)
lINDERSCIENCE PUBLISHERS

V Linking academia, business and industry through research

Project Organisation

SR Nt International Journal of Project Organisation and

Management

ISSN online: 1740-2905 - ISSN print: 1740-2891
https://www.inderscience.com/ijpom

Moderation effect of flexibility in projects on senior
management commitment in achieving success in financial
services IT projects

Pankaj Tiwari, B. Suresha

DOI: 10.1504/)POM.2023.10054372

Article History:

Received: 05 April 2021
Last revised: 29 July 2021
Accepted: 01 August 2021
Published online: 07 March 2023

Copyright © 2023 Inderscience Enterprises Ltd.


https://www.inderscience.com/jhome.php?jcode=ijpom
https://dx.doi.org/10.1504/IJPOM.2023.10054372
http://www.tcpdf.org

Int. J. Project Organisation and Management, Vol. 15, No. 1, 2023

Moderation effect of flexibility in projects on senior
management commitment in achieving success in
financial services IT projects

Pankaj Tiwari* and B. Suresha

School of Business and Management,
CHRIST (Deemed to be University),
Bengaluru, 560029, India

Email: adatiya.pankaj@gmail.com

Email: pankaj.tiwari@res.christuniversity.in
Email: suresh.b@christuniversity.in
*Corresponding author

Abstract: Senior management commitment and flexibility improve project
responsiveness to volatile and high-impact scenarios, especially in large
projects and programs. The aim of this study is to determine how project
flexibility interacts with and affects the relationship between senior
management commitment and success in IT projects. A cross-sectional survey
of 166 managers was used to derive empirical data from the financial services
industry and used to test the conceptual framework based on recent project
management literature. Ordinal regression analysis demonstrated a significant
relationship between senior management commitment and success in projects
which is influenced by significantly positive moderations established through
flexibility in projects. The study findings can assist project managers and senior
leaders to accomplish their short-term and long-term project goals and achieve
success in projects by reducing the chances of failures. This paper adds value to
existing research in the context of IT projects and the role of project flexibility
on their performance.
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1 Introduction

With the growing attention toward management of projects and related discipline in a
dynamic environment, there is ambiguity regarding various project roles and
misconceptions about success in projects (Zwikael, 2016). The dynamic environment
offers several opportunities and difficulties in executing projects successfully and sustain
in long term. The overall success, in general, is dependent on the capabilities of the
managers to handle various projects and the way project schedule is used considering the
overall project budget (Raziq et al., 2018). A project that fulfils the project requirement
and performs as expected is considered effective. The commitment from senior
management supports project managers to take appropriate decisions to achieve expected
project targets (Shao, 2018; Zwikael and Meredith, 2018).

Project-based organisations consider success in projects as prime goal and continue to
focus on project management. Empirical-based research especially in project
management are proliferated with studies conducted on key factors (Vrchota et al., 2021;
Nunes and Abreu, 2020; Garousi et al., 2019; Frefer et al., 2018; Ahimbisibwe et al.,
2015; Costantino et al., 2015; Yirenkyi-Fianko et al., 2012; Miiller and Turner, 2007,
Nguyen and Ogunlana, 2004) and consider only triple constraints such as project cost,
quality, and time (Yamin and Sim, 2016). Senior leaders managing projects are always
considered to be responsible to manage project groups’ performance and accomplishment
of the project specific goals. As organisations consistently face failures in projects, the
project failure or success is deemed completely dependent on the senior leaders (Zaman
et al., 2019).

In competitive and dynamic settings, IT projects in financial services sector serve as
enablers to offer services such as payments processing systems, financial risk assessment,
and asset management systems. However, it is difficult for financial services to sustain
with flexible processes, carry out stakeholder negotiations, be responsive to risk, and
emphasise on advanced technological projects; while increasing the likelihood of overall
success. Senior leadership face several challenges to overcome and meet complex project
requirements to achieve overall success (Montoya, 2016). A higher focus on sustenance,
improving productivity and responding promptly to market conditions while having
control over cost are some of the complexities the senior leadership need to deal with.
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The effect of senior leadership on the success of the organisations is broadly
recognised; however, the role of senior management needs to be applied and considered
as the key factor. Senior management commitment relates to active participation and
project selection to achieve strategic goals (Kaupa and Naude, 2021; Khattak and Shah,
2020; Hermano and Martin-Cruz, 2016; Berssaneti and Carvalho, 2015; Rodriguez et al.,
2008). Various factors result in project success and these should get addressed by senior
management. Senior management can easily manage budget and schedules related issues.
The expected benefits from a project and overall scope are very important parameters to
be managed because the benefits closely relate to the project’s justification and funding
(Aga et al., 2016). Senior management facilitates interventions in project team building
through constant communication, engagement, rewards, and recognition (Raziq et al.,
2018). More studies on senior leadership are required in the literature of project
management as most of the projects fail due to lack of senior management commitment
and support (Malaguefio et al., 2021).

Several studies have been conducted to determine their influence on the success of
projects by considering behavioural mediators (Naeem and Khanzada, 2017; Yang et al.,
2012). Also, studies observed that project risk management should remain the prime
considerations while managing projects to improve project performance and to achieve
organisational efficiency (Teller et al., 2014; Miiller and Jugdev, 2012; Garcia-Crespo
et al., 2009). Studies recommended various risk mitigation strategies to reduce delays in
business operations (Nguyen and Mohamed, 2021; Gunduz et al.,, 2013). The
effectiveness and the moderating nature of such recommended strategies (especially
project flexibility) to mitigate IT project risks has not been empirically examined (Zailani
et al., 2016; Haseeb et al., 2011).

This paper aims to examine the substantial effects of senior management commitment
on the success of projects by introducing project flexibility as a precautionary project risk
mitigation strategy in dynamic settings (Zaman et al., 2019, Olsson, 2008). Prior studies
also recommended having empirical research work on project flexibility (Zailani et al.,
2016). Hence, posed general research questions:

RQ1 How is success in projects influenced by commitment of the senior management
and project flexibility?

RQ2 How does project flexibility impact the association between senior management
commitment and the success of projects?

This study offers crucial insights to project management professionals by answering the
desired research questions. Firstly, by considering various organisational theories such as
upper echelon theory and contingency theory, this study lays out the different
management roles and expertise needed to achieve success in projects. Secondly, it offers
insights into the managerial capabilities and project attributes that should be considered
in dynamic settings. Finally, by showing how to customise project management
approaches to suit different environments and minimise risk, this study adds value to
project-based literature and to organisations.
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2 Review of literature

2.1 Background

With globalisation and digitalisation as key enablers, organisations are aiming for
technology-based digital transformation (Parida et al., 2015). Financial services
organisations back in the 1990s have digitised business processes to create new financial
services and products resulting in the availability of different offline and web-based
channels. However, with increasing competition and launch of enhanced financial
services and products, organisations need to keep improving and innovating in order to
sustain. The financial catastrophe of the late 2000s made the financial market volatile and
more challenging in terms of competition (Berry et al., 2010). For decades financial
services organisations have focused on enhancements of their service and product
offerings. Only a few organisations were able to offer innovative solutions to consumers.
Established financial services organisations have found it challenging to use
technological advancements in realising new opportunities in business (Tushman and
O’Reilly, 1996). Such technology-intensive projects remain contingent on technical
competencies to be successful and offer business benefits (Nguyen and Mohamed, 2021;
Tiwari and Suresha, 2020). As mentioned previously, studies have been conducted to
determine the factors that influence organisational performance as well as success in
projects. Constantly, senior management commitment is identified as a key factor in these
researches to achieve success in general (Khattak and Shah, 2020; Nunes and Abreu,
2020; Garousi et al., 2019; Frefer et al., 2018; Hermano and Martin-Cruz, 2016; Terlizzi
et al., 2016).

2.2 Senior management commitment

Senior management represents the topmost management level (e.g., executive managers)
in an organisation. The involvement of senior management is observed in different ways
such as commitment, engagement, leadership, oversight, and sustained involvement a
project-based environment along with the controlling of the project resources. Having
commitment from senior leadership during major changes in project scope, schedules,
budget and similar catastrophes help to obtain required resources and approvals.
Specially, additional funding, cost allocation, and advanced training funding for process
engineering can be managed effortlessly if supported by senior leadership in an
organisation (Morkunas et al., 2019; Aiyer et al., 2018; Gomber et al., 2018; Formisano
et al., 2016; Hardaway et al., 2016).

Oh and Choi (2020) highlighted the importance of a project team’s capabilities in a
dynamic business environment to increase business performance. Senior management
support encourages managers to set clear project objectives in achieving desired business
outcomes and achieve customer satisfaction. Nunes and Abreu (2020) conducted social
network analysis in the project management field and found that the dynamic interaction
of project people across a project lifecycle influences the success of the project (Herrera
et al., 2020). As organisations aim to achieve business success, senior leadership should
remain committed to enhancing business processes by taking risks. Garousi et al. (2019)
found that the level of support from senior management support is essential for project
planning, project controlling and monitoring, and change management across
organisation resulting in business success. Costantino et al. (2015) mentioned the



Moderation effect of flexibility in projects on senior management commitment 81

readiness of the senior managers to offer authority and fulfil resource requirements for
project success in construction projects helped in executing large projects.

Nguyen and Mohamed (2021), Frefer et al. (2018), Shaul and Tauber (2013), Young
and Jordan (2008) and Young and Poon (2013) have also noted that technology-based
projects and their successful implementation depends on the intensity and sustained
commitment of senior management to a large extent. For example, IT projects very often
need business process reengineering, but with no assurance from senior leadership, the
roles of internal and external project stakeholders are impacted, which leads to project
failures. Visible top management commitment demonstrates other senior managers within
the organisation on the criticality of the work to be done in projects, and encourages them
to take required appropriate decision, for example, any schedule or budget-related
changes required in projects (Fard et al., 2020; Ifinedo and Nahar, 2006; Davenport,
2001).

With no support and involvement of senior management it is difficult to persuade the
project managers who run projects in silos when a complex issue arises. Senior
management should clarify the rationale behind decisions concerning the projects with
great enthusiasm and by applying their experience on project activities to enrich the
business outcomes (Boonstra, 2013). A very few studies identify user involvement,
support from senior management, project planning, enabled teams and their skills, etc. as
significant factors for executing technology-based projects and their success (Boonstra,
2013; Young and Poon, 2013; Sarker and Lee, 2003; Willcocks and Sykes, 2000), but
senior management commitment still needs attention (Andersén and Ljungkvist, 2021;
Amoako-Gyampah et al., 2018).

2.3 Project success

The rate of failure or success in projects depends on how the stakeholders perceive it
(Miiller and Jugdev, 2012). It is important to outline the success criteria while defining
the preliminary project scope during the initial stages of the project lifecycle (PMI
Standards Committee, 2013). Both conceptual, as well as operational perspectives are
important in project management (Carvalho and Rabechini, 2017; Wu et al., 2017; Pinto
and Pinto, 1991). Success in projects is the combination of schedule, customer
satisfaction, quality and cost (Pinto and Pinto, 1991). The three aspects of project success
are important because they determine the way overall business, clients, and employees
get influenced by the projects, how efficient the project is, and the level of preparation for
future opportunities (Carvalho and Rabechini, 2017). On the other hand, success in
projects can be seen as the derivative of quality, time, budget, several external controls,
user satisfaction, health and safety, and most importantly project’s commercial value (Wu
et al., 2017). It becomes difficult to measure the performance of the projects due to the
presence of multiple stakeholders and goals to accomplish (Zaman et al., 2019). Thus,
selecting one predominant goal to represent each project stakeholder becomes
challenging (Klijn and Koppenjan, 2016). Thus, the observed performance of projects is
regarded as a proxy demonstrating project outcomes.

The project performance is determined using different dimensions such as time,
quality, and cost dimensions (Chipulu et al., 2014; Winch, 2014). A closed emphasis on
multiple dimensions may restrict the expected performance of the projects and impact the
required project activities as well as decision making. Consequently, the additional
dimension of scope was introduced to focus on attitudes and perceptions of customers. It
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is observed as a key enhancement to determine project outcomes. The study by Shenhar
et al. (2001) mentioned about two types of projects — operationally and strategically
managed projects. The operationally managed projects emphasise more on
project-specific performance in terms of cost, schedule, and goals. Whereas, strategically
managed projects keep the focus on business value creation and related outcomes to fulfil
long-term avenues. Organisations give attention and spend considerable time to improve
business success and plan for future endeavours. Hence, business success is included
when overall success in projects is measured to account for value created through the
projects in the market (Zhao et al., 2021; Teller et al., 2014; Gregor et al., 20006).

2.4 Risk mitigation strategies

Studies claim that risks in projects can be defined in a way that impacts projects during
the initiation and execution stages. Typical project risks or project changes include delays
in the start and finish of project activities, changes in the project tasks, and resource
variations. Such changes occur due to impulsive decision making and insufficient
information across project stakeholders. Studies have emphasised having a systematic
risk management process in IT projects. It is debated that strategies for risk mitigation
positively influence the on-time delivery of the projects through improved estimation of
project resources. To manage project risks, project managers should develop risk
mitigation strategies that suit the project needs. Several risk mitigation strategies to
reduce project delays have been proposed in the available project management literature;
that address unexpected variations such as crashing project activities, vertical integration
approach, project visibility, supplier development, project flexibility, etc. Project-based
organisations should adopt flexibility to manage challenges that arise due to complexity,
uncertainty, and distinctiveness of projects; along with systemic thinking (Frank and
Kordova, 2013). Also, project performance outcomes based on scope, budget and
schedule, should be given more importance rather goals-based outcomes (Davis, 2007;
Olsson, 2006a; Shenhar et al., 2002). The effectiveness of such recommended strategies
to mitigate risks and lower the impact of delays in business has not been examined
(Saeed et al., 2017; Haseeb et al., 2011). The present study investigates the role of project
flexibility in minimising project delays and achieving success.

2.4.1 Project flexibility

Projects cope with uncertainties, variation in project schedules, and indefinite
consequences by applying flexibility. It is recommended to have flexibility in projects
during initial stages to ensure that organisations adopt changes based on uncertain
conditions. Flexibility supports projects in organisation’s long term planning by
incorporating evolving methodologies needed to remain successful (Olsson, 2006a,
2006b). By applying flexibility in projects and making adjustments in project capacities,
neglected prospects are utilised in dynamic settings to realise anticipated outcome (Awe
and Church, 2020; De Bakker et al., 2014; Floricel et al., 2012; Olsson, 2008).
Organisations that continue to be customer-focused sustain in dynamic environment by
adapting flexibility. The success or failure of any organisation depends on the ability to
react to changes (Skorstad and Ramsdal, 2016). Flexibility in projects aligns project
objectives without violating any outcomes of the project’s earlier decisions made by
project stakeholders (Demir et al., 2015; Floricel et al., 2012). Flexibility eliminates
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uncertain events in dynamic settings in project-based organisations and prevents
uncontrollable consequences. Thus, organisations should be more flexible when
uncertainty is high for the project to be effective (Ni et al., 2021; Zailani et al., 2016;
Nandakumar et al., 2013; Shahu et al., 2013).

3 Hypotheses development and conceptual framework

3.1 Senior management commitment and project success

In a dynamic environment, organisations should act proactively to gain competitive
advantage with the help of innovative ideas and fostering of organisational culture,
especially by senior leadership (Nowak, 1997). To foster innovative culture, senior
management should remain dedicated, bring about creativity with innovative ideas,
maintain continued focus on new technology developments and encourage managers to
take risks (Burstrom and Wilson, 2015). Senior management involvement and support are
critical to managing project risks, proactiveness, project autonomy, and overall project
success (Gemiinden et al., 2005; Gustafson and Hundt, 1995). Senior management can
structure an individual’s activities by synergising and attain the organisational goal, a
crucial component for project success (Miller and Pearce, 1987). A definite agreement
exists that the key determining factor for successful project implementation is the
commitment from senior leadership in an organisation. The absence of senior
management commitment causes project failures and much management literature
indicates that senior management involvement is crucial towards an organisation’s
effectiveness and its progress (Solovida and Latan, 2017; Burritt et al., 2010). Senior
management commitment directly enhances project performance (Tzempelikos, 2015).
Pasumarthi et al. (2015) debated that if low commitment and effectiveness is observed
regarding senior management, then an organisation would be unable to offer quality
services. Ultimately, project performance, organisation and business success will also be
affected. Authors have described that whenever environmental strategies need to be
assimilated in organisational processes, organisational and project performance is
enhanced by having top management commitment (Pinna et al., 2018).The performance
of senior leadership improves project management processes and related quality.
Satisfying the project stakeholders’ expectations helps in addressing long-term benefits,
new opportunities and infrastructure to needed to execute required projects (Unger et al.,
2012; Shenhar and Dvir, 2007; Baccarini, 1999). Thus, based on the upper echelons
perspective, organisational performance is a reflection of the behaviour of the senior
management (Hambrick and Mason, 1984).Hence, proposed:

H1 Senior management commitment has significant influence on success in IT projects.

3.2 Project flexibility and project success

Usually, during preliminary project phase, project planning and gathering specific
information on project related activities takes time and includes project scope definition,
acquisition of project resources, project sponsorship, environmental factors and any
regulatory project needs (Pollack et al., 2018). A project manager aims to complete a
project with respect to iron triangle and inadequate resources for project to be
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successfully executed (Coleman and MacNicol, 2016). However, practically, project
managers need to deal with various changes and project uncertainties during project
execution. Project managers know how to overcome project challenges by planning
ahead, establish problem-solving groups in projects to cope with uncertain events and
maintain a status quo of project tasks (Coleman and MacNicol, 2016). Flexibility in
projects provides the ability to make changes with minimal sanction of effort, cost, time
or performance. It depicts the capability of a project to manage changes in scope with
suitable management actions, measures and defined policies. Project flexibility is a
critical element to make sure that the project remains as per plan considering time,
quality and cost (Shahu et al., 2013; Atkinson, 1999). Flexible project approaches and
practices align with organisational and project based goals in short term and long term
(Saeed et al., 2017). This offers suitable indication of project success at all stages of
project execution and implementation. Hence proposed:

H2 Project flexibility has a significant influence on the success of projects.

3.3  Moderation effects of project flexibility

Contingency theory is widely used in project management domain. The contingency
theory perspective foresees the scenarios where the influence of project flexibility will be
low or high. Based on the uncertainties, various approaches are applied to manage project
risks. The study examines how flexibility in projects influences risks in projects as well
as on business. Thus, project flexibility is also explained by the contingency theory since
projects with more flexibility are less likely to embrace standard processes. In
project-based organisation, risk mitigation strategies are used to overcome project related
uncertain events. Project managers should be adaptable and flexible with respect to the
changes as expected (Casady et al., 2018). Customary attention in project management
handles uncertainties and befits a progressive environment. Such dynamic natured
settings help when stakeholders of a project gain significant understanding of the actual
project requirements. Therefore, flexibility is considered to be the response towards
uncertainty created by environment (Gréze et al., 2014; Nandakumar et al., 2013). In
financial terms, project costs increase based on uncertainty as far as flexibility is
absorbed and resources are conclusively dedicated. Project managers face uncertain
events because of gaps in project information especially while making decisions.
Flexibility relates to the involvement of project stakeholders, the approach used to
manage projects and the way project information is shared across project stakeholders
(Baccarini, 1999). The idea related to business interdependencies based on globalisation
has become crucial with the fast pace of business progress, and hence demands that the
organisation remain versatile and adaptable (Zailani et al., 2016; Nandakumar et al.,
2013). Thus, successful and effective projects need more flexibility especially in financial
and technical capabilities and contractual engagements, for project risk mitigation
(El-Sayegh, 2014). Hence proposed:

H3 Project flexibility moderates the effect of senior management commitment on the
success of projects.
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3.4 Conceptual framework

Figure 1 represents the conceptual framework for the present study based on project
related literature and by applying theoretical aspects.

Figure 1 Conceptual framework

Risk Mitigation Strategy
(Project Flexibility)

H2

Senior Management H1
Commitment

Project Success

I
| Control Variable
: Project Size

Source: Zailani et al. (2016), Zaman et al. (2019) and Tiwari and Suresha
(2021b)

4 Research methodology

4.1 Sample data collection

To test the hypotheses, a sample of 166 datasets was used in the study. The data analysis
was performed using IT projects in financial services. To examine the effects of senior
management commitment and project flexibility on project success, the IT projects
implemented between 2014 and 2020 were chosen for the study. A web-based survey
questionnaire was shared with over 500 managers in financial services through e-mail
during the timeframe of January 2020 to July 2020. All questionnaires were carefully
verified for data correctness with respect to the target organisations and the sample
respondents. The response rate for this survey was 26.8%. No significant differences
(alpha 5%) between initial and later responses were observed. To lessen the bias risk
based on common-method variance (Podsakoff et al., 2003), a dual-informant design was
adopted, which included project managers at different management levels. The project
managers assessed top management commitment, project flexibility and project
performance. The senior project manager’s informants assessed business success.

4.2 Profiles of the survey respondents

Figure 2 depicts the profile of research respondents. The respondents’ background
supports the notion that project managers were in charge of operational aspects of the
projects and, therefore, suitable to assess the processes for project management. Figure 2
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shows that over half of the respondents were with designations of project leader, project
manager, project coordinator, portfolio manager and program manager. The senior
leadership informants (such as senior portfolio manager, senior project manager, and
senior program manager) are responsible for decision-making in IT projects.

Figure 2 Respondents’ profile
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Senior Portfolio Manager

Senior Project Manager

Program Manager

Job role
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Project Manager

Project Leader

4.3  Sample characteristics

Figure 3 shows the sample characteristics. In the present sample, most of the IT projects
have an average project size with project budget between ten to fifteen million USD,
project duration between one to three years and the number of project members per
project are between the ranges of 50 to 100.

Figure 3 Sample characteristics
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4.4 Measures

The study variables were based on multiple item scales referred from project
management, top management commitment, entrepreneurship and related literature.
A few scales were re-worded and adapted to align with the study -context.
Five industry-specific professionals from the sample firms were consulted to evaluate all
items based on a seven-point Likert scale (e.g., 1 as ‘strongly disagree’ and 7 as ‘strongly
agree’), and by averaging the particular items each study variable was constructed (Hair
et al., 2010). A double-blind back-translation approach was taken into consideration to
ensure meaning accuracy (Sinaiko and Brislin, 1973). A pilot test was conducted with
consultants from the financial services industry for the validation of all measures
(Nunnally, 1994). All item scales’ validity was verified by applying PCFA (principal
components factor analysis), followed by CFA (confirmatory factor analysis). The PCFA
was performed to observe that all items load as a single factor. Cronbach’s alpha ()
indicates the scales reliability, and acceptable values were found to be more than 0.7. A
confirmatory factor analysis (CFA) was carried out for measurement model validation
(Guide and Ketokivi, 2015; Ketokivi, 2006). The measurement model is considered
acceptable if comparative fit index (CFI) and goodness of fit index (GFI) exceeds 0.90,
root mean square error of approximation (RMSEA) is below 0.07 and standardised root
mean square residual (SRMR) is below 0.08 (Hu and Bentler, 1999). The model fit was
acceptable at CMIN/DF = 2.928, CFI1 = 0.983, RMSEA = 0.071, SRMR = 0.027.

4.4.1 Dependent variable

Project success is measured (o = 0.834) using seven items, e.g., projects have a high
scope, quality, budget and schedule adherence, project generated high profits,
advancement in technological capability and new market or product created based on
project outcomes (Jonas et al., 2013; Shenhar et al., 2001).

4.4.2 Independent variable

Senior management commitment is measured using a 6-item scale (o= 0.801) developed
by Boonstra (2013), e.g., senior management supported to have adequate project
resources to implement successfully; senior management instituted and adapted adequate
processes, structures, and controlling mechanisms; senior management established
frequent communication with project teams; senior management possesses relevant
expertise in project management, senior management used authority to advance
capabilities in project management; senior management motivated the project team to
achieve project objectives.

4.4.3 Moderating variable

Project flexibility is measured using three items (& = 0.716), conceptually based on work
by Zailani et al. (2016), e.g., it is possible to switch different project resources; the
project team is able to cope with changes in the project, an alternative capacity is
available to accommodate the change in project specifications.
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4.4.4 Control variable

Studies showed that the success of projects decreases as the project size increases (Afful
and Matey, 2019; Sauer et al., 2007; Aladwani, 2002; Shenhar et al., 2002). Project size
affects the overall project performance resulting in increased project risks. The
components that are used in measuring the size of IT projects are project duration, project
team size, and project budget. Thus, project size is one of the significant bases of project
success and measured with items adapted from Barki et al. (2001). Project size is
captured by the natural logarithm of the mean value of project team size, project budget
allocated and project duration in months (Ko and Kirsch, 2017).

5 Research outcomes

This research significantly contributes to practices and literature because none of the
studies, to our knowledge, examines the moderating effect of flexibility in projects on
senior management commitment in achieving success in financial services IT projects.

5.1 Descriptive statistics

Table 1 depicts the descriptive statistics with means, standard deviation and correlations
among study variables.

Table 1 Descriptive statistics
Variables 0 1 2 3

Mean 5.031 5.025 4822 3.824
Std. dev. 1.245 1.082 1.183  1.487
Kendall’s 0  Project success 1
tau_b 1 Senior management commitment  .397%*** 1

2 Project flexibility 431H** 375%* 1

3 Project size (5).146%*  (—).113*%* 037 1
Spearman’s 0  Project success 1
tho 1  Senior management commitment — .547*** 1

2 Project flexibility 563%*** A84H** 1

3 Project size (—).203**  (-).178**  .034 1

Note: ***Sig. at 0.01 level (2-tailed).
**Sig. at 0.05 level (2-tailed).

5.2 Moderation analysis with ordinal regression analysis

In the present study, the relationship between ordinal outcome variable, i.e., project
success, senior management commitment, and project flexibility is being established. The
study variables were measured on an ordinal, categorical, and seven-point Likert scale. It
was not possible to assume the homogeneity of variance and normality for the ordinal
categorical outcomes. The ordinal regression method was preferred because it does not
assume constant variance and normality, but needs the assumption of parallel lines
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throughout all levels of the categorical outcome (Tiwari and Suresha, 2021a; Denham,
2010; Elamir and Sadeq, 2010; Norusis, 2008). Diagnostic tests were performed before
performing the regression analysis to determine any assumptions violation. No variables
(n = 166) were found with any missing values. Thus, the ordinal regression analysis was
performed using SPSS version 21.

Table 2 Ordinal regression analysis
Project success
Study variables
Model A Model B

Control variable

Project size (-)0.179 (-0.095) (-)0.167 (-0.096)
Independent variable

Senior management commitment 0.723%** (0.172) 0.797%** (0.176)
Moderating variable

Project flexibility 1.389%** (0.212) 1.479%** (0.218)
Interaction

Senior management commitment 0.237** (0.119)

* Project flexibility
-2 log likelihood 1,036.215 1,036.215
Likelihood ratio (chi-square) 2 110.861*** 115.547%%*
Cox and Snell pseudo R? 0.489 0.503

Notes: Unstandardised coefficients and std. errors are shown in parentheses. (N = 166).
***Sig. at 0.001 level (2-tailed).
**Sig. at 0.05 level (2-tailed).

Table 2 depicts the ordinal regression analysis results. The outcomes of the first
regression model (model A) with no interactions indicated that flexibility in projects and
commitment from senior management significantly impact success in projects
(p < 0.001). The variables in model A explained 48.9% of variation (Cox and Snell
pseudo-R?) in project success. The second model (model B) added interaction term to the
previous model to examine the interaction effect. Model B showed the variation inflation
factor (VIF) as 2.25. The variables in model B explained 50.3% variation (Cox and Snell
pseudo-R?) in project success.

6 Discussion

This study addresses the research gaps and provides evidence to support the notion that
senior management commitment and project flexibility have significant influence on
success. The positive impact of senior management commitment on project success has
been supported by the study outcomes. More precisely, greater commitment of senior
management has a positive impact on strategic benefits and transformation benefits. The
study findings show that the positive impact of top management that has been identified
at the organisation level can also be found at the project team level (Gregor et al., 2006).
The strong influence of senior management commitment helps in achieving project
success and business benefits, and is in line with the earlier upper echelon behaviour that
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focuses on the effect of top management support like advice seeking, behavioural
integration, entrepreneurial drive, and risk taking on business benefits. The study results
support this positive effect at the project level by applying a project level approach.

Study outcomes show that commitment from senior leadership team in any
organisation is critical and motivates internal and external project stakeholders to
accomplish desired success in projects. Thus, involvement of senior management offers
more opportunities to achieve project-based objectives, increases influence on project
sponsors or stakeholders, and leads to long term success. The success in projects differs
based on project management approaches adopted, project environments and project
types (Khattak and Shah, 2020; Albert et al., 2017; Garcia-Crespo et al., 2009). The study
findings support the notion that flexibility is a key factor to achieve success in projects
(Zaman et al., 2019; Zailani et al., 2016). A few research studies offer similar conclusions
but none have examined the extent of senior management role and interactional effect of
flexibility of projects on the success of IT projects in financial services industry. Project
managers can include flexible approaches as one of the project risk mitigation strategies
to avoid any uncertain situations resulting into project failures. The current study
indicates that flexibility in projects has a positive moderation effect on the association
between senior management commitment and project success. Hence, the influence of
senior management on project success is high when flexibility in projects is high.

Strategies used to mitigate risks minimise the unfavourable effects of uncertain events
through primary project risk analysis along with contingent factors. With projects being
innovative, it is difficult to collate project related information for risk planning as
innovation exposes projects to uncertain situations. Thus, project resources should be
assigned appropriately to generate required information needed for risk planning.
Furthermore, detrimental effects of project flexibility on the success of projects should
increase with more flexible approaches and practices. Hence, study findings reinforced
the substantial moderation effect of flexibility in projects. Since managers may have
different preferences, perspectives and capabilities; these factors inhibit project success
(Patanakul, 2015).

The study outcomes on project success suggest that the resource and coordination
issues among project stakeholders (i.e., internal and external) can be improved by
maintaining transparency, sharing knowledge on project related processes and practices,
enhancing the knowledge across project teams, informing project stakeholders about the
customer’s future requirements, regular project reviews to monitor the project progress,
communicating with project stakeholders on the future strategic needs, more information
exchange among stakeholders and continued effort to look for new approaches to
integrate processes used in IT projects (Zailani et al., 2016).

7 Conclusions

Each project is unique and needs a different contingent approach to achieve project goals.
Different variables involved in a project change based on the project context. This study
highlights and illustrates how senior management commitment and risk mitigation
strategy (i.e., project flexibility) result in success of IT projects in financial services. The
study findings state that greater remunerations of senior leadership commitment for
projects with higher complexity, innovativeness, and uncertainties lead to overall
business as well as project success. This research is in line with earlier studies, which
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re-enforce the value-add of senior management commitment and flexibility in projects on
achieving success in general.

The examination of success in IT projects is imperative in measuring the overall
performance of project groups in the long term. To improve in project management
approaches, lessons learned from individual projects should be recognised as significant.
However, it can be challenging to separate the root causes from individual projects for
failures or success in projects (Zaman et al.,, 2019; Albert et al.,, 2017). The study
outcomes offer useful insights specific to project management and can be applied on
project portfolios or programs and in discrete projects. Overall, this study addresses the
weaknesses of the contingency perspective as only a few empirical studies have been
presented till date.

Considering the practical aspects of project management, key activities in projects are
driven by the involvement of project stakeholders. This makes it vital for the project
manager to include the expectations of key project stakeholders in the initial project
planning phases. To effectively use flexibility in projects, project managers should
showcase ‘can do’ attitude, remain focused to have a supportive culture across project
groups, demonstrate the ability to accomplish project goals, collaborate with multiple
stakeholder and enhance knowledge sharing with continuous learning (Ajmal et al.,
2013). Likewise, senior managers should continue to effectively manage risks with
timely decision-making and have constant interaction with project sponsors. Senior
managers should prioritise key challenges with careful allocation of project resources
during the implementation of radical and disruptive innovation. Thus, project managers
should remain focused in the current market settings by not just achieving schedule and
budget goals but also managing different organisational aspects.

Successful project management drives business benefits and to achieve success in
projects along with the desired organisational goals, IT project management professionals
(especially managers) should continue to deliver business value (Crosby, 2012). Senior
managers should ensure to enable project groups to offer business benefits such as new
technology, competitive advantage with new competencies and products or services, etc.
Project managers should understand the organisation as well as project vision, ensure to
have open communication with project groups, empower project teams and foster an
environment to deliver value across all project stages (Baiden et al., 2018). Hence, senior
leadership should focus on the continued professional development of the project
managers through constant learning and build the leadership skills required in a dynamic
environment.

The study findings also illustrate that project flexibility has substantial influence on
senior management commitment and success in general. Hence, senior leadership should
be committed to managing the required level of flexibility in project execution to remain
successful. Organisations should train project managers on strategies that offer flexibility
and develop risk mitigation strategies to deal with late reconciliation of requirements
(especially for stage-gate models), resource allocation in dynamic settings, contingency
planning, etc. Similarly, project managers should remain focused to upskill project
groups’ knowledge to enhance project performance and achieve expected outcomes.

Consequently, senior managers should encourage innovation-driven leadership
capabilities at project or portfolio levels, have more visibility on project controls through
periodic reviews and build an entrepreneurial-oriented culture to foster business
outcomes. Portfolio or program managers should pursue challenging opportunities; learn
more about market dynamics and enhance capabilities to reap long-term benefits. Hence,
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managers at all management levels should remain focused on strategic goals of the
organisation, resource development process, allocation of the tangible and intangible
assets, and also realise transformational remunerations such as new processes, skills, and
business tactics.

8 Limitation and future recommendations

This research has some limitations that can be answered by further research. First,
cross-sectional data representing IT projects from financial services organisations is used.
Therefore, future studies can be conducted considering project types from different
industries, and sectors. Second, although this study examines the moderation role of risk
mitigation strategy (i.e., project flexibility) between senior management commitment and
the success of projects, managers’ decision making consists of many contingency factors.
Future studies can examine other potential moderating variables considering risk
mitigation strategies such as project visibility and how the risk management process
influences the entire process. Third, the study depends on the manager’s perspective and
quantitative method to analyse the relationship between senior management commitment
and project flexibility in achieving project success. Future studies can assess using a
qualitative method, for example, case studies, in-depth interviews, or focus groups, and
analyse senior leadership commitment at different project stages.
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