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ABSTRACT

This research is to understand how evaluation is being used in mafiagmgestment. IT investment
evaluation is an area to investigate mainly in the rise of computerizethaifon system usage that rapidly
growing with the support of latest technology, customer’s demand and investment by the organization. In
fact, it is not completely understood and valued by organization ormgoeat. In order to be competent,
the evaluation should be assessed and justified. However, its implemeigtdtany yet few organizations
are aware of such evaluation implementation. Evaluation research isuaselagpublic sectors and hardly
reported especially in Malaysia. Actor Network Theory (ANT) is used to stuglyagents involved in IT
evaluation practices and determine the influence of evaluation practices in ltaitgun Malaysia. In
addition, this research will identify the impact of evaluation methogodwmaployment towards the current
issues from the ANT perspectives. This qualitative study approach was condudbtedl authorities,
focusing on pre and post evaluation of information system invegtld. offered heterogeneity in
describing and understanding the interrelationship of socio-technical asgé@ctnivestment evaluation
analysis for Malaysian local authority. The findings revealed thatdaédrmal IT investment evaluation,
low awareness level on the importance of evaluation, less exposure enaluation methodology and
inappropriate appraisals of the proposed IT investment projects caused loedaiauthorities unable to
deliver the benefits expected. With lack of formal IT evaluation, organizati@s lbenefits and waste
resources.
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INTRODUCTION

Information technology has evolved its application and usage. Many organizations have used |
to improve customer service and product delivery, increase flexibility arldaf@cinnovation
(Al-Yaseen et al, 2010). IT has proven to deliver such good benefits to the organization and many
firms are investing and have become dependent on IT.

Gyampho-Vidogah, (1999) mentioned if companies are strategically acquiringllithe fu
potential of IT, they must evaluate its direct and indirect benefits ast m@or to its
implementation, as investment in IT can form a considerable part of a company’s capital
expenditure. This has shown that evaluation is significance for the growth of an organization.
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The issues of evaluation has been identified such as participant, power issiab&Chr
et al., 2003), measurement (Hubbard,2010), political game during evaluation, lack of
concentration of social and organizational factors (Blackler and Brown,1988) humd faihave
mutual agreement within organization or partner involy€den, 2010).

Evaluation practice is significance for the growth of organization. The purpddds
evaluation are typically as a basis for decismaiking, control or accountability, legitimizations
of a decision already taken (Marthandan, 2010). These leads to the importanecduafiav
practice in organization.

THEORETICAL BACKGROUND: THE ACTOR NETWORK THEORY

The actor-network theory supposes everything to be an actor, where elements of any kind hold
together such as humans, technological artifacts, organizations and institutisndoés not
differentiate between or delegate a priority of any kind (Hanseth, 2004; Wal€®h To
analyse the actor-network, every actor or element should be treated with the shitieabna
vocabulary. The concept of translation focuses on the continuity of the displaseameht
transformation that happen in the story. Displacement happens at every stage, ((38ba).
Hence, translation is the mechanism of progressive temporary social ordbestransformation

from one order to another through changes in the alignment of interests ieragbaeous
network (Sarker et al., 2006). Callon (1986b) describes that the sociologgnsfation is
composed of four moments, namely problematization, interessement, enrolment and mobilization.

Problematization

Problematization is the first moment of translation, which relates to tlveggof a focal actor
striving to become indispensable to the other actors by defining the problewatingtthem in
the network, and suggesting that the problem would be resolved if the actors tedgibiéa
“obligatory passage point (OPP)”. It is describes a product of alliances, or associations between
actors by identifying what they want (Callon, 1986). OPP refers to agwracenhich a focal
actor convinces all other actors to accept the proposal of a network. Afseefirs to a process
in which a focal actor shows an interest in all the actors who accept the proposed network.

I nter essement

Interessement is the second moment of translation relates to a seriesessps where a focal
actor attempts to lock other actors into a position that they have been daffénechetwork. It is
also means the group of actions by which the focal actor aims to impos&hihidesthe other
actors’ identity. These actions are defined through the problematization process.

Enrollment

Enrolment is the third moment of translation refers to a set of strategrdsidh a focal actor
attempts to define and inter-relate the various roles that allow other @ctmmoll. The process
of enrolment involves “group multilateral negotiations, trials of strength and tricks that
accompany the interessements and enabie theucceed” (Callon, 1986). When the negotiation
between actors has been achieved, the inscription appears. The inscription is eopartesst
creation that ensures the protection of some interests (Sarker et al., 200&f, lanbeinrolment
relates to acceptance from the other actors of the interests defined gt actoc through the
process of bargaining and making concessions (Sarker 20@6b).



M obilization

Mobilization is the final moment of translation relates to a set of manrikssdiby a focal actor
to ensure that all actors have legitimate speakers to represent them imups, gnd avoid
betrayal by various collectives from the latter (Callon, 1986).

RESEARCH METHODOLOGY

This study is presented in a qualitative nature and its attempt is to know tealuation
investment practice in local authority by following priory approach as stat&trayss (1998),
gualitative research can be seen as interpretive research. Case studyisnettomedn for this
research. This study constructed, classified the element involves and edethgirelationship in
attempt to explain what has been investigated and analyzed based on ANT.

Open interview has been identified and chosen as the most suitable method in data
collection as the researcher can probe for additional information and feedback esmatilvate
the respondent to answer the question freely and openly. The researcher has doimargrelim
literature search in identifying research problem hence formulated the quieated on the
literature search activities conducted previously. It is essential due fiwahlem can be narrow
down from broad area of study towards defining the issue more clearly and predisetpain
interviewee involves from two case studies are from Local Authority 1 (LA1l) hiblds
responsible as the Head of IT Division (P1), IT Officer for Applicatiggei@tion and support
(P2) and IT Officer for Application Development (P3). For the second aadh Isbcal Authority
2 (LA2); the interviewee holds the position of IT officer (Q1). The inevguestions were
mailed to the respective interviewee to enable them to go through and preparevisemgal
the question before the interview session is taken place. Instead of face to facewnteni
researcher also interacts with interviewee through an e-maiséussing in details about data
collection gathered previously. Interview session with interviewee was hektivigdy in
ensuring in depth understanding and accuracy of data collection.

ANALYSISFINDINGS
Case Study Organisations

Two local authorities were selected in this study to investigate Tthavestment evaluation
practice implemented. The selections were based on the IT projects handled aneldnignag
both. Head of IT Division and IT Officer from Application Operation angpkcation
Development were interviewed for data collection.

Local Authority 1 (LA 1)

LAL started to invest in IT in 1996 when computers and other IT facilities were briotgihe
organization to help the management in doing their work. Since then, the spending on IT keeps on
increasing from one year to another due to high workloads, current needs and derodret by
departments that required them to utilize IT. The main focus was more towanitsy gidie
satisfaction of the public who deal with the council. In the mid of 1997, LA1 tooki@use
investment in IT with the introduction of a new system (refer as S1) thadaimassist the
council in operating their daily jobs. However, S1 was not successful durimgpitsnentation
and the expenditure was about 3.5 million and many complaints were received fromehe syst
users.

Finally, in May 2001, LAl has decided that the non-flexible S1 was not worth to
maintain and need to be replaced. A new comprehensive system, refers as SyS#emwa3 (
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introduced as a solution that covers almost all core functions managed by the doyanites
system is considered as LA1 major system where it comprised 22 modules altogstipgrott
almost all main functions and used by few department in LA1.

Realizing big expenditure for their new project and learning from their previous mistakes,
LA1 has appointed local agency as their external consultant to help them studykhessea of
the old system and produce a better flow of requirements for the new system asversteps
to avoid future failure. LA1 has taken an aggressive action to prevent failurérifftheoject by
ensuring that every stage of system life cycle is being monitored by the agpafiiters from
IT division. Since then, the investment of IT projects comes from the budget that Imas bee
reserved for each department.

Local Authority 2 (LA2)

Local Authority 2 was guided by the allocation of budget dedicated lyotrernment's five-year
blueprint in planning their 5 years investment in IT. This shows that LA2 ie stoategic in IT
investment arrangement compared to LAL. In order totbBeligovernment’s budget with their
own IT financial planning, they will then decide on which IT projects thattbelsé align with
their five years plan and come out with their own IT strategic planning.

For the case study of LA2, an enforcement system (refer as S3) is considered as total
solution that subsequently used by few departments in LA2 starting from December RO06. T
idea of S3 solution began when Parking Department complained that they have érgufiian
power to handle manual compounds issued by the enforcement officers of the department. The
core functions are to enforce laws related to vehicles and compound management including the
arrangement, payment, public complaints as well as preparation of reminder documents.

Throughout that time, compound was issued manually to the public. Having limited staff
Parking Department faces with difficulty to handle those administrativekswefficiently.
Realizing these issues will affect productivity of the staff, IT depgaatrhas taken the initiative
to outsource the solution for their enforcement administration.

Starting from this point, IT department has taken a step to open a tender to invite
companies that have ability in providing the solution. The evaluation of thissokition dealt
with concerns on all aspects of the requirements set for departments that issee tdifferent
kinds of compounds. It is also considered on the integration part with other systems used in LA2.

The total solution of S3 was developed by the most experienced vendor with 2 major
components; web based backend system and handheld front end system. After almost 2 years, S3
solution was acknowledge a success implementation project in LA2.

FINDINGS
Local Authority 1 (LA1)

Lacking formal IT evaluation practice with standard and rules made LAl follogvstandard
provided by the state government which subject to change based on the requireroeat of |
authority with respect to system involved. With the help of local agency, theigaion of
evaluation is involved by IT department, local agency and vendor. The evaluation happens during
feasibility phase (project selection) and post implementation (User Acceplast). This is
conducted in a meeting basis where every result is records in a documentation whiképtater
and distributed by the stakeholder. The project selection meeting is dividingvimtgroups
which are Steering Committee (StanCo) and Morning Meeting. Different pattaipneeded for
different group of meeting due to the different objective that need to be achieved.

Throughout feasibility phase of project selection, LA1 will expose the tioot@ notify
vendor on the current project. The selected vendors which will be evaluated throughtfarm
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distributed among StanCo. The evaluation is done by checking the criteria whether tire vendo
fulfils the criteria listed by LA1 on the form. This evaluation is more of a qualitative nature where
the vendor will be evaluated through the description of their potential rétwerdetermine by
numeric value. The stakeholders involved in project selection are divided intodwasgvhich
are Evaluation Board and Technical Board. This board will evaluate the vendorttfeom
perspective of the criteria and technical specification provided by the vernidwe. selection
criteria in supporting IT evaluation practice are divided into two which dkpen the budget
stated. For budget that greater than the amount stated, the project apiétdor tender. The
selection process will be similar to any local authority that bounded by governnten&.cFor
those less, the selection is done by LA1 itself which consist of two phases; gefettion and
IT project approval. In vendor selection, the IT project is open and a leitdowhation will be
submitted to inform the importance of the project to the organization. The teitidee choosing
based on the benchmark and form. Further investigation is done to ensure the qualifiedtwendors
avoid future risk involved. This process is followed by IT project approval meeting to appeove th
selected project.

Post implementation evaluation is implementing in LA1 through User Acceptance Test
(UAT) in monitoring the system usage and performance. In this practice, the venldbe wil
ranked based on the fulfilment criteria required by user. UAT evaluatamtige is conduct in
UAT meeting attended by steering committee involving the system user, ITtrdept and
vendors. The outcome of the meeting is documented and disseminated to other stakeholder for
reference. There is no standard practice and benchmark involve in this UAT medting. T
practice is based on comments given by system users of IT department. The changes of
requirement may incurs additional cost allocated by vendors, however LA1 perform cost control
action for changes of requirement by holding the payment if the vendors fail to fodlemw
requirement and agreement.

Local Authority 2 (LA2)

Different perspective and understanding of IT evaluation practice is being iemikeanin LA2.

The IT evaluation practice is claim by LA2 as a formal practice due tosthedard
documentation and forms involves during the process. The IT evaluation practice which done by
LA2 consists of feasibility evaluation known as vendor selection and post imple e ikiabivwn

as User Acceptance Test.

The feasibility evaluation (vendor selection) objective is to identify whighdor is
suitable to perform the project and gives the most return to LA2. The evalgaiitelines exist
since 1997 and few portions were amended to suit the evaluation practice. The vendor selection
process is executed in three stages; proposal, tender amendment and decisionoméking
project approval. There are benchmark and form used in this process.

The proposal stages begin from the user concerning proposal review, requirement
accuracy checking, proposal meeting and final decision of proposal. The next stage; tender
amendment is a stage where certain portion of the tender will be amended to sustehe sy
specification or requirement needed. The evaluation of the vendor will be pieidoby the
evaluation panel to determine the winner through the evaluation of company stihility and
technical specification needed by the project. The final stage of feasévilityation involving
decision making of IT project approval is then taken place to approve the selected phejé€t. T
project selection criteria is identify as similar as LA1 which base ontitigeh allocated for the
project and the selection will be done internally for the amount agreed and vice versa.

This feasibility evaluation is conducted through two phases of steeringnitem
meeting known as Full Board Meeting and Morning Meeting. The differentipation of the
stakeholder involvement in each meeting is due to the different objectives thatonéed
achieved by each meeting. Documentation has played a major role in record kaeghing
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distribution of information from one phase to another. The documentation consist®afjéct
Report, Initial IT Project Report, IT Project Evaluation Report and Financial Evaluation Report.
Similar to LA1, the post implementation evaluation is practice in LA2 through User
Acceptance Test. The objectives are to monitor the system usage and to understand the
acceptance of user with the system created. The implementation practice isnmeystem
demonstration that conducted in a meeting. The UAT meeting is attendeddygtidra user, IT
department staff and vendors. In the completion of UAT process, the documentation isdused an
prepared by vendor.

DISCUSSION
Lack Of Formal IT Investment Evaluation M ethodology In Organization.
Evaluation approach and documentation.

Both local authorities conduct IT evaluation in the organization but practdifeitently even
though the guideline was given by the state government. The study found that LA1 wddersta
feasibility evaluation as project selection whereby LA2 understand feasibildluation as
vendor selection. Project selection approach may not similar to vendor sellkuatidmoth
mentioned that is evaluation practice. This shows the existing in conflict efstadding about
evaluation by these local authorities.

Documentation was identified as an important record keeping method and distribution of
information after each meeting. The documentation practice in IT evaluatidimothylocal
authorities showed both have contradicted understanding. LA1 mentioned that having
documentationcamot be considered as formal evaluation practice. However LA2 mention
oppositely. From the finding, documentation practice is similar for both since the guideline comes
from the same source which is the State Government. The difference is LA2 have proper structure
of documentation compared to LA1 due to little changes made by the officers to buihevit
practice. Even though the documentation originates from the same source, both mentioned the
evaluation practice in opposite way as mentioned by Hallikainen (2006) that theomhicts of
understanding in IT investment evaluation implementation due to different cultuesstriad
structure and organizational size.

Organization Did Not Aware or Acknowledge On The Evaluation M ethodol ogy

The awareness of evaluation methodology means the organization understands on ahe idea
evaluation methodology and the implementation of evaluation methodology in the organizati
This study identified LA1 confess that they do not aware on the availabiligvalfiation
methodologies and do not know what evaluation methodology is. Any problem arise will be solve
in their own way which is conducted in a meeting with the people involved. LA2 Hasedif
understanding of IT evaluation methodology when they claim an evaluagssimsilar as using

an evaluation methodology. However, the evaluation methodology practice is referredngs havi
documentation and necessary forms in supporting the evaluation practice. It isHaubdtt

local authorities are neither clear nor aware of existing evaluation methpqokgices. Based

on misunderstanding of evaluation methodology somehow will let local authorities to edierat
same mistake in future and lesser the opportunity to improve evaluation practice which could lead
to the local authority selecting the wrong project. Without the awarenessalfagon, an
organization has limitation to expose and implement a proper evaluation pthosckads to
lower benefits to the organization.



Organizations Did Not Understand On The Importance Of Evaluation In Achieving
Business Objectives.

Both local authorities understood the importance of IT evaluation in achievingebssi
objectives. However it is found that the approaches by both local awghait different. LA1
conducted the evaluation based on needs, where else LA2 conduct the evaluation practices guided
by the State Government guideline and must be followed by the vendor.

Appraisalsor Evaluation of the Proposed I T Investment Projects.

An appraisal refers to the agreement agreed between local authority and the wapgoopliate
appraisals in vendors evaluation is identify as a contribution factoraftures in vendors
evaluation. Vendors evaluation conducted by both local authorities to evaluate vemdoesr
capabilities in executing the system based on user needs. This study identify maL&fete are
vendors who claimed for their high capability in produce the needed system and sillgcessf
wins the feasibility evaluation but fails in producing the system needed by user. Inagipropri
appraisals conduct by LA1 had given them trouble and show the appraisal weaknesses.

LA2 on the other side claims they have a proper evaluation implementation prdctice. |
can be summarized that both conduct feasibility evaluation as their apprasaly evaluation
for project but in a different approach during feasibility evaluation affielreht participant of
committee involved. It can be seen that both practiaes@iget the best IT project or the best
vendor from feasibility evaluation.

Evaluation Measurement Instrument as A Way to M easure Evaluation Practice.

The practice of evaluation measurement to measuring IT evaluation is an issueaieed as
there are many types of evaluation measurement can be used. Neither LA1 nor LA2 &&as prop
evaluation measurement and different implementation of evaluation measurement conducts by
both .LA1 claimed they did not have evaluation measurement purposely to measuresthdrsyst
numeric figure but the practice is based on description of internal system @ondA2 on the
other hand used form checklist during post implementation evaluation to confirmstieensy
follow user requirement.

The impact motivated both local authorities to overcome the issue. LAl imgreve
evaluation measurement practice by implementing Audit Departtoemonitor every system
resource and budget flow where else LA2 did not mention to improve the practice.

L ack of Manpower

Lack of manpower was identified as a contribution factor in conducting ITuai@h and its
implementation in the organization. This is due to many systems need to be handled and
monitored by the staff at the same time hence ignoring the evaluation praesages there are

many crucial tasks to do rather than concentrating in evaluation practiceDiffelfent scenario
happens for LA2 as they claimed that they do not have lack of manpower issue due to the number
of system monitored by LA2 is not as many as LAL. This leads them to practicersstratiture

of IT evaluation compared to LAL.



The ANT Perspectives

The fist moment: Problematisation

The understanding of IT evaluation investment from both local authorities isbkaayse there
are lacks of understanding aimaproper practice of evaluation. From this findings, it can be seen
that the problem continually exist between human and non-human components (actants) due to
poor relationship, understanding and implementation of IT investment evaluation.

The findings distinguish such problems occurs caused by the unawareness of the
importance of evaluation in achieving business objectives by actors. Hence, locatiasthogi
unable to produce proper appraisal or agreement between local authorities and vendors. The result
leads to serious problems in the tendency of trapping the actors (local aeghardi vendors) in
the agreement. Consequently, the project is in risky situation where the uncéotaihgyproject
to be successfully implemented is low (Keen, 2011). This is understoodi@ss seondition as
the project requires high expenditure yet it return zero values to the atiamikecause of the
problem mentioned.

From the human components perspective, the lack of manpower is seen as a problem and
cause by no actions taken from the top management to hired new staff in mowitorary staff
in performing their task. This wilkause the maximization of staff’s workloads which intent to
save the cost of operation. From this situation, the shortage of manpower in the acbok-net
formation is also identified as a problem thus leads to improper g#aofi IT investment
evaluation.

The second moment: | nteressement

It is desirable to encourage local authorities to have a clear guideline, standgndctice in IT
evaluation practice for the benefits of organization. However, for both local aighanirrent
implementation is meeting which recorded in documentation and forms to ersueathation
information is keep and distribute among stakeholder. In addition, the documentation is passed
over among actors as a method of communication and information transfer.

The method from these local authorities created a relationship of tnéenesg actor-
networks where the approaches able to attract actor-network to participatel@ed to each
other. Meeting is a method where all stakeholders assembles and participate iniegcaatg
creating new ideas. By having a meeting, the information can be easilyressied exchanged
among actor-network. The information is then recorded and the information will remain fer futu
use.

The third moment: Enrollment

In this study, the process of enrollment involves in implementation of povtbethierarchy of
stakeholder. The power own by upper level actor (stakeholder) ensures the policy atudlreles
followed by lower level actor. However, the decision made by the upper level is bdunttesl
rules govern by State Government.

The policy enforcement applies between actors such as project agreement, type of
meeting conducted, frequency of meeting, meetings record and documentation, stakeholder
involvement and budget allocated. Each of these has its own role and is importantcliorsitica
understand and have the ability to execute the role in performing their task.

From the local authorities study above, it can be concluded that human stakeholder
realize on the role take place between human and nonhuman actors in this.rnEtgohappen
because of the authority and roles of power exist between them.



The fourth moment:; Mobilization

The final translation which is mobilization or the spokesperson representatiues when the
local authorityproposed to undergo training in “Institut Tadbir Awam” INTAN to improve their
project management and evaluation practice. Besides that, the local awdlswriyrojected a
solution to have an audit department which will monitor the resource and audit firenperce
of every department including IT division. This solution is seen by LA1 as a Isuitedthod to
evaluate IT project lifecycle of feasibility and post implementation. Howévisris still in
planning process during the accomplishment of this study.

CONCLUSION

There are limited researches conducted in government organization focusing thoaltyain
Malaysia. Most evaluation studies is conducted in UK and Australia (Lin et al., 2660)ot
many is reported to be in Malaysia. This research has contributed in extemglikgoivledge
(Creswell, 2011) of understanding of IT evaluation practice. Through ANntaeelationship

of socio technical aspect is analyzed. This research is significant in undiergtdoe practices of
evaluation. It is concluded from the findings that IT evaluation practicellisistiear and not
understood. To understand the holistic picture of Malaysia IT evaluation behaviour irblice pu
sector, further study is needed by extending the analysis to more local authorities.
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