and then go deeper into the

Practice perspective: Practitioner, Praxis and Practices

perspective can be applied 

Especially, three key elements in project

extend this study beyond the common understanding of projects 

projects. Dai and Wells (2004)

instruments for change and devel

Institute (2004) also clearly 

“unique products, services, or results” and “progressive elaboration”

strategic planning but differentiate from operational work by their objectives.

 

Following by, supply chain manage

will be introduced. Especially, 

perspective to investigate the

the organizational supply chain

in Figure 1 to illustrate how the 

of system project.  

Figure 1: The logical structure of this 

Practioner

PraxisPractices
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Literature Review 

This literature review will introduce the key areas that would be covered in this 

Based on the background of Project-as-Practice and the amount of 

the researcher initially builds this chapter on Strategy

research in order to describe the practice perspective. It will start with an introduction 

Practice theory, and then go deeper into the key elements of 

: Practitioner, Praxis and Practices. However, how the practice 

perspective can be applied in the project management context will be explain

key elements in project context will be further discussed in order to 

extend this study beyond the common understanding of projects into activities within 

Dai and Wells (2004) pointed out that “projects have become important 

instruments for change and development in organisations”. Project Management 

(2004) also clearly stated the three characteristics of projects are “temporary”, 

“unique products, services, or results” and “progressive elaboration”,

strategic planning but differentiate from operational work by their objectives.

Following by, supply chain management will be defined and SCM software 

Especially, the system project will be discussed from th

to investigate the activities involved in the project at various levels within 

al supply chain. The logical flow of the literature review is

how the practice concept will be applied to the implementation 

 

logical structure of this chapter 

Project as 

Practice 

SCM 

System Project

 

This literature review will introduce the key areas that would be covered in this 

amount of literatures 

Strategy-as-Practice 

ith an introduction 

key elements of the 

However, how the practice 

t will be explained. 

discussed in order to 

into activities within 

out that “projects have become important 

Project Management 

the three characteristics of projects are “temporary”, 

, which support 

strategic planning but differentiate from operational work by their objectives.  

software system 

from this practice 

at various levels within 

The logical flow of the literature review is presented 

the implementation 

SCM Software  

System Project 
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2.2 Understanding of Strategy as Practice 

 

Since the management theories for management practice is well explored in the 

strategy management field. The literature of strategy-as-practice is relatively 

sufficient and mature. However, the project theory is still an immature field of 

research, especially “when it comes to understanding what is really going on in 

projects” (Blomquist et al. , 2006). Additionally, projects are often used by companies 

as a tool or a vehicle for implementing their strategies. Therefore, the literature review 

of this paper starts with the discussion of Strategy-as-Practice, which is relevant to a 

solid understanding of Project-as-Practice. In the realm of strategic management, the 

definition of the strategy claimed by Mintzberg et al (1998) is not as simple and 

straightforward. They have coined a framework of five P’s namely – plan, pattern, 

position, perspective & ploy to highlight a situational based definition. Generally, 

researchers used to consider strategy as something that organization have. Nowadays, 

strategy researchers have significantly shifted their focus towards strategy as 

something that people do. (Johnson et al., 2003; Whittington, 2006). Against the 

backdrop of varied number of definitions forwarded by Mintzberg et al (1998) for the 

term “strategy”, Strategy-as-Practice scholars define strategy as an activity, rather 

than a property of the organization.  

 

From the practice perspective, the Strategy-as-Practice approach significantly 

emphasized practitioners and their engagement in practices and contexts. Based on 

sociological theory and psychological traditions, researchers have explored more 

closely the day-to-day practice of managers in strategy, and developed a 

comprehensive understanding of the activities and tools involved ( Johnson et al 

2008). However, strategizing process is complex, dynamic in nature, and embedded in 

different contexts. Similarly, Mintzberg (2002) claimed that “strategies can form 

implicitly as well as be formulated explicitly.” 

  

To examine what gets done inside the strategizing process, Whittington (2006) 

advocated a more integrated framework for current strategy research. The framework 
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consists of the praxis (actions in doing strategy), practices (tools and concepts for 

making strategy) and practitioners (people doing strategy). The figure depicted below 

gives a brief insight into how this framework connects everyday activities of strategy 

practitioners to the broader field of institutionalized strategy practices. Whittington 

(2006) stated the dynamic correlation between the three key constituents of 

strategy-as-practice concept, and accordingly explains the interrelationship between 

the macro and the micro interactions that cross intra and extra-organizational 

boundaries. To be more specific by the words of Fenton C. and Langley A. (2008), 

Whittington’s model (2006) illustrates that a practice perspective on strategy should 

consider how strategy “practitioners” capitalize on institutionalized strategic 

“practices”, such as strategy tools at organizational levels, in distinctive ways during 

their strategy “praxis”, such as meetings or any specific activities.  

 

 

Figure 2:  

The Correlation between Practitioners, Practices, and Praxis in Strategy-as-Practice    

(Source: Fenton C. and Langley A. 2008)  

 

2.3 Practitioner 

 

In the practice-based research, several authors address different practitioner issues in 

the pursuit of more effective strategy planning and implementation. Johnson et al 

(2008) emphasize the issue that how middle managers can enhance their influence in 

strategy making. On the other hand, Whittington (2006) stresses the topic that what 
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kinds of practitioners are most important in transferring and creating strategy 

practices; and, then, how people become competent and powerful strategy 

practitioners. Traditionally, the general view regards strategist as a planner or as a 

visionary. However, strategy is often emergent-developed, involving various types of 

people in the process of strategy making. Furthermore, Mintzberg (1994) discusses 

that many strategies are created “through messy processes of informal learning that 

must necessarily be carried out by people at various levels who are deeply involved 

with the specific issues at hand.” Therefore, the key practitioners should include a 

variety of potential players, from top directors and consultant to middle managers 

(Johnson et al., 2008). Besides, Whittington (2006) clearly states that the actors of 

strategy are not only members of organizations, but also part of social groups, such as 

consultants and regulators, who should be considered in the strategizing process with 

the objective of going far beyond the organization.   

 

Based on the nature of strategy process, Ericson et al (2001) emphasized five themes 

about the role of the practitioners in the strategy formulation process. The problems of 

these themes can be amended by means of the practice approach. First, the certain 

restrictions within the organization often influence the practitioner’s possibilities of 

acting. The strategists have a quite different role in the bureaucratic structure from 

that in a simple structure characterized by a relatively low degree of hierarchy. Second, 

the strategist is treated as synonymous with the top management of the organization, 

such as CEO, director and top leaders. Third, strategists are “symbolic and 

inspirational.” They are seen as motivators who animate the organization with high 

spirits. Fourth, strategist’s way of thinking is stable over long periods of time. 

Therefore, the research within the socio-cognitive perspective shows that the radical 

change must be preceded by a change in top management. Last one is interconnected 

to the forth theme, strategists are rational within some boundaries. The strategists’ 

cognitive structures are stable and they are intentionally logical within these structures. 

From the practice perspective, the various practitioners should be considered in the 

strategizing process, therefore enhancing the practitioners’ function and mitigating the 

problem of the organizational structure.  
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In this paper, the issues about practitioners based on the practice perspective research 

will be examined to give an objective evaluation of practitioners’ roles in project 

management context. The purpose of this part in this research is to identify the role of 

practitioners in the system project process. Accordingly, the above issues forwarded 

by the practice researchers can be answered to some extent in the project management 

field. Various project actors are considered in this paper – mainly project manager, but 

also top executive directors, supply chain planners, middle managers, etc. The project 

manager is a professional in managing and controlling project, with the responsibility 

of the planning, execution, and closing of the project. The project manager is also the 

person accountable for accomplishing the stated project objectives. Except for project 

manager, the project teams comprise team members from different departments or 

different levels of position, performing different tasks; therefore different 

consideration and interaction are required at every level. 

 

Additionally, another central concept of Profession in Project-as-Practice research is 

taken into account and combined with Practitioner in this paper. Profession in project 

context refers to “the institutional collective identity which belongs to project 

manager regardless of organization” (Hällgren and Wilson, 2008a). 

 

2.4 Praxis 

 

Strategy-as-practice perspective is particularly associated with strategy as activity in 

the organization. According to Johnson et al (2003), strategizing is basically “an 

activity-based view of strategy that focuses on the detailed processes and practices 

which constitute the day-to-day activities of organizational life and which relate to 

strategic outcomes”. The focus here should be how influential strategy practices are 

produced (Whittington, 2006). Strategizing activities are created through the 

integration of the three key elements of the strategy-as-practice approach, 

practitioners, practices, and praxis (Figure 3). 
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Figure 3: Strategizing as the nexus of praxis, practices, and practitioners 

(Jarzabkowski, Balogun and Seidl, 2007)  

 

Additionally, how do standard practices actually impact upon strategy activity 

(Johnson et al., 2003; Whittington, 2006)? Organizations have strategic planning 

process, decision process, and change process and thus strategy is considered as a 

property of the organization (Johnson et al., 2007). However, based on the acts of 

strategizing, strategy is an activity rather than commodity. The episode concept is 

adopted by researchers to give a boundary for praxis (e.g. Hendry and Seidl, 2003; 

Maitlis and Lawrence, 2003). There are always an ongoing interaction between 

practitioners and a correlative relationship in practice, before the strategy praxis 

episode eventually take places (Hendry and Seidl, 2003). The praxis episodes are 

connected in the strategizing process across the different actors within the 

organization via communicating the strategy.  

 

Relating the interaction among practitioners to the change process, Regnér (2008) 

explains how the practice approach can complement the work on the dynamic 

capability, therefore bridging the connection between individual-level or group-level 

activities and organizational-level assets. In the midst of accelerating competition, 

organizations now place more emphasis on strategic change management and 

dynamic capability. However, the toughest challenge for an organization is that most 
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employees resist to changes, especially in the large organizations. The practice 

perspective promoted by the activity-based studies (e.g. Whittington, 1996; 

Whittington et al, 2006) appears to be an effective way to mitigate this problem and 

facilitate the incremental change. The practice approach provides a straightforward 

channel in rallying every organizational participant, because it takes into account 

practitioners and their engagement in practices and socio-culturally contexts (Regnér, 

2008). This approach has the mastery to analyze not only the abilities of top managers 

for strategic change, but those of diverse stakeholders, including internal and external 

actors and groups.  

 

Mintzberg (1994) explains the reason why plans strategy is mainly for coordination, 

to assure all the employees with the organization pulls in the same direction. Strategic 

management underlines the importance of strategy in action, which ensures the chose 

strategies are actually carried out. (Johnson et al, 2008). A recent survey conducted by 

McKinsey Quarterly (2007) shows that many companies focus on the data-gathering 

and packaging elements of strategic planning during the expensive and 

time-consuming strategizing process. Many organizational practitioners are frustrated 

by the plan’s lack of impact on either their own actions or the direction of the 

company due to the ignorance of the crucial interactive components. Following this 

problem, project is treated as an appropriate strategy tool to manage organizational 

change (Kloppenborg & Opfer, 2002). Association for Project Management's (2006) 

explained that since the nature of projects are unique, they “bring about change” and 

that project management is the “the most efficient way of managing such change”. 

Hence, the interaction between different staffs in the project is essential to effective 

implementation of strategic change. Focus on project in action is the key to successful 

organizational change through projects.   

 

2.5 Practices 

Whittington (2006) stated that ‘practices’ refer to “the shared routines of behaviors, 

including traditions, norms and procedures for thinking, acting and using ‘things’, this 

last in the broadest sense.” Simply put, practices are the rules of people’s actions that 
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are taken for granted. As compared to praxis, ’Practices’ means shared routines for 

doing things while ’praxis’ means the actual actions, what people do in practice. 

Practices are the organizational staff’s behaviors that have become institutionalized 

within the organization, which might contain a degree of rigidity and stability (Fenton 

C. and Langley A., 2008). Praxis is context-specific, which takes place in episodes. 

This is the difference between practices and praxis, even though practices may change 

in their specific performance.   

 

In the words of PMBOK (2004), a project is a temporary and unique endeavor 

undertaken to generate a product or service within defined time, cost and scope. 

Following by this, project management emphasizes applying the organization’s 

resources, including knowledge, tools and skill, to the project activities. Project 

practice is associated with the mechanics of project planning and managing systems, 

while project manager is particularly concerned with managing all individual 

activities executed by different practitioners in a coordinated way. Project 

management includes the activities of “planning”, “organising”, “controlling” and 

“leading and motivating” within the famous “triple constraint” (PMI, 2004) of scope, 

time and cost; plus quality. Therefore, when it comes to project management, 

essentially, there are two categories of practices, internal, those unique and specific 

practices based on organizational framework or routines; and external, “those formal 

rules, laws, project modules or bodies of knowledge that describe how project 

manager should work” (Nilsson, 2008). In this regard, external practices, such as 

Project Management Body of Knowledge, are the standard basis for qualifying project 

managers. In other words, it infers that all projects are similar or the practices decided 

upon are the laws for managing projects (Nilsson, 2008). However, the practice 

perspective emphasizes doing project as actual activity at the individual level. 

Therefore, the project-as-practice research therefore differs from other project 

management literature. External practices also refer to the project-specific tools or 

techniques (refer appendix C). Besner and Hobbs (2004) investigated the use of 

project tools and the variations among different contexts and project types. Their 

research identified a significant variability in project management practice.      
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2.6 Summary of Project-as-Practice 

This section will address how the Project-as-Practice researchers develop project 

management knowledge based on the practice perspective. Applying the practice 

perspective to the project context implies that the actions of practitioners are seriously 

taken into consideration. It means that a project is considered as “something people do 

rather than a structure” (Hällgren and Wilson, 2008b). The practice perspective seeks 

the detailed practices and processes which form the day-to-day activities in the project 

(Johnson et al., 2003). Meanwhile, it gives a further insight into project management 

that the activities within projects and project work should be addressed and 

emphasized (Hällgren and Wilson, 2008b; Whittington, 2005). Project as an activity 

that relates the project outcome is worth considering in the execution process. The 

various actors participate in the project and simultaneously shape the project 

execution. Based on the three concepts of the practice perspective, the understanding 

of project-as-practice can be summarized by the study of Nilsson (2008).   

 

 

 

Figure 4: The three concepts of the practice perspective in project management.  

(Source: Nilsson, 2008)  
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2.7 Definition of Supply Chain Management 

Traditionally, production planning, purchasing, manufacturing, distribution, and 

marketing tended to operate independently along the supply chain. Each functional 

activity had its own set of objectives, which might create conflicts. Supply chain 

management has evolved as a strategy to coordinate activities of these independent 

functions, and create a single, integrated plan for the entire organization. In the early 

1990s, the phrase “supply chain management (SCM)” came into common use. 

However, there is still no universally agreed definition of Supply Chain Management 

(Lysons and Farrington, 2006). Many researchers consider strategic decision-making 

and systems integration a differentiating virtue of supply chains.  

 

Several definitions of supply chain management have been presented in the literature 

and in practice. Mentzer et al (2001) summarized a number of representative 

definitions (see Table 1), and classified into three categories: “a management 

philosophy”, “implementation of a management philosophy”, and “a set of 

management processes.” Regarding SCM as a management philosophy, they claimed 

that SCM is an integrative philosophy which directs supply chain staff to emphasize 

creating innovative solutions for delivering specialized sources of customer value. 

Based on the previous study, they further stressed that SCM has a characteristic of “a 

strategic orientation toward cooperative efforts to synchronize and converge intra-firm 

and inter-firm operational and strategic capabilities into a unified whole.” Besides, 

concerning “SCM as a set of activities to implement a management philosophy,” they 

researched the various activities required for successful SCM philosophy 

implementation. They are: integrated behavior, mutually sharing information, 

mutually sharing risks and rewards, cooperation, the same focus on serving customers, 

integration of processes, and partners to build and maintain long-term relationship.  
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Table 1: Definitions of Supply Chain Management (SCM)  

(Source: Mentzer et al , 2001)  
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2.7 Software System for Supply Chain Management   

The manufacturing and distribution industries have placed much emphasis on supply 

chain management to reduce inventory cost, enhance customer satisfaction and 

increase company competitiveness. Stevens (1989) defined a supply chain as “a 

connected series of activities that is concerned with planning, coordinating and 

controlling materials, parts, and finished goods from supplier to customer.”  It is 

basically concerned with two distinct flows through the organization: material and 

information. To smooth both flows, companies use a variety of software packages as 

quick access to appropriate product information, and update production status. 

Meanwhile, the software system can help calculating and optimizing production 

scheduling to copy with the fast changing market. Marien (2000) claimed that 

technology, such as an effective system, is one of the key enablers for successful 

SCM. Lysons and Farrington (2006) further explained that software, as the SCM 

enabler, can meet the supply chain requirements for “connectivity, integration, 

visibility and responsiveness”. Moreover, in terms of integrated behavior, mutually 

shared information is necessary for supply chain member to effectively carry out 

SCM philosophy, especially for planning and monitor process (Cooper et al. 1997). 

The figure depicted below gives a brief insight into supply chain software 

applications.  

 

 

 

Planning Application                             Execution Application   

� ERP (enterprise resource management)               

� SCP (supply chain planning) 

� APS (advanced planning and sceduling) 

 

 

(Source: Lysons and Farrington, 2006) 

 

 

� OMS (order management system) 

� MPC (manufacturing and production 

control) 

� WMS (warehouse management 

systems) 

� TMS (transport management systems) 

Supply Cain Software Application 
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2.9 Conclusion/ Knowledge Gap 

Strategic management is a dynamic process, which triggers a lot of changes for the 

organization to maintain its competitive advantage. Projects are made for the pursuit 

of completion of corporate strategy and required changes. Using projects to realize 

business goals is getting more popular in the organizations (Crawford, 2005). The 

practice-based research is aimed at enhancing the organization’s awareness to 

comprehensively consider people performing activities and train more skilled 

practitioners to cope with the real complexities and emergent consequences of 

organizational life (Johnson et al 2008). However, even if the practice perspective 

receives more and more awareness that people’s performing activities are essential to 

effective project implementation, little is known of the way that such activities are 

constructed in practice or the purposes that they serve for those participating in them 

(Spee, A.P. and Jarzabkowski, P., 2008). Practitioners and their routine behaviors 

related to the project need to be taken seriously in the project process in order to 

maximize the contributions of project practitioner to the project objective. 

 

Nowadays, organizations make progress in their ability to get things done through 

projects (Englund and Müller, 2004). The software system upgrade for SCM is one 

example of this kind of project. By means of practice perspective, this study is aimed 

to explore how project manager interact with other participants in the day-to-day 

activities during the execution of SCM system project. On the other hand, this study 

will consequently examine the connection between the actions of project practitioners 

and project performance via the empirical study about SCM system project in the 

electronics firms. Project is actually one way of realizing a company’s strategy, and 

this study can be considered as a practice-based study of project manager’s role in the 

SCM field.      
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Chapter 3  Research Methodology 

 

3.1 Research Philosophy and Strategy 

 

The purpose of this study is to answer how project managers contribute to the project 

execution of system change in practice. Concerning the research philosophy, 

epistemological issues and assumptions affect how the business research is conducted. 

Bryman and Bell (2003, p. 13) explained that ‘an epistemological issue concerns the 

question of what is (or should be) regarded as acceptable knowledge in a discipline’. 

Furthermore, epistemological considerations contain two philosophical stances: 

positivism and interpretivism. Interpretivism advocates the understanding of human 

behaviors (Bryman and Bell, 2007). It stresses individual’s perception about the 

phenomenon or reality. Due to the nature of this research, interpretivism is adopted in 

order to understand practitioners’ day-to-day activities and to interpret their actions. 

Individual actions have significant influence on strategizing process and tool usage 

during the system project implementation.    

  

The research strategy adopted in this study is the qualitative approach, which focuses 

understanding the inherent pattern rather than imposing preconceived ideas on the data 

(Bryman & Bell, 2007). As the individual has different focus and unique opinions in 

dealing with the complexity of project process, a qualitative method of research was 

carried out due to the nature of the research question. Qualitative research is aimed to 

interpret the practitioners’ experience of the research context rather than quantifying 

their response to the experience (Denzin & Lincoln, 2005). In other words, qualitative 

research is more interpretive in nature.  

 

3.2 Research Design  

 

Research design is something used to answer the research question, rather than 

something isolated in the research (Rugg and Petre, 2007). Different research 
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questions require different research designs and the research direction is the 

prerequisite before moving into the details of research design. As mentioned earlier, a 

very significant part of this research is to further the very few of empirical studies in 

system project for supply chain management from the practice perspective. Bryman 

and Bell (2007) proposed several research designs, while the comparative design was 

chosen for the purpose of this research. Moreover, it is better to compare case with 

two or more contrasting ones, due to the logic of comparison in this design. Therefore, 

two short duration projects in the electronics companies were selected to conduct the 

proposed research in the empirical study. The advantage of this kind of multiple-case 

study is that it helps with theory building through containing at least two 

organizations for comparison (Bryman and Bell, 2007). 

 

In the proposed research, the two cases represent adopting new system due to 

different needs in the electronics companies. Therefore, by means of this research 

design, the findings that are common to two projects are important and interesting. 

However, those different factors deserve to be noted as well (Bryman and Bell, 2007). 

Additionally, Dyer and Wilkins (1991) warned that researchers should not be too 

concentrated on making comparisons. According to Yin (1994), there are three types 

of case studies: descriptive, explorative and explanatory (see Figure 5). Based on the 

research objective, a more open-ended and exploratory approach is carefully taken 

into consideration in the research design.  

 

 

Figure 5: Types of case study methodology (Source: Yin, 1994) 
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3.3 Data Collection  

 

As for data collection method, the semi-structured interviews were conducted in order 

to accomplish this research. The semi-structured interview contains the predetermined 

questions and topics while leaving some room for going deeper into interesting topics 

(Rugg and Petre, 2007). The interview questions of this research were structured 

around the literature. Then, the findings were framed within that same structure (Rugg 

and Petre, 2007). This ensured that the interviewer was free to explore more deeply 

the respondents’ individual perspectives if they arise, but also enabled the assessment 

of the practice perspective in project context to be fully examined. 

 

Bryman and Bell (2007) stated that semi-structured interview “refers to a context in 

which the interviewer has a series of questions that are in the general form of an 

interview schedule but is able to vary the sequence of questions”. The semi-structured 

interview allows the researcher to ask further questions responding to the significance 

of interviewees’ replies (Bryan and Bell, 2003:213). Additionally, this research is 

aimed at linking theory and practice, so it involves more variables, which cannot 

defined precisely in advance. By means of semi-structured interview, the researcher 

can vary the sequence of the questions, make adjustments of the questions, and go 

further into the key issues. In this research, the interview was basically structured 

according to the practice perspective and its three key elements (Appendix 1). 

 

3.4 Sample Selection/ Participants 

 

This study aims to investigate the practical application of practice three key elements 

along the project process by case study. These two companies under survey have 

various positions within their SCM/Logistics departments. Selecting participants by 

random samples are not suitable for case studies, due to their bounded nature. 

Therefore, a snowball sampling approach was adopted to decide the most suitable 

interviewees for this research objective. The researcher contacted the project manager 

by telephone to outline the research, asked him who can be the representative for 
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various stakeholders in the project. Then, the researcher contacted with people 

suggested by the project manager to confirm if they were agreeable to the proposal 

and prepared to be interviewed.    

 

The participants are chosen from a range of job functions. A sample of six 

respondents was interviewed to ensure that different levels of these companies, from 

top management to junior employees, were appropriately represented. Respondents 

for the interview included the project managers for new system establishment and the 

key players in SCM within these two electronic firms. All of them were highly 

involved in the new system project since they all have been clearly delegated for 

running the new system. The interviewees’ background as depicted below can give a 

general idea of their involvement and importance to the projects. The interview was 

conducted by phone in six different sessions, lasting approximately 30 minutes with 

each respondent. 

 

Respondent  Position of Respondent  Role in the project 

  
 

  

A IT Manager  Project manager 

B Senior Manager (Department Head) Project sponsor 

C Planner Key user 

D Vice President Project Sponsor 

E Manager  Change management coordinator 

F Planner Key user 

Table 2: Interview respondent background    

 

3.5 Research Validity and Reliability  

 

The focus in the paper is not to completely erase validity and reliability due to the 

nature of qualitative interview. Rather, the effects of these threats to validity and 

reliability can be attenuated by attention to validity and reliability throughout the 

research process (Cohen et al., 2000).  As this project is an evaluation of the 
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execution of a soft system project, thus not dealing with any personal information and 

personal feelings, it is not envisaged that there is any significant conflict of interest 

issues. The focus is to accurately describe the phenomena in the research findings to 

ensure internal validity. On the other hand, the external validity is associated with 

generalizability, the degree to which the findings can be generalized to the wider 

situations (Cohen et al., 2000). In this regard, although similar responses to some 

certain questions were discovered in the interviews and objectively presented in the 

discussion chapter, the proposed suggestions cannot be generalized to similar SCM 

system project in the electronic firms. Besides, reliability in qualitative research can 

be considered as a fit between the record data and the actual occurrence. Taking this 

into account in interviews, one way of controlling reliability is to have a highly 

structured interview. However, this is not suitable for this proposed research objective. 

The attempt to validity and reliability was made by carefully paying attention to data 

acquisition process and interpretation afterwards. 

 

3.6 Research methodology limitations 

 

Limitations of research methodology are associated with research strategy, data 

collection method and data analysis. The bias of the research findings are mainly 

related the qualitative research method. The validity of this qualitative research cannot 

be absolutely measured (Cohen et al., 2000). Therefore, the multiple-case study 

approach is adopted to improve the validity of this research. This study examined the 

practitioners’ interaction within a SCM system project at each company. This has 

limitations in that it is arguable how it can be generalised to organizational 

practitioners’ interaction as a whole. This empirical study based on semi-structured 

interviews is only of two companies, so it is difficult to generalise from this study 

about other organisations. Given the time limit, the sample sizes for each company are 

small, so there could be issues about whether it is representative of the whole 

organization. 
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Another limitation of the bounded nature of this study is that the selected projects 

were led by the same project manager rather than by two different project managers. 

The same project leader may have certain subjective viewpoints, which inevitably 

resulted in bias. Therefore, it is absolutely difficult to determine whether the findings 

can be generalised to make assumptions about other companies or even other projects 

within these companies in the future. However, on the other hand, there are some 

benefits related to the same leader in these two cases. The project manager can give a 

comparative review based on relatively identical standard, which is important to 

evaluate the project performance. This limitation was taken into account and 

minimised by several interviews for each project. The responses from the same 

project manager was not harmful to attempt to answer the research questions posed, 

but in hindsight the findings would have been richer if more project practitioners 

involved in the projects had been interviewed. Thus, the bias of single project 

manager would be further minimised.   

 

Except for the concerns of validity and reliability discussed in last section, there are 

some ethical considerations to be taken into account with this study. A brief 

introduction of this study and an outline of the purpose for which the information was 

being gathered were undertaken before the tape-recorded interview. However, because 

the study involved participants giving some personal information and subjective 

opinions on project review, one of the ethical considerations was preserving the 

confidentiality and privacy of the participants. Before the interview was carried out, 

the interviewee was assured about the confidentiality in the process. It was clearly 

explained that the interview recordings are simply for better support for the data 

analysis. The interviewees were clearly aware of the research purpose and willing to 

give their true opinions on their project performing activities.    
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Chapter 4 Research Findings  

This chapter will present the findings obtained from the interviews with project 

management practitioners in the selected two organizations. The interview questions 

were designed in correlation with the research objective (refer appendix A). Therefore, 

each result is directly related to one of the key concepts of the practice perspective. In 

addition, based on the comparative design, the findings from the investigation of two 

projects are presented separately but under the same headings, which are also closely 

related to in the content in Literature Review chapter. A brief organization 

introduction as well as project background is described in the beginning of each 

section to give a general idea about the survey objective. 

 

4.1 Project P (The new subsidiary company) 

4.1.1 Organization and Project Background  

Company P was the former Philips Electronics Industries (Taiwan) Ltd. In 2005, 

another large electronics enterprise merged with the Multimedia Display Business 

Unit of Philips, because these two firms aimed to create a strategic partnership in PC 

monitor and Flat TV segments. Thus, Company P becomes the manufacturer of 

Philips brand products, which forms a close supplier and client relationship. Philips is 

the key client for Company P, accounting for 80% sales in 2006 and 70% sales in 

2007. Both companies agreed to a good collaboration in their supply chain network.  

 

The department of SCM at Company P used to adopt i2 system for production 

scheduling and resource planning. Due to the organizational changes caused by the 

merger, the available budget for SCM was getting less and less and the integration 

with Philips worldwide logistics channel was not necessary anymore. Therefore, 

Company P decided to phase out i2 system due to budget limit and cost concern. 

Instead, Company P ran a six-month project to set up a new in-house development 

system for its supply chain. The new system is based on Available Planning and 

Scheduling (APS) concepts (refer to appendix B). It can help users forecast demand 
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with the help of sophisticated modeling and statistical techniques. The primary 

objective of this project is set to plan and complete a new software system on time 

and on budget. This system also serves as an interface between its SCM department 

and OEM customers, especially Philips. The figure depicted below illustrates the role 

of Company P in the wide supply chain of this electronics enterprise group.  
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Figure 6: Supply Chain overview of Company P and Company T  

 

4.1.2 Practitioner 

Respondent A is the IT manager in SCM, taking responsibility for building up the 

new software system as the project manager. He has more than ten years work 

experience in this organization, and has the best knowledge of SCM software system. 

He also has the unvierally acknowledged certificate in SCM, which is CPIM 

(Certificate in Production and Inventory Management). Based on the snowball 

sampling method conducted in Company P and respondents’ statements, this project 

manager is surely regarded as the professional and experience leader for setting up a 
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new SCM software system. Since project is the way to realize the strategic change, 

Respondent A is also the most important and influential person in transferring and 

creating strategy practices (Whittington, 2006).   

 

On the other hand, project activities may involve different people in the planning and 

implemeatation phase. Respondent A mentioned that sales and purchasing persons 

should be involved in the project during the system build-up process. However, in fact 

they did not participate in the project as the project manager wished for. Thus, the 

project lacked the comprehensive consideration for relating SCM to sales and 

purcument aspects. Additionally, Respondent A said that the top management tends to 

govern everything, due to the company culture, just like most of East Asia businesses’ 

culture. Respondent B was the project sponsor as well as the Department Head in 

SCM. Concerning project planning, Respondent B mentioned that he set the project 

objective, such as project closure date, based on the client requirement. Although 

Company P is seperated from Philips, the key client, Philips, strictly asked the new 

system should be completed on time to ensure demand fulfillment. Both Respondent 

A and B stated that the concern from the client side was the priority in managing this 

project. In other words, the client is the key stakeholder in this project, who 

surpervised the project process by frequent check with the project manager as well as 

the top management in Company P. 

      

4.1.3 Praxis/ Project Activities 

Since the key users in Company P were familiar with i2 system, which is an advanced 

APS for SCM. The training and education was not a problem from the top 

management viewpoint. Their project objective is to create a less costly system as 

soon as possible or, at least, on time. However, the main problem for the system 

project in Company P was that the requirements from several key users changed a lot. 

Therefore, to keep the project on schedule was the biggest challenge for the project 

manager. Correspondingly, Respondent C, one of the key users, mentioned that the 

concept for system planning algorithm is fair share, but customers often request a 
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different priority setting. She reported to the project manager but no improvement was 

made in this aspect. In her words about this project review, the project manager kept 

the project on schedule by the trade-off between time and quality. The shortcoming of 

new system was detected in the project implementation stage. However, as mentioned 

before, top management was particularly concerned about the project schedule in 

which the deadline was strictly requested. From the project manager’s viewpoint, the 

pursuit of system improvement from experienced key users turned out an obstacle to 

meeting the project schedule. Accordingly, the key user, such as the Respondent C, 

considered that her commitment to the project was not respected.  

  

To find out how to design the most suitable system, numerous project practitioners 

with varied experiences brought in various requests. The project manager stated that it 

was extremely difficult to reach a shared understanding among different participants 

while following the project objective set by the top management. Additionally, in 

some situations, this company just skipped the evalution process to decide what to do 

in an emerging activity, which means the content of praxis is not sufficient. Moreover, 

an OEM business environment appears to prioritize customer's requirement rather 

than employees’ satisfaction . According to the project manager, the top management 

in this firm often makes a strategic decision very simple, that is following the client 

requirement. Furtermore, the project manager said that “under the time pressure of 

this environment, the leader’s personal decision could be better as compared to way of 

discussing with other relevant actors.” It seems that the most serious problem for this 

project is the variant information for decision making in the change process.  

 

4.1.4 Practices 

Company P used i2 system established by the professional system provider for long. 

The project manager lacked experiences in managing projects and facilitating 

strategic change. Concerning external practices, the project manager did not adopt any 

specific project management tools, such as Gantt chart, Work Breakdown Structure, 

PM software for scheduling or monitoring, and so forth. Instead, he continued his way 

of working in leading people and managing tasks. For example, he tended to 
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frequently report the progress to the department head in informal meetings or daily 

discussion in lieu of submitting progress reports. In addition, he conducted scenario 

planning for developing this software system project. As described before, the 

requirement for this system project changed as the project proceeded. Moreover, since 

this system is in-house developed system, the project manager had the opportunity or 

flexibility to develop a more customized system. Respondent A explained that a more 

customized system is a strategic initiative with Customer Relationship Management 

(CRM) implication. The project manager used scenario planning to foresee some 

possible situations and reported to the top management. However, the top 

management organized only one meeting for rethinking the strategic objective of this 

system project. During the meeting, top management felt time and costs were the 

priority and eliminated the results from scenario planning. To sum up, internal 

practices like routine behaviors in Project P are relatively important, rather than 

external practices, such as project models or PM bodies of knowledge.             

 

4.2 The Project T (The factory) 

 

4.2.1 Organization and Project Background 

Company T belongs to the same enterprise group. This electronics group is a big 

consumer electronics organization, which has several factories and business units 

located in different places. Company T as the biggest factory of this enterprise group 

is a fast growing company, especially rapid growth in its OEM business. All its 

products are customer-oriented, characteristic of a variety of customized products and 

short product life cycle. The function of its supply chain department is to take care of 

customer’s need and overall logistics activities. In 2007, Company T realized the 

existing MRP system for SCM cannot efficiently handle its high volume 

manufacturing. Since Company P has more advance software system, which is APS 

planning tool based on i2 concepts as described in the previous section. The 

relationship of these two companies relationship is briefly illustrated in Figure 5.  In 

the long run, this electronics group aims to align the supply chain systems in all 
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subsidiary companies or factories in order to achieve synergy in supply chain 

management. This project in Company T symbolized its breakthrough in supply chain 

management as part of business strategy. 

 

Company T employs more than 200 hundreds people in managing its supply chain 

and has a wide range of functional teams from sourcing and procurement to 

production planning teams. The potential project practitioners at the factory are 

obviously much more than the staff in Company P. The same IT manager in Project P 

was assigned to manage this system project at the factory. However, Company T had 

limited budget for the system upgrade. Thus, similar to Project P, no consulting firm 

was involved in the Project T. It is obviously more difficult and challenging for the 

project manager to set up the same system in the factory. Especially, the project 

manager basically worked at the office of Company P rater the office at the factory.  

His authority is easier to be exercised in Project P rather project T based his social 

network. Due to top management’s high expectation, the project manager was clearly 

aware that this project must be completed within seven months even though this 

project scope was wider.  

 

4.2.2 Practitioner/ Project Manager 

Since the factory staff had no previous experience in using APS software system, the 

project manager particularly stressed the common understanding of system change 

among all project practitioners. Respondent A clearly pointed out that, in this project, 

he paid more attention about how to manage the coordination between key users and 

relevant practitioner from different department. The project manager is the same with 

that in Project P. Based on the previous experience in managing SCM system project, 

he carefully considered the involvement of all relevant employees in this project and 

formally clarified the authority and responsibility. The project manager provided the 

researcher with the table depicted below to show the key practitioners.    
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Steering 

committee  

Top management 

 (General manager, Division director, Department managers)  

Project Team  

Participants Role On-site Team  Support team  

Team leader         

Process owner for each account         

Key users  

Production planner      

Procurement planner     

Capacity planner     

Change management coordinator         

IT support/ Line capacity        

Table3: Project team member in Project T 

 

The support team consists of the employees from Company P, the subsidiary company 

of the same enterprise group. Most of them are also the key practitioners in Project P.  

The support team from the project manager side can provide training, education and, 

most importantly, customized solutions. In this respect, it appears that the most 

deliverable is to build up an effective communication channel between on-site project 

practitioners with the support team, based on Respondent A and E statement.  

 

4.2.3 Praxis/ Project Activities 

Since Company T did not use any software system before, Respondent D pointed out 

their main activity is SCM staff education and training. Respondent A as the project 

manager stated that successful system implementation should emphasize staff training. 

A project manager should manage to provide training sessions regularly throughout 

the whole project. They considered the budget limit for the organizational 

transformation and executed a phase-based training plan. On the other hand, he borne 

in mind that system utilization is deemed simply one-level activity in the 

manufacturing and control system. Based on the system nature in SCM, the project 

manager trained the staff in the following sequence.  
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1. Communication of strategic change: In the beginning of the project, the project 

manager organized a town meeting to achieve a shared understanding of the 

system change. Town meeting is the monthly regular meeting in Company T. 

Based on Respondent E’s evaluation, employees’ resistance to change could be 

significantly eliminated by preparing them for change.  

 

2. Workshop: The project manager must ensure that the system vendor provides 

sufficient education for the staff. Except for the monthly town meeting, more 

frequent workshops or meetings were arranged for all the staff involved in the 

process of system project implementation, including production planner, inventory 

controller, and capacity planners. The staff must be equipped with sufficient 

knowledge to feel confident when performing their jobs.       

 

3. System Simulation: After the education about how the new system functions, the 

simulation training must take place during the weeks prior to implementation. To 

be cost effective, the project manager should be able to identify the key users in 

implementing new system. Thus, via the “train key player” approach, these few 

individuals then train the rest of the staff to minimize the stress on budget while 

developing expert users who tend to claim ownership of the process. 

 

4. Staff Feedback: Staff’s feedback should be addressed by providing correction plan 

or further training to help solve staff’s problems. 

 

4.2.4 Practices   

 

As described in the organization background, Company T has being through fast 

business growth before deciding on the implementation of this system change. When 

Company T expanded its organizational scale and human resource as needed by 

business growth, it faced the problem of lack of integrated planning. Consequently, it 

resulted in the ambiguous delegation and unclear responsibility. According to 



 

Respondent D, the company 

clearly define staff’s responsibility

other words, the top-down delegation

is the traditional procedure. The project practitioners executed this 

with tradition. Whenever needed, they called for the meeting and then delivered the 

meeting conclusion to all involved staff

Figure 7 shows their frequent meeting for each project milestone.  

 

Figure 7: Meeting for project status review

 

Except for the organizational routine like

document and files which 

schedule. Respondent D mentioned that the official report is not required. The 

important thing is that those employees involved in the project are clearly awa

their duties and the project schedule. 

delivered by emails is much easier to communicate the 

project workers with multidisciplin

depicted in Figure 8, the project scope shown in power point file was commonly 

understood by the staff as compared to the document, Scope Statement.  
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, the company therefore stresses the necessity of formal 

responsibility for any strategic change in the organization. 

down delegation is the norm of this company, while the meeting 

is the traditional procedure. The project practitioners executed this 

with tradition. Whenever needed, they called for the meeting and then delivered the 

meeting conclusion to all involved staff by emails. The meeting guideline depicted in 

shows their frequent meeting for each project milestone.    

Meeting for project status review in Project T    

the organizational routine like meetings, other project practi

which clearly define project scope, project milestone, and project 

Respondent D mentioned that the official report is not required. The 

important thing is that those employees involved in the project are clearly awa

their duties and the project schedule. The project manager mentioned that a simple file 

delivered by emails is much easier to communicate the project information to all 

multidisciplinary background due to the project

, the project scope shown in power point file was commonly 

understood by the staff as compared to the document, Scope Statement.  
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 Figure 8: Project scope of Project T   
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Chapter 5 Discussion and Analysis 

This chapter will address the linkage of the research findings with the literature review 

following its similar headings in sequence. The objective of this qualitative study is to 

explore SCM system project performance in practice. These findings will be analyzed 

in the context of the concepts from the practice research literature as well as the 

research objective. Additionally, each section also presents a conclusion of the main 

findings with regards to project-as-practice concepts. The research findings also 

highligt the importance of project practice theory, which is bottom-up conducted 

research (Whittington, 2006). The findings also support the study of Blomqiust et al 

(2006) that “the interplay between practitioners, the episodes they create and the tools 

they use are the basic building blocks that need to be understood and explained.”  

 

5.1 Practitioner/ Project Manager 

 

Based on the literature, the project manager (PM) is the key person to ensure the 

success of project implementation. The attributes of the PM include leadership, 

technical knowledge, management skill and flexibility. In the empirical study, the 

same person took the responsibility of implementing SCM system in two different 

project contexts. The project practices were thus different in many aspects due to the 

project manger’s interaction with different people. This is in line with previous 

research in project-as-practice that people’s interaction and their performing activities 

are all influential factors in the project implementation process. As project practice 

research focuses on the communities of practice and intra-organizational interactions 

(Blomqiust et al., 2006). In other words, the project performance depends on how the 

project manager interacts with other project participants in practice. Additionally, as 

explained in chapter 2, the “profession” which belongs to the project manager also 

affected the way of project execution and consequently the project performance. The 

researcher emphasized how the project manager copes with other stakeholders and 

concluded several key points of managing SCM system project as follows:     
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Soft skill: 

Based on the project nature, this system project may be regarded as an organization 

change project in which internal communication really counts for the project success 

(Collyer, 2000). Based on the data collected in the interviews, soft skills of the key 

players appear to significantly affect the implementation process and change process.   

To be more specific, for instance, the project manager should communicate the 

project objective in simple terms to reduce people’s reluctance to system change 

(Elving, 2005). Thus, project managers’ soft skills, such as leadership and 

communication skills, should be taken into account in managing this system project, 

especially the short duration software system project.     

 

Ability to identify and prioritize stakeholders’ power: 

Only several users are addressed and their influences are not clearly differentiated. 

Lacking thorough consideration of all involved stakeholders will result in potential 

resistance to the project delivery or hamper project progress. Especially, as outlined 

previously in the literature review, SCM new system establishment is deemed the 

integrative project for the company. There are a lot of stakeholders with different 

expectations of the project. They also have different importance, attitude, power, 

influence and interest to the project. It is essential to identify the key stakeholders and 

prioritized their expectations. This is in line with Cheney et al. (2004) suggestion that 

change must be accepted by key stakeholders to ensure the success of the change.  

 

Ability to integrate organization’s learning ability: 

The essential of SCM system implementation is more about reengineering the 

business process than adopting a new software tool. Therefore, the indirect users 

should be addressed as well. In other words, the overall learning ability and dynamic 

capability of the organization should be examined and integrated by the project 

manager to smooth the implementation of new system. 
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5.2. Praxis/ Project Activities 

 

The practice-based view of literature is especially concerned with the empirical study 

of ‘practice’ as a flow of activity (e.g. Johnson et al., 2003). To advance the empirical 

work of project as an organizational activity, the focus of “what is activity” in the 

software system projects is surveyed in detail. In the project context, the praxis means 

the actions of project practitioners in a specific situation. In this empirical study, it 

appears that the actions of the project manager are extremely important since a system 

project for supply chain change tends to be an integrated process with involvement of 

various people. How the project actions influenced and are influenced by what 

occurred around the project manager lead to different project results. Drawn from the 

interview findings, the actions can be grouped into four phases: project planning, 

implementation process, change process and adaptation with communication. Project 

phases could be associated with concept development, feasibility assessment, concept 

evolution, planning, design, product development, testing, implementation, project 

termination and handover (Project Management Institute, 2004). However, in the 

software system project, the budget is limited with tight schedule and relatively 

narrower scope. The project mainly contains planning, implementation, and managing 

changes during the execution process. Thus, the adaptation takes place due to the 

communication and interaction of different project practitioners. 

 

In Project P, the project manager bypassed some key users’ disagreements and 

achieved the project goal of completion on time with the support from top 

management. However, Respondent A mentioned that the project manager should 

help the project participants obtain prompt access to all required information, due to 

the information intensive nature of SCM system project. According to Respondent A 

and F, it is common to hear the complaints from the employee such as “you did not 

tell me”, “I do not understand”, and “where did this come from?” In the second 

project, the top management delegated more flexibility and authority to project 

manager in the project planning phase. Based on the accumulated experience in 
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running similar projects, he helped the project participants obtain prompt access to all 

required information. He tried to establish a shared understanding of the project 

objective by a series of meetings to reduce staff resistance to changes. An effective 

communication of project objective can help the project manager to efficiently 

involve, engage and empower these main actors to better copy with the dynamic 

project conditions. The findings of this research have conformed to the finding from 

literature review that this practice perspective is beneficial to implementing project by 

shifting the focus to ‘doing’ project as practical activities at the individual level. For 

instance, the project manager should substantially facilitates the smooth running of 

project implementation via the concrete skills and practical activities that managers 

execute (Spee and Jarzabkowski, 2008). Elton and Roe (1998) clearly state that 

“Project performance is often less a matter of understanding constraints and more a 

function of personal skills.” Moreover, in practice, many delays in individual projects 

arise from problems at the senior management level, rather than from mistakes made 

by project managers. In these two projects, a powerful guiding coalition was 

assembled with overall support from the highest levels of the organization. Overall, 

the findings in the “praxis” aspect closely reflect the importance of focuses on 

detailed process and day-to-day activities outlined by Johnson et al. (2003) detailed in 

the literature review.   

 

5.3 Practices 

 

Project practices include internal routine behaviors, norms, procedures within the 

organization as well as external project management tools and techniques. The finding 

reveals that the internal practices are much more dominant in these SCM system 

projects than the external practices. The project manager and several respondents felt 

that they can communicate with other relevant worker whenever needed. Thus, the 

project schedule was well under control. The well-known project management 

techniques, such as Gantt chart, WBS, or PERT analysis, were not used in these two 

projects. Besides, specific software was not adopted for planning project schedule, 
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tasks, and resources even though they did have planning, scheduling and monitoring 

for managing projects. These two short duration projects characteristics of tight 

schedule and limited budget were executed with quite few specific project 

management tools listed in the empirical investigation of PM tool usage conducted by 

Besner and Hobbs (2004). A table of these project management tools about their study 

can be found in the appendix. However, it has conformed to their empirical study that 

project size makes the difference in terms of using project management tools.  

 

An interesting feature of these two projects is that the project manager tended to use 

informal method to organize and control project activities. He controlled the project 

progress by oral report or email correspondence rather than progress report or control 

chart. He defined project outputs, scope and requirements in the power point files 

rather than officially-documented report like project charter. Additionally, the project 

manager effectively delegated work to practitioners in the official meetings without 

those formal documents like work authorization. It appears that project information 

were not well-documented in a formal way, especially in Project P, but all respondents 

perceived that this did not affect their understanding of the project update. The 

documented description of all important information, such as the staff’s responsibility or 

project’s deliverables can be found in the email or its attached files. Besides, concerning 

scope and requirement definition, respondents for Project T felt that it was quite 

feasible to just have a power point file that includes a clear definition of project scope, 

project team, project milestone, and project schedule.   

 

Based on these two projects under survey, it shows top management prefer to assign 

someone knowledgeable about SCM rather than project management to manage the 

system change project. Lack of understanding of the project-specific tools and 

techniques, project managers of short duration project tend to use the general 

management tool instead. For example, the KPI (Key Performance Indicators) was 

adopted in these two projects. KPI has been commonly used in these organizations to 

help measure the performance of each department. By using KPI, the project manager 

set measurable indexes to evaluate project performance and objective.  
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In the aspect of project practices, the researcher further surveyed whether project 

workers expect to use something unconventional for doing projects by asking:  

 

Is any other tool you wish to use for the smooth running of the system project or for 

better utilization of the new system?  

 

Three out of six respondents clearly pointed out Business Process Reengineering 

(BPR) should be the requirement or auxiliary to implement a new software system. 

The other three respondents also addressed the issues of strategic change. Strategic 

change in SCM, such as implementing a new system, is drawn from the 

organizational need for maintaining competitive advantage. Strategic change is also 

associated with project governance (Gardiner, 2005). It has been observed that system 

change cannot work well unless they are guided by clear project objective that appeal 

to majority of people in the organization, including direct key users, the assistant 

employees and the executives. Moreover, the changes envisaged by the project 

manger is usually different from that perceived by other project practitioners. The 

communication of project objective serves an effective way in rallying every project 

participant. Otherwise, the coordination cost of change can be enormous (Kotter, 1996, 

p. 70). If project managers fail to get some individuals ready, at least, they get some 

feedback, which can help shape the way of doing projects. Some respondents felt that 

only the whole operation process, such as BPR, can get the root. Except for 

capitalizing on organizational convention or routines, how to use process 

reengineering to drive project success should be considered in the SCM system 

projects. 

 

Although in general the interviewees did not perceive the value of external practices, 

such as project-specific planning tool, the researcher found that the project 

governance and control in terms of project practices somehow corresponds with the 

findings in the literature review. For instance, practitioners’ routines behaviors are 

essential to maximizing their contributions to the project. The pattern composed by 

everyday activities must be examined and seriously considered (Blomquist et al., 
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2006). This focus will also provide information to the project manager for decision 

making in order to achieving the project objective as well as the organizational 

strategic objectives. 
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Chapter 6 Conclusion 

 

6.1 Research Conclusion  

 

This research surveyed the project management practitioners and asked them to 

review their actions in project practice. The purpose of this research is to answer how 

the project manager can facilitate the project implementation of system change in 

practice. Based on the focus of practice perspective, this paper is aimed to explore the 

reasons for what people do in the project rather than how well they perform based on 

project management models or disciplines (Blomqiust, 2006). The aim of this empirical 

study is thus to look into what project practitioners do and how their activities interact 

in the project over time. The research findings are drawn from interviews of two 

electronics firms, which set up the same SCM software system via project, but in 

different projects contexts.  

 

The empirical study reveals preparing staff for system change is a vital part of the 

project process, with poor communication making project target more likely to slip. 

The essential of managing the software system project is mainly about the project 

manager’s activities which influence how employees respond to changes rather than 

the creation of well-structured procedure or plans. Especially, a system change in 

supply chain tends to involve a wide range of staff. The project manager needs to lead 

different practitioners with multidisciplinary background towards the project objective 

under tight schedule. Thus, how to cope with the different stakeholder under time 

pressure is the key to successful project implementation. The common understanding 

of the project objective is necessary to guide the project practitioners through the 

system transition. By means of meetings and workshops, face-to-face communication 

of project deliverable serves as an effective measure in rallying project participants. 

Although the communication of system change has no positive correlation with the 

result of project implementation, however, project managers can get employees more 

comfortable with the changes or shape the project based on their reaction to the 

different operate mode followed by a new system.   
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The findings reveal some variant perspectives from different practitioners on the most 

appropriate way of running projects. Truly, different stakeholders may have 

conflicting expectations of the project outcome. The tough challenge is that project 

managers must effectively solve the conflicts by negotiating with numerous project 

workers. In these two cases, respondents considered the internal project practices like 

meetings are more important or effective than the project-specific tools or techniques. 

Thus, based on the organizational pattern of managing things, the project manager put 

much effort to bond the whole team to move on to project target by communication 

and negotiation. This has conformed to empirical study of Nilsson (2008) that project 

manages spend much time “keeping suggested changes away from the project” in the 

small and short-duration projects Therefore, project managers’ leadership and 

communication skills, are rather important in managing SCM system projects. On top 

of the required soft skills, the ability to identify and prioritize stakeholders’ power is 

crucial to the project performance or outcomes. Due to the consideration of project 

characteristics, scale, degree of urgency, and software applicability, it is not possible 

to take into account all different opinions under tight schedule. Project managers can 

facilitate the project implementation by clarifying key stakeholders’ power and then 

gaining their commitment to the project. Besides, project managers plan and execute 

project activities based on their assessment of the organizational learning ability. The 

system integration may involve a wide range of people and their daily operation in the 

supply chain network. Necessary project activities are organized based on the project 

managers’ assessment of the organizational overall capability and key users’ ability. 

However, project managers need to make adjustments during the project 

implementation, when their evaluation beforehand appears to be incorrect.       

    

In the short duration projects for setting up a new system, the project process mainly 

consists of planning, implementation, managing changes and following by adaptation 

based on communication and interaction of different project practitioners. Project, as 

a goal-directed activity, is shaped by the interactions of various project actors over 

time. Project manager’s ability to shape project cannot occur in isolation. Due to the 

distributed nature of activity and the role of practices in mediating influence around 
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the project activities, other actors also shape the project, especially project sponsor 

and key user knowledgeable about SCM. This research result is in line with the 

practice perspective that the formation process is constituted “through and within an 

ongoing communicative process between different actors at multiple levels” (Spee 

and Jarzabkowski, 2008). Apply this to the project context, an adapted version of the 

praxis-practitioners-practices framework can be established to illustrate this concept.  

 

 

 

 

Project manager   

    Praxis episode             Praxis episode  

 

Practitioners  Practices          Practitioners      Practices 

 

Intra-organizational Boundary  

Practitioners   Practices       Practitioners    Practices   

  

Praxis episode               Praxis episode  

Other practitioner in the organization 

 

Figure 9: Praxis-Practitioners-Practices across intra-organizational boundaries 

(Adapted from Harrison D. 2007, How Business Relationships and Networks 

influence Strategizing Activities Narrative Turn)  

 

 

 

 

 

Adaptation within 
communication  

Change 
process  

Implementation 
process  

Project 
planning  



49 

 

6.2 Suggestion for further study 

 

Further study would be to investigate the relationship between project practice and 

project performance based on project-as-practice concept. From the practice 

perspective, the realized project content within the organization is the outcome of 

organizational conventional pattern of action over time. This study examined the 

practices of two projects for SCM software system project in two organizations which 

belong to the same enterprise group. Accordingly, the findings indicate the project 

performance is related to the interactions of different practitioners in the day-to-day 

activities. However, this study has not emphasized the realized performance of 

projects. Further research may advance the study from practice to performance. In the 

practice-based research, the link between practice and realized performance is 

important (Jarzabkowski, 2005). This also conforms to the perspective of Johnson et 

al (2003) that actions or micro-praxis or actions that comprise activity is associated 

with the realized outcomes.    

 

6.2 Limitations to the research 

 

As the research proceeded it was felt that the respondents had quite different 

understanding of the interview questions.  The different interpretation resulted in 

many various responses. Some of them were irrelevant to the research questions and 

the researcher needed to guide the respondents back to the concerned issues. Given 

the time constraint of the interview time, the researcher tried to link their response to 

the research question, which is consequently not free from the bias of researcher 

subjective opinions. In addition, since the driver of the research limitation is the 

methodology applied, the data analysis may contain researcher bias due to the 

shortcoming of the qualitative approach. Moreover, as this study is focused on SCM 

system projects in electronics firms with Chinese origins, the research findings cannot 

be broadly applied to other types of companies or electronics firms with different 

cultural backgrounds. Similar research with other organisations would have to be 

undertaken to solve limitation related to generalizations.   
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APPENDICES  

 

Appendix A: Semi-conduct interview questions 

 

Part 1 Practitioner 

1. What is your current role in the company? 

2. What is your role in the implementation of new system project? 

3. Who are coordinating with you for setting up the system? 

4. Is anyone missed who should be involved in this software system project?  

 

Part 2 Praxis 

5. What do you think about the change of the software system? Why is it needed?    

6. Can you tell me about the planning process for setting up the new system?  

7. What are the activities you are involved in for implementing this SCM system? 

8. How do you coordinate with others during the process?   

9. How do you evaluate the system establishment in terms of cost, time or budget? 

10. What are the main problems when you work with this project? 

11. Could you tell me more about your opinions on the problems during the process of 

completing this project? 

 

Part3 Practices 

12. What tools, methods or way of working did you use during the project process? 

13. How do these tools/methods come from? 

14. How and when do you use the tools/ methods? 

15. Is any other tool or method you wish to use for the smooth running of this system 

project or for better utilization of the new system?  
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Appendix B: Overview of APS software/ planning tool in Project P and Project T 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Appendix C: Project-specific tools and techniques (Source: Besner and Hobbs, 2004) 
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BOD Data
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