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The strategic decisions in companies also require looking at the human capital of the organization.
In this research, the starting point was a desire to enter a new market with a new hotel information
system product. This decision requires identifying if the human capital in the organization enables
the success on that market and that way to decide whether the decision is the right one. The
human capital has a huge role in organizations, especially in Information Technology since it is
the key competitive differentiator now and in the future. This is why the human capital should be
identified and the future direction should be determined in the organizations.

The aim of this research is to create a view of supplier's human capital that is required in hotel
information system projects and to identify the gap between the required and the case company’s
current human capital. The human capital in this research is defined on team and individual levels,
so that each component can be applied to individuals, but the entity combines the components
required from the team. The research was carried out as a case study in an Information Technol-
ogy (IT) -consulting company, vendor and Finnish hotels. The data was collected by interviewing
four hotel organizations, one vendor and the case company’s employees. Also, the company’s
internal data sources such as project process instructions were used as secondary data. Data
was analyzed trough thematic analysis process, which helped to identify different factors that are
required from the supplier in hotel information system projects. The case company’s employees
then identified their level on each component of the list.

The outcome of the research is the human capital list, which gathers together all of the main
themes and their components that were identified in the empirical research. The list also identifies
differences in two project phases: sales and delivery, so that the organization is able to provide
the required human capital at the right time. The research managed to identify aspects that were
not covered in the literature and study the human capital in the context of hotel industry and its
information systems. The research also defined a new way of measurement of human capital and
clarified the gap of the required and current human capital in the case company. These results
provide a guidance for future studies and other organizations in similar situation. The research
also provides information of the hotel industry and the information systems in hotels and points
out aspects that lack research especially regarding supplier's human capital and wider or nar-
rower perspectives to it.

Keywords: human capital, competence, hotel industry, information system, project, human
capital measurement, competence management
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Yritysten strategiset paatokset edellyttavat organisaation inhimillisen padoman tarkastelua.
Tassa tutkimuksessa lahtékohtana on halu laajentaa uusille markkinoille uuden tietojarjestelma-
tuotteen kanssa. Tama paatos edellyttaa organisaation inhimillisen padoman tunnistamista ja ym-
marrysta siitd, onko organisaation inhimillinen padoma sellaista, jotta se mahdollistaisi menesty-
misen Kyseisilld markkinoilla, ja siten paattaa, onko paatds oikea. Inhimilliselld pddomalla on val-
tava rooli organisaatioissa, etenkin tietotekniikan alalla, koska se on yksi tarkeimmista asioista,
joka luo kilpailukykya nyt ja tulevaisuudessa. Siksi inhimillinen padoma tulisi tunnistaa ja sen tu-
levaisuuden suunta maarittaa.

Taman tutkimuksen tavoitteena on luoda ndkemys toimittajan inhimillisestd padomasta, jota tar-
vitaan hotellien tietojarjestelmaprojekteissa, ja tunnistaa kuilu vaaditun ja tapausorganisaation
nykyisen inhimillisen padoman valilla. Téman tutkimuksen inhimillinen pddoma on maaritelty tiimi-
ja yksilétasolle, jotta kutakin komponenttia voidaan soveltaa yksiléihin, mutta kokonaisuus yhdis-
taa tiimilta vaadittavat komponentit. Tutkimus tehtiin tapaustutkimuksena tietojarjestelmakonsul-
tointiyrityksessa, tietojarjestelmatoimittajalla ja suomalaisissa hotelleissa. Tiedot keréattiin haas-
tattelemalla neljda hotelliorganisaatiota, yhta jarjestelmatoimittajaa ja tapausorganisaation tyon-
tekijoita. Lisaksi yrityksen sisaisia tietolahteitd, kuten projektiprosessiohjeita, kaytettiin sekundaa-
riaineistona. Aineisto analysoitiin temaattisella analyysilla, jonka avulla tunnistettiin erilaisia teki-
jOita, joita toimittajalta vaaditaan hotellien tietojarjestelmaprojekteissa. Tapausyrityksen tyonteki-
jat arvioivat sitten oman tasonsa jokaisen inhimillisen padoman komponentin osalta.

Tutkimuksen tuloksena tuotettiin lista, joka kokoaa yhteen kaikki empiirisessa tutkimuksessa tun-
nistetut inhimillisen pddoman paateemat ja niiden komponentit. Lista tunnistaa myds erot kah-
dessa projektin vaiheessa: myynnissa ja toimituksessa siten, etté organisaatio pystyy tarjoamaan
tarvittavan inhimillisen paddoman oikeaan aikaan. Tutkimuksessa pystyttiin tunnistamaan myos
kirjallisuudessa kasittelemattémia nakokulmia ja tutkimaan inhimillistd padomaa hotellialan ja sen
tietojarjestelmien yhteydessa. Tutkimuksessa maariteltiin uusi tapa mitata inhimillistd padomaa
seka tunnistettiin vaaditun ja nykyisen inhimillisen padoman kuilu tapausyrityksessa. Se antaa
suunnan inhimillisen pddoman mittaamiselle tulevissa tutkimuksissa ja ohjeistaa muita vastaa-
vassa tilanteessa olevia organisaatioita. Tutkimus tarjoaa myos lisétietoja hotellialasta ja hotellien
tietojarjestelmista seka tuo esiin alueita, joista puuttuu tutkimusta, kuten erityisesti toimittajan in-
himillinen padoma ja sen laajemmat ja kapeammat nakdkulmat.

Avainsanat: inhimillinen pddoma, osaaminen, hotelliala, tietojarjestelma, projekti, inhimillisen
paaoman mittaaminen, osaamisen johtaminen
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1. INTRODUCTION

1.1 Background and motivation for the study

Digitalization changes organizations and their operations, markets and increases the
competition (limarinen & Koskela 2015). Companies across industries need the ability to
pivot rapidly to pursue new business opportunities and keep up with a fast-changing
global business environment (Parida 2018), which has sped as the effect of digitalization.
One important mechanism for firms to grow is the expansion of the scope of the products
they offer or the markets in which they act (Penrose 2009). Product diversification as a
corporate strategy has been recognized as a means for increased market power (Hitt et
al. 1994), capitalizing on economies of scale (Teece 1982, cited in Miller), using excess
resources (Penrose 2009), and reducing transaction costs (Amit & Livnat 1988). It is a
way to improve the business. The opportunities for new products arise from changes in
the productive services and knowledge in the firm (Penrose 2009). According to Chang
(1996) the decision to entry specific markets are based on the knowledge base and in-
dustry attractiveness. Often firms tend to enter business, where they can apply its exist-
ing knowledge base. The existing resources, such as skills, knowledge and physical re-
sources, have an important role in choosing the direction of the diversification (Penrose
2009). One way to diversify the product scope is to look for new industries. In this re-
search we will focus on an information system product, which is expanded to a new

industry, hotels.

As a context, the hotel industry is unique and separates from other industries for example
2015; Stringam & Partlow 2016). In addition, each hotel is different by offering, location,
ownership, target group and image (Rautiainen & Siiskonen 2015). This fact makes the
hotel industry difficult to understand and operate. Since the operating environment is
complex, hotels have multiple wide and complex information systems to cover all the
functionalities and departments. The systems give answers to many questions and chal-
lenges in hotels, such as competitive advantage (Ham et al. 2005; Bilgihan et al. 2011;

Pereira-Moliner et al. 2016), better customer experience and process efficiency (DiPietro



& Wang 2010; Stringam & Partlow 2016), which is why information systems and infor-
mation system projects are crucial for hotels. In this sense the hotel industry is attractive

market to enter.

The diversification as a corporate strategy is linked to the human capital that exists in
the organization. Many managers claim that human capital is the most important asset
in the organization (Fulmer & Ployhart 2014) or at least one of the most important ones
(Boudreau & Ramstad 2008). The CEO of Solteq has said that: “We are people’s busi-
ness, and our talent pool is the company’s greatest asset.” (Olli Vaatainen 2020) Espe-
cially, in service industries like consulting and Information Technology (IT) services,
knowledge is a key competitive differentiator (Gratton & Goshal 2003). Human capital
might enable the business, but it also has to be emphasized that any human capital is

not beneficial for the organization.

Human capital is strongly related to the organization’s strategy (Lonnqvist et al. 2005;
Viitala 2005; Hyppanen 2013), which links it to strategic decisions like diversification de-
cisions. The comprehensive competence management is possible through the identifi-
cation of the current situation and choosing the future direction. Organization has specific
strategic human capital, which can be defined by the optimal market opportunities or the
current resources in the organization. (Viitala 2005) It is important to consider, if the cur-
rent competence is enough in the future (Hyppanen 2013). In this case, the case com-
pany wants to find out if the current human capital is enough to successfully implement
hotel information system projects, which is the strategic starting point in this research.
The particular human capital creates competitive advantage and organizational perfor-
mance for the case company (Hyppanen 2013; Vargas 2016). Also, the individuals ben-
efit from the human capital, which defines a great deal of their career development, sal-

ary, motivation and well-being (Hyppanen 2013).

1.2 Purpose of the study, research questions and research
gap

The aim of the study is to identify the supplier’s required human capital in the information
system projects’ sales and delivery phases in hotel industry. It also identifies the gaps in
the required human capital and the current human capital of the case company. To reach
this aim, the study will cover the theory of human capital, competence and their manage-
ment as well as the hotel industry and information systems in the hotel. In addition, theory
of the information system project lifecycle is studied. The study includes a theoretical

part and a qualitative case study to reach its goal.



In the theoretical part of the study the human capital and its management are studied.
The studied human capital is limited to supplier organization’s human capital which
means that the human capital of the customer or other stakeholders are not taken into
account. In this context the human capital of the project team and the individuals is more
important than the human capital of the organization in general. In addition, the hotel
information systems are covered in this theoretical part. It is important to emphasize that
the studied information system is limited to the hotel industry and to one specific system
there, the Property Management System (PMS), which is in the heart of the hotel oper-
ations. Since the definition of PMS varies, it is seen as a broad solution in this research.
The PMS is defined in more detail in Subchapter 3.5.

The focus of the case study is Solteq (the case company) and its stakeholders that act
within hotel industry. Solteq is a Nordic IT Service provider and software house that spe-
cializes in digital business solutions and vertical software markets. The case study is
focused on the Solteq’s Microsoft Dynamics 365 Business Central team, which delivers
Enterprise Resource Planning (ERP) and Point of Sale (POS) solutions mainly for retail
industry. A software vendor and possible future customers in the hotel industry are inter-
viewed in order to gain understanding about the hotel industry and the human capital
required in the projects. The aim is to create better understanding of the required and
missing human capital for the case company. The interviews are also conducted with the
case company’s employees to understand the required human capital in their perspec-

tive and also gain understanding about the current human capital in the team.

For the case company, the study of the required human capital is important. Organization
does not have solutions for hotel industry yet and this study is part of a research to iden-
tify the required human capital to conduct successful projects in the hotel industry. The
organization does not have any previous research about the human capital or compe-
tences needed in the hotel industry projects and any of this information is neither avail-
able straight from the current research, where the research gap has been identified. This
is why the results of this study are important in making the decision whether the case
company should enter the hotel information system market and what is required if they
do. The objective of this study for the organization is to learn more about the hotel indus-

try and the human capital required in the hotel industry projects.
The main research question is:

1. What human capital does the hotel industry information system sales and deliv-

ery require from the supplier's team (and its individuals)?



Sub research questions:
1.1.  How can the current state of human capital be measured?

1.2. What is the gap between required and current human capital in the case or-

ganization?

The first sub research question is answered mostly through theoretical study and the
main research question and the second sub research question is answered through the
empirical study. It is also important to underline that the study has a supposition that the
supplying organization requires human capital in system sales and delivery. This is
based on the fact that in knowledge intensive organizations, the resources are mostly

shaped by intangible assets (Lonnqvist et al. 2005).

Though, the research has very practical starting point, it also has value from the scientific
perspective. Each of the research areas covered in the literature research, human capi-
tal, competence and their management, hotel industry, hotel information systems and
project lifecycle, have at least decent amount of research, but when it comes to these
areas combined, there are only few or even not at all conducted research. Human capital
and competence are studied from different perspectives quite a lot (e.g. Nordhaug &
Gronhaug 1994; Edvinsson & Malone 1997; Sydanmaanlakka 2000; Lénnqvist et al.
2005; Viitala 2005; Ployhart & Moliterno 2011). The management and measurement of
competence has also quite good amount of research (e.g. Viitala 2005; Hyppanen 2013).
Instead human capital management is often seen as a part of intellectual capital man-
agement (e.g. Lonnqvist et al. 2005; Kujansivu 2008) and it alone has been studied
mostly only from the human resource management perspective, which is quite strategic
and does not suit for the purpose in this research (e.g. Baron & Armstrong 2007; Ingham
2007). This means that there are no well-established methods to measure the human

capital in this operational level in the literature.

When we also consider the hotel industry and information system literature, these have
also a good amount of research (e.g. Pucciani & Murphy 2011; Rautiainen & Siiskonen
2015; Stringam & Partlow 2016) as well as the information system project lifecycle (e.g.
Sommerville 2006; Wybo 2007). But when it comes to human capital in the information
system projects or specifically supplier's human capital in information system projects,
the literature is quite scarce. There is some research about the supplier's human capital
in information system projects (e.g. Pratt 2007; Huang et al. 2009; Banai & Tulimieri
2013), but it is kept on quite general level. Also, when we combine all of these areas

together, supplier's human capital in hotel information system projects and its phases,



the literature does not give much answers to this question, which gives a good oppor-

tunity for this research to cover this research gap. The Figure 1 presents the research

gap.

Hotel industry

Human Capital &

Competence Information
systems & Project

lifecycle

Figure 1: The research gap

The research focuses only on the human capital, not the other parts of the intellectual
capital. Competence is considered to be a part of human capital. The human capital in
this case is studied as a broad definition, but the research will not focus on the basic
competences required in the information system projects, e.g. the technical knowledge.
It rather focuses on the hotel industry specific human capital. Since the line between
these two areas is not clear, it can only be said that the research is focused more on the
hotel industry specific human capital but that it does not exclude any specific human
capital. This leads to another presumption, which is that the supplier has a required level
of technical competence and understanding of information system projects in overall.
One limitation is also that the human capital is studied on project team level, which

means that the required human capital applies to the team as a whole.

The literature on hotel industry and information systems has emphasized research that
is less than ten years old, as this area has changed as the effect of digitalization. The
limitation ensures the applicability of the studies to the target company. However, older
publications are also included if their age has not been considered to have significant

effect on the research.

1.3 Research approach

Research philosophy refers to the beliefs and assumptions, which shape the understand-

ing of the research questions, the methods and interpreting the findings (Crotty 1998).



The philosophical assumptions, strategic and methodological choices used in this re-

search are presented in Figure 2.

Pragmatism
Abduction

Case-study
Cross-sectional

Qualitative research

Theme interviews M Group interview

Figure 2: The assumptions and strategy of the research

The starting point for this research is very practical since the organization has a real need
to understand the research subject. Thus, pragmatism can be seen as the most relevant
philosophy in this research. Pragmatism reconciles both objectivism and subjectivism,
facts and values, accurate and rigorous knowledge and different contextualized experi-
ences. It is value-driven research and the researcher’s values drive the process. The
practical outcomes are relevant for the study. Pragmatism recognizes many different
ways to undertake the research and the emphasis is on practical solutions and out-
comes. (Saunders et al. 2016) The method or methods should enable appropriate data

for the research (Kelemen & Rumens 2008).

The approach to theory development in this research has inductive and deductive fea-
tures, so the approach can be seen as abduction. According to Saunders et al. (2016)
and Eriksson and Kovalainen (2008) in inductive approach new theory is created as an
outcome from empirical research. In inductive approach the data collection is used to
explore a phenomenon, identify themes and create a conceptual framework. The re-
search is often qualitative and uses a variety of methods in order to establish different
views of phenomena. (Saunders et al. 2016) The deductive approach instead starts with
theory and a hypothesis drawn from the literature. Then the research proceeds from
hypothesis to empirical research. (Eriksson & Kovalainen 2008; Saunders et al. 2016)

Data collection is used to evaluate the hypotheses related to an existing theory. One



characteristic of deduction is a carefully selected and sufficient size of sample to gener-
alize the theory. (Saunders et al. 2016) The abductive approach is a combination of these
two approaches and Eriksson and Kovalainen (2008) have described it as moving be-
tween the two methods. Like the inductive approach, the abductive approach is also
empirically based, but in addition to empirical research, it uses previous literature as
inspiration. (Anttila 1996) In this research, the research starts with existing theory, which
creates a base for the empirical research. It is a starting point for the interviews. After
this the qualitative data is collected and it gives more understanding about the situation

and research subjects, where the framework for the human capital is created.

The research strategy is a plan of how the researcher will answer the research question
(Saunders et al. 2016). In this research, a case-study is being used. Case study is an in-
depth inquiry into a topic within its real-life setting (Eriksson & Kovalainen 2008; Yin
2014; Saunders et al. 2016). In this research the focus is on the case company and the

human capital it will require.

This research is a cross-sectional by its nature. Cross-sectional research studies a par-
ticular phenomenon at a particular time. It is focused on a specific time and is a “snap-
shot” of the situation. (Saunders et al. 2016) This research has quite a short time horizon,

so it can be considered as a cross-sectional study.

This research utilizes semi-structured interviews and a group interview to gather the
data. Semi-structured interviews are suitable for situations where the aim is to under-
stand the respondents' attitudes, opinions and the reasons for the choices made. The
researcher has a list of themes and key questions, but the use may vary between inter-
views. (Saunders et al. 2016) In this research, the interviews are conducted via video
interviews (Microsoft Teams application) since the Covid-19 prevents personal meetings.
Semi-structured interviews are used to gather data, which is often analyzed qualitatively.
The interviews allow to collect rich and detailed set of data. (Saunders et al. 2016) The

data collection and analysis has been presented in Chapter 5.

1.4 Structure of the research

The research structure consists of five phases. In the first phase an overall understand-
ing of the problem and the current state in case company are studied. The research
objective, structure and limitations are defined. In the second phase, a literature research
is conducted on relevant areas to create a theory base for the empirical research. The
literature research is covered in chapters 2 and 3. Chapter 4 is a summary of the litera-

ture research and it concludes the chapters 2 and 3. In the third phase, the empirical
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research is conducted in two phases. After the first-round interviews are conducted, anal-
ysis has been done and used that as a base for second round interviews. After second
round interviews all of the data has been analyzed again. The research methods, data
collection and analysis are presented in chapter 5. The fourth phase presents the out-
comes of the empirical research in chapter 6. The fifth phase includes discussion and
conclusions, and these are presented in chapter 7 and 8. These chapters include the
reflections and conclusions of the study, review the theoretical and practical contributions
of the research, answer to the research questions, as well as the limitations of the re-
search and possible further research. It also evaluates the research. The theme interview
frames (Appendices A & B), data protection and processing (Appendix C), the Excel file
that served as the basis for the second phase interviews (Appendix D) and also the final
human capital list (Appendix E) are presented in the appendices to the study. The struc-

ture of the study is presented in Figure 3.

Introduction (chapter 1)

Research objective & strategy Structure & limitations

|“

Literature research (chapters 2, 3 & 4)

Human capital & it's management Hotel industry & information systems

|¢

Empirical research (chapter 5)

Qualitative research Data collection Data analysis

|4l

Empirical results (chapter 6)

Required human capital Measurement of HC

Discussion & Conclusions (chapters 7 & 8)

Research outcomes Reflections to theory Evaluation Further research

|¢

Figure 3: Structure of the research

As a conclusion, it can be said that the research is divided into literature research (chap-
ters 2-4), empirical research (chapters 5-6) and discussion and conclusions of the study

(chapters 7 and 8).



2. HUMAN CAPITAL AND HUMAN CAPITAL
MANAGEMENT

2.1 Intellectual capital

Intellectual capital has many synonyms and terms that are used in the literature. Accord-
ing to Lonnqyist et al. (2005) intellectual capital is also called for example as intangible
assets, knowledge assets and invisible assets. Choong (2008) adds immaterial values

to this list. In this research we will use the definition intellectual capital.

Intellectual capital was first noted by economist John Kenneth Galbraith in 1969. He was
the first, who identified the term in 1960’s, but it took about twenty years until it became
a central theme in business discussions and scientific articles. (Bontis 2001) The rise of
knowledge-intensive services promoted the discussions and importance of intellectual
capital, which was also an effective tool for leading and developing an organization
(Puusa & Reijonen 2011).

Choong (2008) has studied the multiple terms and definitions of intellectual capital. The
first definitions are from 1990’s, when Itami and Roehl (1991) indicated that intellectual
assets are “invisible assets that include a wide range of activities such as technology,
consumer trust, brand image, corporate culture and management skills”. Later definitions
are slightly different and maybe more specific. Youndt et al. (2004) focus on two aspects
in defining intellectual capital. The first suggests that intellectual capital is the sum of all
knowledge that exists at different levels within and outside the organization. And second
suggests that intellectual capital should be utilized for competitive advantage. According
to Lonnqvist et al. (2005) and Roos et al. (2006) intellectual capital is not a physical
asset, instead it includes for example employees’ competences, organization’s re-
sources and processes. Lonnqyvist et al. (2005) have also defined some characteristics
for intellectual capital. These include an abstract nature, difficulties in defining the owner
of the asset, impossibility of selling it and ability to use them simultaneously. Also, the
business growth opportunities are often unlimited for intellectual capital, which makes it

very interesting subject to study. (Lénnqvist et al. 2005)

Intellectual capital cannot be valued separately from other assets, which means that it
cannot stand by itself. Intellectual capital needs a network that utilizes intellectual, human
capital and organizational resources. (Lev 2001; Rastogi 2003; Mouritsen et al. 2004)

According to Saint-Onge et al. (1996, cited in Edvinsson & Malone 1997) the value of
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intellectual capital is not created through only one category. Instead every category

should be properly led and strong in order to create economical result.

Organization’s intellectual capital can be divided into different parts or categories. Many
models and frameworks are defined in the literature and only few of them are introduced
next. The models help the organizations to understand, what the intellectual capital is.
The model created by Edvinsson and Malone (1997) is one of the most well-known ac-
cording to Puusa and Reijonen (2011). According to the model presented in Figure 4,
intellectual capital consists of human capital and structural capital. Human capital con-
sists of employees’ and leader’s knowledge, skills, experiences and ability to innovate.
Structural capital consists of customer capital and organizational capital. The organiza-
tional capital is further divided into innovation and process capital. (Edvinsson & Malone
1997)

Market value

|
v v

Financial capital Intellectual capital
L
v v
Human capital Structural capital

J{

v v

Customer capital Organizational capital
)|
v v
Innovation capital Process capital

Figure 4: Intellectual capital model (Edvinsson & Malone 1997)
Another model is created by Sveiby (1997) and it is presented in Figure 5. The Sveiby’s

(1997) model has three components, which are external structure, internal structure and
employee competence. The external structure includes relationships to customers and
suppliers as well as brands and the organization’s reputation and image. The internal
structure includes patents, designs, information systems and the culture of the organiza-
tion. Employee competence instead consists of experience, training and competence.
(Sveiby 1997)
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Intangible assets

Employee
External structure Internal structure competence
Tangible

assets
Educaction,

experience,

Relationships, Patents, designs,

image, reputation, information systems,

brand culture competence

Figure 5: Sveiby’s (1997) model of intangible assets

Brooking’s (1998) model has four main classes for intellectual capital, which are market
assets, human-centered assets, intellectual property assets and infrastructural assets.
The market assets, including brands, distribution channels and customer relationships,
help the organization to maintain the competitiveness in the market. Human-centered
assets include, for example individuals’ professionalism, creativity and education. Intel-
lectual property assets consist of copyrights, designs, patents and trade secrets. And
finally, infrastructural assets include information systems, technologies and processes,
that enable the organization to operate. (Brooking 1997) The Brooking’s model is pre-

sented in Figure 6.

Intellectual capital

Human- Intellectual Infrastructure

Marketassets  ontered assets property assets assets

Technologies,
processes,

Brand, Professionalism Information
customer creativity, systems,

culture,
information

systems

relationships, problem- copyrights,
distribution solving, trade secrect,
channels education patents

Figure 6: Brooking's (1998) model of intellectual capital

Despite all these previously presented models have differences, they have also similar-
ities. According to Lénnqvist et al. (2005) and Choong (2008) intellectual capital can be
divided into three categories: human capital, relational capital and structural capital.

These categories are supported by the previously presented models. According to Roos
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et al. (2006) and Carson et al. (2004) this division into three categories is fairly well es-

tablished. This three-category model will be utilized also in this research and is presented

in Figure 7.

Human capital Relational capital  Structural capital

Competence Relationships to Values

— customers
Personal characteristics
Culture

Attitudes Brands

Processes
Knowledge

Cooperation contracts

Immaterial rights

Education

Figure 7: Intellectual capital according to Lénnqvist et al. (2005)

Structural capital includes structures, systems, processes and practices that are used
in the operation of the organization (Roos et al. 2006). Structural capital often dissemi-
nates the knowledge and experience generated by human capital (Vargas et al. 2016)
Structural capital is mostly owned and controlled by the organization (L6nnqvist et al.
2005; Roos et al. 2006). For example, values and culture are often created by the per-
sons in the organization but they rarely change if the person leaves the organization
(Lénnqvist et al. 2005).

Relational capital includes organizations partnerships and networks that have an effect
on value creation such as customers and media (Carson et al. 2004; Roos et al. 2006).
Loénnqyist et al. (2005) includes also reputation, brands and cooperation contracts to
relational capital. Organization can only partly control them, but not entirely since some
of the relationships are created by specific persons, who can leave the organization (L6-
nnqvist et al. 2005).

As it can be seen from the models presented, human-related capital is important part of
the intellectual capital. The models have separated it into an own subdivision. The third
part of intellectual capital, human capital, will be introduced in the next chapter. After that
we will look in more detail at the concept of competence, which is highly related to human

capital.

2.2 Human capital

According to Carson et al. (2004) there is no systematic attempt to list the attributes that
constitute human capital. According to Lonnqyvist et al. (2005) it includes employees’

competences, education, knowledge, attitudes and personal characteristics. Edvinsson
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and Malone (1997) define human capital as capabilities, knowledge, skills, and experi-
ence of the employees. The definition also includes values, culture, and philosophy of
the organization, which Lonnqvist et al. (2005) include in the structural capital and not as
a part of human capital. Roos et al. (2006) define human capital somewhere between
these two as knowledge, experience, abilities, innovation, attitudes and personal char-
acteristics. Also, Edvinsson and Malone (1997), Roos (1997) and Bontis (1998) argue
that human capital is linked to creativity and innovation of the organization’s members.
Another definition of human capital is KSAO, which means individuals' knowledge, skills,
abilities, or other characteristics (Ployhart & Moliterno 2011). Vargas et al. (2016), in-
stead, define human capital as the combination of tacit and explicit knowledge that be-
longs to the organization’s members and brings value to the organization. Roos et al.
(2006) argue that human capital belongs to the members of the organization and mem-
bers can control and decide how they use their human capital. As a conclusion, it can be
said that human capital consists of the intangible resources that employees are offering

for the organization.

Intellectual capital is often considered from different perspectives: individual, regional
and organizational (Lénnqyvist et al. 2005). It is usually studied from the organizational
perspective (L6nnqyvist et al. 2005), but it can be also approached from broader perspec-
tives, such as regional perspective like municipality perspective (Bounfour & Edvinsson
2005). The intellectual resources of an individual are often the prerequisite for the for-
mation of other intellectual capital. (L6nnqvist et al. 2005) Also, individual intellectual
capital is part of organizations intellectual capital and organizations intellectual capital is
part of larger area (Bontis 2005). According to Ployhart and Moliterno (2011) the studies
of human capital are often focused either on the individual perspective or the organiza-
tional perspective. Often the scholars of human resources, psychology and organiza-
tional behavior are interested in individual level and macrolevel organizational scholars

such as strategists are interested in organizational level. (Ployhart & Moliterno 2011)

Human capital is rare, valuable, inimitable, and non-substitutable intangible resource that
allows an organization to raise its value (Barney 1991; Barney & Wright 1998). Hyppanen
(2013) finds that competences are also meaningful for the individuals, not only for the
organization. Competences and skills define a lot about the career development, salary,
motivation and well-being of the employees. In this research, it is important to understand
that the individual human capital is a base for the team and organizational human capital
and that the research will focus on the individual and team levels. Next we will go through

human capital in more depth on the individual and organizational level.
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2.2.1 Individual perspective to human capital
As explained earlier, the definition of human capital is not simple, instead it has many

different definitions in the literature. Many of them still have several same attributes, such
as competences, knowledge, skills, experience, innovation, education and personal
characteristics (e.g. Edvinsson & Malone 1997; Roos 1997; Bontis 1998; Lonnqvist et al.
2005; Ployhart & Moliterno 2011; Vargas et al. 2016). According to the presented defini-
tions, the human capital is divided into areas identified in the literature and presented

from the individual perspective.

Knowledge is the base of the individual’'s competence (Lénnqyvist et al. 2005). It is actu-
ally one of the factors that is most frequently repeated in different definitions of human
capital (e.g. Lonnqvist et al. 2005; Roos et al. 2006; Ployhart & Moliterno 2011; Vargas
et al. 2016). Roos (1997) has though included it into the definition of competence.
Knowledge is a combination of experience, values, contextual information, and expert
insight and it is often embedded in documents or repositories as well as also in routines,
processes, practices, and norms. (Davenport & Prusak 1998) Ployhart and Moliterno
(2011) define the knowledge in the context of human capital as an understanding of
principles, facts and processes, and which can range from generic to specific. Vargas et
al. (2016) has defined human capital as the combination of tacit and explicit knowledge
that belongs to the members of an organization. Lénnqyvist et al. (2005) and Puusa and
Reijonen (2011) also propose that knowledge is divided into two groups: explicit and
tacit. Explicit knowledge is written, said or otherwise visible, transferrable and shareable.
Tacit knowledge instead is hard to share and express with others. It is tied to experi-
ences, feelings and other personal characteristics. (Nonaka 2007) Often, the tacit
knowledge is hard to find even by the owner, which makes it difficult to manage. Still it is
important for the organization to find the tacit knowledge and turn it into explicit. (Viitala
2005)

In the human capital literature, competence, capabilities, abilities and skills are men-
tioned as a part of human capital (e.g. Edvinsson & Malone 1997; Roos 1997; Lénnqvist
et al. 2005; Ployhart & Moliterno 2011). Lénnqvist et al. (2005) and Viitala (2005) argue
that skills, competences, know-how and capabilities are often spoken as synonyms and
they mean the abilities, information and skills the individual has. According to Abel et al.
(2008) competence is the way of putting into practice some knowledge in a specific con-
text. Lonnqyvist et al. (2005) talks about competences and has based the definition on
the Viitala’s (2005) structure of professionalism, which will be presented in more detail in
Subchapter 2.3 together with the specific definition of competence. Ployhart and

Moliterno (2011) and Edvinsson and Malone (1997) among others talk about skills as a
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part of human capital. Skills represent a capacity to learn more information, or from other
perspective, learn information more quickly. Skills reflect much of what is learned through
formal education or experience. (Ployhart & Moliterno 2011) In this research, we will use

competence as a definition for all skills, capabilities and abilities.

Loénnqyist et al. (2005) finds education as a part of human capital. Education has often
an impact on the development of the competence, especially the substance competence,
but not always. Sometimes the competences learnt in action are more important than
education. (Lénnqvist et al. 2005) Ployhart and Moliterno (2011) and Abel et al. (2008)
determine education as a way to learn more and gain for example knowledge. Many of
the investments to human capital are made by the individuals through education (Aber-
nethy et al. 2003, cited in Lénnqvist et al. 2005) Experience, on the other hand, reflects
an opportunity to learn and transfer knowledge from generic to job and firm specific
(Ployhart & Moliterno 2011). Experience refers to what has happened and what individ-
uals have done in the past (Davenport & Prusak 1998) and it can be related to amount,
time, and type (Quinones et al. 1995). As well as education, also experience, affects the

knowledge and skills of an individual.

Personal characteristics, such as creativity, motivation, proactivity, trust and auton-
omy, are part of human capital (Lonnqvist et al. 2005). Edvinsson & Malone (1997) and
Bontis (1998) mention also innovation and creativity of the organization’s members as a
part of human capital and Ployhart and Moliterno (2011) add stable characteristics: val-
ues, interests and personality to the characteristics. Each of the personal characteristics

have effect on that how individual acts and works.

Roos (1997) and Lénngqvist et al. (2005) have defined attitudes as one of the human
capital attributes. Attitudes are the tendency of people to use their skills and ability in
their work (Roos 1997). Attitudes are often permanent and slowly changing but they are
important because they define how the individual uses the competences and knowledge
in their work (Ruohotie 1998). In this research we will include attitudes as a part of per-
sonal characteristics. The Figure 8 illustrates the individual human capital presented in
this Chapter.
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Knowledge Competence
* Principles E + Capabilities
* Practices & * Abilities
* Processes « Skills
* Explicit & Tacit
Education & experience Personal characteristics
* Learn & transfer knowledge to job « Creativity, motivation, proactivity, trust
specific etc.
* Impact on competence * Values
« Attitudes

Figure 8: Attributes of human capital

Carson et al. (2004) divide the human capital into personal attributes and skills & com-
petences. The difference between these two is that personal attributes cannot be modi-
fied, but skills and competences instead can often be modified. Ployhart and Moliterno
(2011) discuss also about the stability of human capital, where cognitive ability, person-
ality, values, and interests are often relatively stable and endure across time (Jensen,
1998; Kanfer, 1990, cited in Ployhart & Moliterno 2011). Knowledge, skills and experi-
ence instead, are not so stable through the adulthood (Ployhart & Moliterno 2011).

According to Roos (1997) and Roos et al. (2006) individuals control and own the source
of organization’s competitive advantage, knowledge. It is not enough that the organiza-
tion has employees, they should have the right employees with the right competences
(Viitala 2005). This underlines the fact that human capital is connected to individuals.
Organization can invest in individuals, but it is important to notice that the capital will
often leave with the individual from the organization. (Lénnqvist et al. 2005) By investing
in their own personal human capital, individuals also invest in the business they choose
to work. Their goals, values and aspirations guide their human capital requirements such
as knowledge and skills. (Gratton & Ghoshal 2003)

2.2.2 Organizational perspective to human capital
The organization’s understanding of its own success factors is the key to success. The

importance of human capital and its managing is duly noted in the literature. Many man-
agers claim that human capital is “the most important asset” in the organization (Fulmer
& Ployhart 2014) and it has been emphasized to have important relation to the success
of the organization (Boudreau & Ramstad 2008). According to Vargas (2016) many au-
thors highlight the importance of members within organizations and also the importance
of developing the potential to gain sustainable competitive advantage and organizational

performance. Personnel explains part of the competitive advantage and organizational
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performance of the company (Hussi 2004; Miller et al. 2015). According to Bontis (1999,
cited in Vargas 2016), human capital potentially assures the long-term survival of an
organization. Especially, in service industries like consulting, investment banking and IT

services, knowledge is key competitive differentiator (Gratton & Goshal 2003).

Stewart (1997) states that human capital creates first wealth from the abilities and talent
of individuals and then, through these individuals’ work, creates value. The success of
an organization is linked to the competence of its personnel, the utilization and develop-
ment of its competence and its ability to acquire competence (Hyppanen 2013). Intellec-
tual capital, organizational success and competitive advantage have an important rela-
tionship in private and public organizations even if the significance of intellectual capital
might differ (Lénnqvist et al. 2005). If the human capital is tied to the success of the
organization, it would be also natural to link it to the organization’s strategy. According
to Boudreau and Ramstad (2008) human capital is linked to the strategy since the human
capital decisions should be linked to strategic goals. Organization should think for exam-
ple, what human capital it will need in the future and where this capital could be acquired.
Organization can and should also manage the human capital it has. (Hyppanen 2013)
Bontis (1998) argues that the human capital is practically useless, if the organization is
not able to utilize and nurture the skills. Though, Crook et al. (2011) point out that only

particular, specific human capital is a key determinant of organization’s success.

Crook et al. (2011) and Becker (1964) recognize two parts of human capital from the
organizational perspective: firm-specific and general. Firm-specific human capital refers
to skills and knowledge that are applicable in the specific organization (Coff 1997). Often
the firm-specific human capital helps employees to make decisions that are aligned with
firm’s strategy, organizational context and competitive environment and for this reason it
is valuable. (Mahoney & Kor 2015). Firm-specific human capital is often more valuable
than the general human capital since it is only valuable in one organization (Crook et al.
2011).

Human capital is tied to individuals, but it is distributable and exploitable through the
sharing of knowledge within an organization. Ployhart and Moliterno (2011) propose that
human capital is a collective-level resource that has individual-level origins. Collective
human capital is prone to change since it is formed by different individuals. Also, the
organization has its own features and it creates a unique entity with the individuals (Ploy-
hart & Moliterno 2011). If something in the entity changes, also the human capital

changes (Nyberg et al. 2014).
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Human capital is synergizing which means that individuals’ competences, knowledge
and skills create an entity that is bigger than the individuals. (Ployhart & Moliterno 2011)
Edvinsson and Malone (1997) argue, that despite that the human capital is defined to be
the skills, knowledge, capabilities and experience of all of the employees, it is actually
more than the sum of these. Organization should be able to take advantage of these

skills and competences and develop them even further.

2.3 Competence

In the literature human capital is often compared to competence or these terms are spo-
ken even as synonyms. Competence has been defined as a part of human capital (e.g.
Loénnqvist et al. 2005) and as in fact some have even defined that human capital and
competence have the same meaning (Roos et al. 2006). Competence and human capital
have also many of the same characteristics, such as the ability to examine them in or-

ganizational and individual level.

Competence is as a concept relatively difficult to approach and has been defined and
classified in many different ways in the literature. The term is used for many purposes
and there is no clear and generally accepted definition of it (Nordhaug & Gronhaug 1994;
Baker et al. 1997). The term ‘competence’ is based on Latin verb ‘competere’, which
means to be suitable (Nordhaug & Gronhaug 1994). Broadly competence has been de-
fined as “the set of knowledge, technical and professional abilities and skills that may
characterize an employee, a group of employees or an organization” (Thierry 1990, cited
in Lache 2011). Often competence is linked to the knowledge and skills required for the
job and its practical tasks (Nordhaug & Gronhaug 1994; Hyrkas 2009). Since the defini-
tion of competence is vague, it can be difficult to know what is meant by competence.
For example, according to Sydanmaanlakka (2000) competence can be seen at a de-

partment, team or individual level, and at every stage the definition is different.

Sydanmaanlakka (2000) presents different perspectives from which competence can be
examined: organizational level, current situation vs. future and the content of compe-
tence. Organizational competence can be divided for example into individual and depart-
mental competence, it can be examined in the current situation and in the future and the
content of it can be related to different areas, such as core competence, general compe-
tence and process competence. (Sydanmaanlakka 2000) Also Kirjavainen and Laakso-
Manninen (2000) and Prahalad and Hamel (1999) present that competence can be di-
vided into different levels according to location: individual, organization and core compe-

tence.
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Competence is defined differently in different levels. Individual level competence is very
concrete, and it includes for example knowledge, skills, attitudes, experiences and con-
tacts. On a team level, competence consists of the competences of the individuals and
different combinations of these competences. On an organizational level competence is
often very abstract and the term for organizational level competences is often core com-
petences. (Sydanmaanlakka 2000) Organizational level competence requires under-
standing, how the organization’s competences and capabilities can be used to reach the
objectives (Lehtonen 2002).

The individual’s competence can be divided into categories and can be visualized as an
iceberg model, which is also known as pyramid model (see Figure 9). The iceberg is
presented slightly different ways in different sources (e.g. Bergenhenegouwen et al.
1997; Garavan & McGuire 2001; Viitala 2005). The higher a competence is, the easier it
is for an outside observer to spot. Those competences are also related to a specific task,

when the lower levels present the personality and self-development (Viitala 2005).

Profession
specific
competence

Organizational
competence

General working life skills

Values, standards, professional
ethics

Personal characteristics

Figure 9: Iceberg model of competence (adapted from Bergenhenegouwen et al.
1997; Viitala 2005)

The highest level of the iceberg consists of professional-specific competence that forms
the core of professional competence. This competence is often learned through educa-
tion. (Bergenhenegouwen et al. 1997; Viitala 2005) The second level includes organiza-
tional competence, which means competence that depends on a certain task and em-
ployer. This includes, for example, knowledge of the organization’s business idea, exter-
nal and internal networks, products and services, and systems. Organizational compe-
tence is created through experience in connection with work, but learning can be sup-

ported, for example, by effective orientation and internal communication. (Viitala 2005)
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The third level competence includes general working life skills, which are widely applica-
ble. These may include, for example, social skills, communication, and basic approaches
to work and situations. (Bergenhenegouwen et al. 1997) Social skills refer to, for exam-
ple, interaction and cooperation skills, the ability to recognize another's emotional states
and the ability to resolve conflicts. Social skills include things that depend on a person's
personality, such as the ability to empathize, but also things that can be learned, such
as conversational skills and meeting techniques. Learning the iceberg's third level skills

is already quite difficult and slow. (Viitala 2005)

The fourth level consists of individual’s values, standards and professional ethics. These
values and standards are internalized by the individual’s insights, experiences and edu-
cation. Developing or changing these things is a really long process. (Bergenhe-
negouwen et al. 1997) The fifth and the lowest level is built on the person's different
personal characteristics. This includes, for example, pressure tolerance, positivity and

self-confidence. Fifth level factors are very difficult to teach or develop. (Viitala 2005)

At the organizational level competence can be described with the term core compe-
tences. Strategic competence is often defined as the competences, which are vital for
the implementation of the chosen competition strategy. This competence is called as
core competence. (Viitala 2005) Core competences refer to the competences required
by the organization to achieve its goals (Taatila 2004, cited in Viitala 2005). Core com-
petences differentiate the organization from others (Long & Vickers-Koch 1995) and it
should be something that is hard to imitate (L6nnqvist et al. 2005). Core competences
are a way to connect the strategy and the competence. Vision and strategy create a
frame for all operations, also for competence development. The objective is to break the

core competences down to concrete competences. (Viitala 2005)

It is important to notice that in this research, the definition human capital is used to de-
scribe the individual and team level competences, knowledge and also the experience
and education that effect the competence. In addition, the personal characteristics, atti-
tudes and values are included into the definition. Human capital can be seen as a broader
definition than competence which is why it is used to describe these aspects in this re-
search. The research will still utilize both human capital and competence literature in

order to reach the research objective.

2.4 Supplier’'s human capital in the information system pro-
jects

After defining the human capital and competence and reviewing them from individual

and organizational perspectives, it is important to study, what the literature says about
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them in information system projects especially from the perspective of the supplier. This
subject is important especially for an organization in the knowledge intensive industry,
such as Information Technology (IT) service providers and IT projects. The success and
efficiency are based on the human assets in the organization and the importance of them
in the business should not be underestimated. According to Fui-Hoon Nah et al. (2001)
the key players in project phase are the project manager, customer’s project team mem-
bers (from business units and functional areas) and IT specialists, vendor, and consult-
ants. Consultants often fill the gaps in information and knowledge and have the needed
experience on specific areas (Barth & Koch 2019). According to Hamani et al. (2012) the
team often consists of project manager, steering committee, process manager and work-
ing teams. Each of those working teams that cover the functions of the processes have
a consultant and customer’s members. (Hamani et al. 2012). In addition to these, the
sales phase often requires also sales manager, whose responsibility is to contact the
customer and take care of the contractual issues. In this chapter, the human capital of
the supplier is taken into account from the perspective of consulting and technical con-
sulting. The project management and sales do not specifically differ in hotel industry from
any other industries and projects, so it is seen that also these roles need at least partly
the same human capital as consultants in hotel industry projects. These roles consist the
project team, which works closely with the client and each person have their own respon-

sibilities in the project team.

Already in 1999 Pinto and Millet included implementation team as one of the critical suc-
cess factors of information system implementation. Dezdar and Sulaiman (2009) have
studied the critical success factors of the enterprise resource planning (ERP) implemen-
tation from the existing literature and according to them the project team composition,
competence and compensation is one of the most important factors in successful imple-
mentation. Also, for example Fui-Hoon Nah et al. (2001), Somers and Nelson (2001),
Finney and Corbett (2007) and Bradley (2008) agree with this argument. Other critical
factors are for example project management (Fui-Hoon Nah et al. 2001; Somers & Nel-
son 2001), vendor support (Somers & Nelson 2001) and top management support (Fui-
Hoon Nah et al. 2001; Somers & Nelson 2001; Finney & Corbett 2007).

In the project, partners must be knowledgeable in the area of focus and work closely and
well together to achieve the organizational goals. (Fui-Hoon Nah et al. 2001) Somers
and Nelson (2001) argue that project team skills and knowledge are important together
with the consultants, who provide expertise in areas where team members lack
knowledge (Barki et al. 1993; Cameron & Meyer 1998; Clemons 1998, cited in Somers

& Nelson 2001). Consultants may have experience in specific industries, comprehensive
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knowledge about certain modules, and may be better able to determine, which will work
best for a given company (Piturro 1999). Also, skills such as technical skills (Pinto &
Slevin 1987) and problem-solving skills in cooperation with vendors are important (Fui-
Hoon Nah et al. 2001). In consultant-customer partnership especially technical compe-
tence, domain knowledge, consultant competence and effective communication are
seen as crucial factors. (Dezdar & Sulaiman 2009) Often the lack of knowledge, skills or
experience is filled up with a consultant, who has the missing capital (Laughlin 1999).
Markham (2004) defines consultant as a person who is providing knowledge-based ser-

vices to an organization on a contractual basis.

There is not much academic research on the IT consulting human capital, competences
or skills specifically. The research is quite old or focused on consulting skills from other
perspectives. Huang et al. (2009) has divided the IT job skills into three categories that
are business, technical and humanistic job skills and discovered the skills in academic
studies, practitioner publications and job ads. As a conclusion of all of these the human-
istic skills refer to communication, interpersonal (teamwork, leadership) and basic work
skills, such as dependability, creativity, proactivity and ability to handle ambiguity. Busi-
ness skills focus on presentation skills, customer relations, problem-solving and analytic
ability. Technical skills include different skills from operating systems to integrations and
programming. (Huang et al. 2009) IT consultant needs to have the technical skills but
that is not all needed. Skill of understanding the customer is also important to solve cus-
tomer’s challenges. (Pratt 2007) Research and surveys on future trends show that ana-
lytical, financial, decision-making, and persuasion skills are critical for IT employees to
be able to guide and influence technology decisions. (Gorman 2011) Also Banai and
Tulimieri (2013) emphasize the communication, analytical and creativity skills of any con-
sultants. Creativity skills with analytic skills are the combination that makes the most out

of the customer’s problem.

Customer communication skills are one of the most important skills of consulting (Dja-
vanshir & Agresti 2007; Huang et al. 2009; Banai & Tulimieri 2013). IT consultants must
be proactive in communicating with customers. Through communication, the consultant
can avoid potential pitfalls, disappointments, and frustrations and provide services that
guarantee customer satisfaction throughout the cycle of customer engagement. Com-
munication does not include only the active communicating but also listening since the
customers might have trouble communicating their problems. It is the consultant’s role
to ask the right questions and resolve customer issues. (Djavanshir & Agresti 2007) The
top three skills that are sought in IT job applicants are communication, teamwork and

problem-solving skills (Pratt 2007).
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Since the information system projects include also some technical work, we will also
cover some research of software engineer’'s human capital. According to Colomo-Pala-
cios et al. (2013) the technical and more generic competences needed depend on the
role of the software engineer but often at least the basic competences are required from
everyone. Technical requirements include for example software requirements, design,
testing and engineering tools. General requirements refer to competence in communica-
tion, creativity, teamwork, problem solving and leadership. The general skills are more
important in manager roles and technical skills in lower positions. (Colomo-Palacios et
al. 2013) Technical, social and personal competences are important. Not only the use of
technology is important for software engineers, but they need to be able to work in teams,
communicate, be proactive, flexible and prioritize the work among many other charac-

teristics. (Rivera-lbarra et al. 2010)

Banai and Tulimieri (2013) have studied mostly the business consulting requirements
but it can be said that IT consulting and business consulting have some of the same
features. Banai and Tulimieri (2013) bring up personality and emotional stability as a part
of effective consultant requirements. For example, self-control predicts good adjustment,
interpersonal success (Tangney et al. 2004), and self-confidence affects to the ability to
trust on others and admit existing better alternatives (Banai & Tulimieri 2013). Also, cu-
riosity is an important motivational component (Kashdan et al. 2004). An interesting per-
spective is also the ability of a consultant to be commited to customer since the consult-

ant is then committed to achieve someone else’s objectives. (Banai & Tulimieri 2013)

As a conclusion it can be said that there is not much research on the human capital of
the supplier organization and its members. Though it has been also indicated that often
the customer’s lack of knowledge, skills or experience is complemented with a consult-
ant, who has the missing capital (Laughlin 1999). This capital includes a lot of technical
skills, but also soft skills as Huang et al. (2009) introduced the division to business, tech-
nical and humanistic skills. The most important competence in IT projects seems to be
the communication and teamwork skills together with the technical skills according to

researchers.

2.5 Human capital management

After defining the human capital, competence and them in the information system context
it is worthwhile to study the two perspectives of management that are strongly related to

human capital: intellectual capital management and competence management.
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Intellectual capital management

Intellectual capital management is focused on utilizing the organization’s intellectual cap-
ital in business operations. According to Wiig (1997) “intellectual capital management
focuses on building and governing assets from strategic and enterprise governance per-
spectives with some focus on tactics. Its function is to take overall care of the enterprise’s
intellectual capital.” According to Roos et al. (2006) the intellectual capital management
increases understanding of what value that organization creates and how. In addition, it

increases understanding of how the value creation could be improved.

Lénngqvist et al. (2005) has divided intellectual capital management into two parts (see
Figure 10): intellectual capital governance and intellectual capital development. Intellec-
tual capital governance includes mostly strategic level actions, where intellectual assets
are evaluated and managed. In governance, for example intellectual capital investments,
assessment and reporting, are the key functions. Intellectual capital development instead
focuses on operational level actions, such as developing customer relationships and in-
creasing competence. Methods for development are for example development discus-

sions and knowledge management. (Lénnqvist et al. 2005)
Intellectual capital management

. » Key issues: What intellectual capital does the
Strategic level organization have? What is needed?

. » Key tasks: e.g. investments, measuring, reporting,
Intellectual capital [ 9, fEpOTTing

governance * Managament methods: Management models &
Measurement models

* Key issues: How to gain new intellectual capital? How to
develop the current? How to utilize it?
. « Key tasks: E.g. Increase competence, protect intellectual
Inte"eCtuaI Cap|ta| capital, develop customer relationships
development » Management methods: Activities (e.g. Knowledge
management) & Concrete tools (e.g. Competence matrix)

Operational level

Figure 10: Intellectual capital management framework (adapted from Lénnqvist et
al. 2005)

According to Kujansivu (2008) intellectual capital has been managed in companies by
using traditional management approaches, such as human resource management or
strategic management even if the intellectual capital management definition is quite ma-
ture. Though, it is unclear, how the factors differ when they are managed along with

traditional management methods and in the intellectual capital management context.
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(Kujansivu 2008) Intellectual capital management has many models, methods and key
figures that can be used in managing and measuring it. For example, Intangible Assets
Monitor (Sveiby 1997), Value Chain Scorecard (Lev 2001), Balanced Scorecard (Kaplan
& Norton 1992), Knowledge Audit Cycle (Marr & Schiuma 2001, cited in Lénnqvist et al.
2005) and (Skandia) Navigator (Edvinsson & Malone 1997) are models that can be used
in intellectual capital management. The management frameworks and models can be
divided into five categories according to Lénnqvist et al. (2005): multidimensional
measures, management processes, reporting models, key figures and other approaches
to management and measurement. For example, reporting models are used to communi-
cate the intellectual capital to stakeholders and the key figures present the intellectual
capital with a single measure. Often measurement can be designed by using for example
the Intangible Assets Monitor -model, because they give instructions for choosing met-
rics and completing the measurement. (Lonnqvist et al. 2005) Since this research fo-
cuses on only one of the intellectual capital areas, these models will not be covered in

more detailed level.

Some practitioners have focused on human capital management specifically. For exam-
ple, Ingham (2007) has focused on strategic and quite general level human capital man-
agement, which includes also the measurement of human capital. Ingham has focused
on the Value Matrix, Score cards and Return on investment when measuring the human
capital. Baron and Armstrong (2007) also talk about human capital management and
measurement but keep it on strategic and organization wide level trying to understand
for example data of number of leavers, absence rates and performance of the employ-
ees. They define the management to include also the purposeful measurement of human
capital. The human capital management literature is focused on assessing the impact of
human resource management practices and the contribution of people to bottom-line
performance. This level management does not give us entirely the answers that we are

looking for in order to conduct the measurement of the current human capital.
Competence management

Competence management is often discussed in the human resources and leadership
literature. The success of an organization is linked to the competence of its personnel,
the utilization and development of its competence and its ability to acquire competence
(Hyppanen 2013). The most important part of competence management is raising and
nurturing the level of competence of the people operating in the company and utilize it
efficiently. Competence management refers to strengthening and ensuring the organiza-

tion’s operations and competitiveness by means of a competence base. (Viitala 2005)
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Due to the great importance of competence, the connection of competence management
to strategy is now often emphasized (Nordhaug & Gronhaug 1994; Sydanmaanlakka
2000; Viitala 2005) Competence management is a part of strategy implementation (Vii-
tala 2005) and the top management should take the responsibility of managing the com-
petence (Nordhaug & Gronhaug 1994). According to traditional strategic thinking, struc-
tures and resources, such as competence, adapt to the organization’s strategy and serve
as a tool for implementing the strategy (Baker et al. 1997). In this approach, organization
often looks at the market and tries to find the optimal opportunities from there (Viitala
2005). Another approach is to see it from bottom-up, which means that strategy is built
on the resources of the organization. This resource-based approach explains compa-
nies’ different success with differences between resources and their utilization. (L6-
nnqvist et al. 2005) The core competence term is also linked to resource-based ap-
proach. Often the company’s strategy is formed between the resource-based approach
and traditional approach. The company is dependent on the current competence, but the

market and industry define, what the organization should offer. (Viitala 2005)

The competence management process (see Figure 11) starts often with defining the or-
ganizations strategy and vision and the competences according to them (Viitala 2005).
Organization has several factors that define the organization’s success and the success
is based on defining the strategy. It is also important to think, if the current competence
is enough in the future. (Hyppanen 2013) The comprehensive competence management
is possible through the identification of the current situation and choosing the future di-
rection. If the organization does not know the desired future state, the actions towards it
are impossible to create. The measurement of the competence should be done after
defining what the competences should be. (Viitala 2005) After that the process continues
with recognizing the competence goals, existing competence in the organization and the
gap between these two. Finally, the development measures are selected, learning is
supported, and the outcomes are monitored and evaluated. (Hyppanen 2013) It is im-
portant to understand that the competence management should be continuous and not

one-time activity.
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Vision & Strategy of the organization
* Company's strategic competences

» The key competences are defined for each
process, function, team and unit

» Every task has competence requirements

Compared

Development

plans and
Competence surveys actions

* By process, unit, team, individual

Figure 11: Competence management process (adapted from Viitala 2005;
Hyppédnen 2013)

Both perspectives emphasize the strategy linkage. Intellectual capital management rec-
ognizes the strategic and operational level of management and competence manage-
ment identifies the linkage to strategy and vision. This research will focus on the compe-
tence management framework. In this case, the intellectual capital management entity
is too broad since we are focusing only one of the aspects of intellectual capital. Human
capital and competence are often used as almost synonyms and are very close to each
other as a term, which is also one reason to focus more on competence management
literature. It is still important to understand that the research will utilize literature and
research related to both, intellectual capital management and competence management.

2.6 Human capital measurement

Since the empirical research includes also measuring the human capital, it is important
to go through the literature associated with it. According to Viitala (2005) performance
assessment has been done for decades, but the competence assessment is still rather
new area. We will utilize literature from intellectual capital and competence measurement
as well as some performance and general measurement to define the human capital
measurement in this context. It is also important to note that the literature utilizes also
other terms for measurement. Often measurement is also defined as assessment (e.g.
Viitala 2005) or in performance appraisal literature as appraisal (e.g. Wilkinson & Red-
man 2001) or evaluation (Robbins 2002), but in this research, we will use measurement
as a definition to measure the human capital. This definition can be seen as a broad
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definition that includes also the other terms in use. Viitala (2005) has defined the com-
petence assessment as defining the competences and the gap between desired and
current state. Competence assessment directs the employee attention to areas where

there is scope for improvement (Wilkinson & Redman 2001).

Competence measurement has mostly the same challenges as measurement in general
in the organizations. For example, only important factors should be measured, methods
should be simple, understandable and transparent. (Viitala 2005). According to Laitinen
(2003) measures should be evaluated on their relevance, affordability, validity, reliability
and credibility. Intellectual capital measuring is often perceived as challenging in organ-
izations since intellectual capital is non-physical and involves subjective interpretation.
(Lénnqvist et al. 2005)

The measurement process includes three major steps, which are designing the
measures, implementing them and using them as a part of organizations activities and
processes (see Figure 12). The design phase starts from a need for some measurement.
The areas of measurement are decided, measures are planned and defined. After the
design phase, the measures are implemented and taken into use in the organization.
This means also that the measures are evaluated and, if needed, changed during the
process. (Lonnqvist et al. 2005)

Starting point for designing the measures

1. Designing the measures

The issues to be measured chosen Measures designed )
Continuous

evaluation of

- the measures
2. Implementing the measures

|4l

Measures implemented

|¢

3. Using the measures

Use the measures as a part of organization’s activities

Figure 12: Steps of measurement process (adapted from Lénnqvist et al. 2005)

The design of measures will be covered in more detail later in this chapter. Before that
we will shortly look the two other steps: implementing and use of the measures. The
implementing will cover technical and functional issues (Malmi et al. 2002). For example,
information systems required for the measurement and reporting, gathering the infor-

mation, analyzing it and evaluation of the measures (Lonnqvist et al. 2005). The
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measures are often used in decision making, controlling, learning and external commu-
nication (Simons 2000). Due to the nature of intellectual capital, it is often difficult to
measure them, and the measures might be incomplete in terms of the validity and relia-
bility (Lénnqvist et al. 2005). According to Lonnqyvist (2004) it has been though detected
in studies that even with incomplete measures, it is possible to obtain actions in organi-
zations. In this research we will mostly focus on designing of the measures and also

implementing them. Next, we will go through the designing steps.
Designing the measures

Before designing the measures, it is necessary to consider the reason for the measure-
ment. According to Uusi-Rauva (1996) performance measurement can be done in the

following purposes:
- Controlling
- Monitoring
- Designing
- Alarming
- Diagnostic
- Learning
- Information
- Compensation.

Most of the presented purposes are also suitable for measuring human capital. Meas-
urement can be utilized, for example, in determining development needs, enhancing the
utilization of human capital, and finding people to be promoted. According to Lonnqvist
et al. (2005) measurement made for control purposes does not need to be exact. But if
the purpose is compensation, it should be as objective, accurate and reliable as possible.
It should be also considered if the measurement is done for internal or external stake-
holders. (Lonnqvist et al. 2005) Every measurement should be done on the basis of its
needs in order to serve the purpose. In the competence measurement areas, their com-
petences and the evaluation of every competence level now and in the future are defined.
(Hyppéanen 2013)

Measurement can be done either directly or indirectly. Direct measurement is not always
possible, which means that indirect measurement needs to be done. It means measuring
something that is known to indirectly affect the issue measured. (Lénnqvist et al. 2005)

Organization’s competences are hard to describe and specify as a whole due to the



30

dynamism and diversity of them (Viitala 2005). This makes the measurement very diffi-
cult. Often human capital measurement is done through indirect measuring such as with
the following measures: annual investment in training, training cost per person per year

and the share of persons in training in the total staff (L6nnqvist et al. 2005).

Measures can also be subjective and objective. Objective measures measure concrete
functions that can be perceived as outputs. Traditionally objective measures are consid-
ered as reliable and good measures because they give very objective results. On the
other hand, though, everything cannot even be measured with objective measures and
the overall picture might not be as accurate as possible because the objective measures
often measure only part of the desired area. Subjective measures are often based on
opinions or estimates that are given in interviews or inquiries. Subjective measure often
gives a broader but also more inaccurate picture than objective measures, but they are

harder to create. (L6nnqvist et al. 2005)
Selection and grouping of human capital to be measured

The measured human capital needs to be selected, since only after that, it can be
thought, how these are measured. The competences could be selected by utilizing em-
ployees’ own ideas (Viitala 2005). Also, the strategy and defined core competences can
be utilized. Through the core competences, it is possible to consider the more concrete
knowledge and skills they require for organizations’ different tasks and units. Also, the
competences should not be limited only to job-specific knowledge but also attitude and
skills, such as problem-solving, ability to learn and interpersonal skills, should be taken
into account. (Kirjavainen & Laakso-Manninen 2000; Viitala 2005) Hansson (2001) em-

phasizes that competences should be chosen as task-specific as possible.

Viitala (2005) argues that a common discussion in the organization about the compe-
tences should be based on some sort of model or list to have a starting point. It enables
the discussion to be more structured and they direct the evaluation of competences. In
order to the design process to be successful, the operational level employees should
take part to design the measures (Institute of Management Accountants 1998, cited in
Lénngqvist et al. 2005).

One way to identify competences is the competence list. It is a list of the skills required
by the job. The list does not necessarily take a position on the relationships or priorities
of competences. The list can have different classifications, such as according to areas
of expertise. (Viitala 2005) Lénnqyvist et al. (2005) introduces also the competence matrix,

which is a summary of the team’s competences. It is based on the competence list, but
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it includes also the evaluations for each competence and each employee. In this re-
search we will use the competence list under name human capital list to highlight the

research objective.

Measurement identifies how individuals should develop in order to match the goals. Of-
ten the required competences are defined together with employees and can also be
based on core competences and strategy. Measurement cannot focus on all of the areas

of competence at the same time. (Viitala 2005)
Choosing the evaluator

In most cases, the measurement is performed by the person itself, by supervisor or by
colleagues (peer review). In addition to these, the review can be performed also by ex-
ternal consultants or human resources specialists. (Keha & Valtiovarainministerid. Hen-

kildstdosasto 1995) All of these methods have their positive and negative aspects.

According to Viitala (2005) the evaluator of the individual competence is the person itself.
This gives individual an opportunity to understand better their own competences and
development needs and also bring up hidden human capital. According to Cheung
(1999) the individual evaluations can be more specific than evaluations made by super-
visors. The reason could be that the supervisor’'s knowledge of the individuals is limited.
(Cheung 1999) Viitala (2005) emphasizes that the supervisor’s role in evaluations cannot
be underappreciated. The individual evaluations should be part of supervisor's normal

job and their views bring a good base for evaluations. (Viitala 2005)

Peer reviews can be very reliable, since the colleagues are often constantly in touch with
the person being evaluated. On the other hand, employees may be relatively reluctant
to evaluate each other. (Robbins 2002) For example, competition and jealousy among

employees are problems in peer reviews (Viitala 2005).

Several evaluators tend to improve the reliability and accuracy of the measurement. Use
of multiple evaluators also increases the workload, but one way to improve is to compare

measurement made by employee and the supervisor. (Hansson 2001)

The selection of the evaluator is tied to the purpose for which the results of the measure-
ment are used. Of course, the choice is influenced by the fact, what is measured. If the
measurement is focused purely on competence, the value of the measurement made by
employees is high. This helps to find for example hidden competences. Self-evaluations
for educational needs probably provide more reliable information for training needs than

for compensation and promotion decisions (Hansson 2001).
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Measuring the level of human capital

When it has been decided, what should be measured and who will do it, the next step is
to decide, how human capital should be measured. The basic assumption in measure-
ment is that competence accumulates cumulatively from a lower level to a higher level.
In some cases, it can be also thought that the person has a competence or not. (Viitala
2005) Different levels can be described in different ways. Competences can be meas-
ured by numerical scale or in written form. (Viitala 2005; Hyppanen 2013) Numerical
scales are not as specific as written evaluations, but they are easier to compare (Robbins
2002). 3-5 step scales are common (Kirjavainen & Laakso-Manninen 2000; Hyppanen
2013). For example, Hyppanen (2013) has divided competence into 6 step scale (see
Table 1), where 0 means that it is not part of the employee’s tasks and 5 means that the
employee is a master in this task. Rasanen (1996, cited in Viitala 2005) has described
the levels of work orientation to 1) Beginner 2) Advanced beginner 3) Qualified performer
4) Outstanding author 5) Expert. Most important is that the scale is understandable and

clear. The content of each level should be accurately described.

Table 1: Example of the competence levels (Hyppédnen 2013)

Not part of job Does not know about the task or is not part of the job

0

1 Beginner

2 Trainee Knows the basics and routines

3 Qualified performer Knows the tasks but needs guidance and support
4 Professional Can actindependently

5 |Master Is able to develop and guide

In particular, in measurement done by employee, the measurement often measures two
different issues: the level of competence in individual competences and the opinion about
the importance of these competences in the job since it might be a way to handle prob-

lems with the variation in the importance of different competences. (Hansson 2001).
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3. HOTEL INDUSTRY AND INFORMATION SYS-
TEMS

3.1 Hotel industry

Since the objective of this research is to understand the human capital especially in the
hotel information system context, it is important to cover also the hotel industry and hotel
information systems in the theory part. In this chapter, we will go through these areas as

well as the sales and delivery process of an information system.

Hotel Industry is often defined to be a part of hospitality and tourism. The World Tourism
Organization (UNWTO) defines tourism as travel and residence for leisure, work, or other
purposes lasting no more than one year but not less than one day in a place other than
a person's usual habitat. Tourism as an industry is a rather large entity, which includes
several industries, such as travel booking, transportation, accommodation and food. (Ja-
nkala 2019) According to WTO tourism has reached the position as the third largest
industry in the world (World Tourism Organization (UNWTO) 2019). Accommodation ac-
tivity is defined as the professional provision of furnished rooms or other accommodation
to customers in need of temporary accommodation (Valorinta 2008) and this is the pri-
mary product of the hotels (Rautiainen & Siiskonen 2015). Accommodation and hotel
industry are also a part of hospitality service industry, which is in the Oxford English
Dictionary defined as friendly and generous reception and entertainment of the guests
and visitors (Beaver 2012). The hospitality is identified as a part of the tourism or con-
sidered as one of tourism types. It can be said that hospitality has two main sectors:

& Partlow 2016)

According to Statista the market size of the global hotel industry from 2014 to 2018 has
grown from 466 billion U.S dollars to over 600 billion U.S. dollars (Lock 2019). In Europe
(22 countries) there are 146 616 hotels and over six million bedrooms, 18 575 chain
hotels, which makes 13% of the overall market (Horwath HTL 2019). In the Nordics
though, hotel industry is slightly different compared to the global situation. According to
PWC (Pedersen et al. 2017), Scandinavia is dominated by local operators and interna-
tional brands are not present. Also, the guests are mostly regional, but the international
visitors are also growing. In 2018, more than 22 million overnight stays were registered
in Finnish accommodation services, of which 15.4 million were domestic and 6.8 million

foreign overnight stays. The growth of the overnight stays from the previous year was
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1,5 %. (Tyd ja elinkeinoministerid 2019). Average growth of the number of foreign over-
night stays during the 2015 to 2019 has been 4% per year (Business Finland 2020).
Hotel industry is a growing industry in Finland and Nordics, which makes it an interesting
industry for also information system providers and delivering companies. Next we will go

through the different hotel types and the accommodation product in more detail.

3.2 Hotel as a product

The key product of the hotel is the accommodation service (Medlik 2000; Rautiainen &
Siiskonen 2015). In addition, the hotel can offer food and beverages or other supporting
services, such as gym, pool and activities. Some hotels offer also meeting rooms, sauna,
car rental, spa and activities from guided tours to beauty salons. (Rautiainen & Siiskonen
2015) As an extend, hotel restaurants, bars and other hotel facilities may also serve the
local population, but still the primary function of a hotel is to accommodate travelers
(Medlik 2000). The business idea of the hotel defines the target group and the required
services. Many hotels offer something for everyone, but some hotels are more focused
on for example business travelling. (Rautiainen & Siiskonen 2015) The key product of a

hotel and its possible supporting services are illustrated in Figure 13.

Food &
beverages
Sauna Spa
Accommodation
Meeting
Car rental .
Gym Activities

Figure 13: Key product of a hotel and its possible supporting services

Hotel industry has some elements that differ from many other industries (Langviniené &
Daunoraviciaté 2015; Stringam & Partlow 2016). Services can have tangible elements,
such as the hotel room, but more often intangible elements are what create the extra

Another characteristic is the inseparability, which means that the service is provided and
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used at the same place and cannot be stored until the service is demanded. Third char-
acteristic is the perishability and it describes the limited time that the service is provided.
teristic is the non-quest buyers, which basically refers to the travel agents and contract
rooms. These customers might have different demands and needs, which is crucial to
understand. (Stringam & Partlow 2016)

Hotels can be divided into categories according to ownership, size, location and target
group (Rautiainen & Siiskonen 2015). Medlik (2000) suggests also range of facilities,
services and purpose of visit, which can be holiday, business or other, as a way to cate-
gorize hotels. Hotel is a market concept, which is an institution of commercial hospitality.
It offers facilities and services for sale, individually or in various combinations. The con-
cept is made up of five elements: location, image, price, facilities and service. (Medlik
2000)

There are numerous categories for hotels as previously presented. One way to catego-
rize them is the purpose visit. In this case the categories could be business hotels, con-
ference hotels, resorts, spas and budget hotels. Business hotels are often located in the
center of city, include versatile services and they are intended for business travelers.
Resorts are meant for several days of leisure activities and offer activity services along
with meeting and congress services. Spas are also designed for leisure travelers and
offer program services along with the accommodation. Budget hotels have often only few
services and they are mostly focused on the accommodation. (Rautiainen & Siiskonen
2015)

Another way to divide hotels into categories is based on the ownership of the hotels:
independent hotels, chains and brands (Rautiainen & Siiskonen 2015; Valorinta 2008).
Hotel chaining types can be further divided into categories: proprietary chains, franchis-
ing, representation companies and marketing communities according to the marketing
and distribution channel. Proprietary chains mean that the chain owns all the hotels.
(Valorinta 2008) Franchising hotels have private owners, but they are part of a chain and
follow the given standards (Valorinta 2008). This gives them an opportunity to use the
brand and name (Rautiainen & Siiskonen 2015). Marketing communities are often a con-
sortium of hotels established for the local market. The goal of the community is to support
the business by common brand and marketing. (Valorinta 2008) In marketing communi-
ties the product is not standardized, and commitment may be low (Rautiainen & Siis-
konen 2015). Representation company is a commercial actor that offers a central reser-

vation system for the hotel. (Valorinta 2008)
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Each hotel is different, and hotels can have very different operational environment ac-
cording to the hotel’'s services and physical environment. The base of ownership, loca-
tion, services and image can have effect on, what it does, how it works and who is the
customer target group. In this research we will focus on Finnish hotel chains, which offer
also other services such as restaurant and bar in addition to accommodation. Next, we
will go through the most familiar main processes and functions that are part of hotel
business starting from room distribution and reservation to the time customer is staying

at the hotel and finally leaving it.

3.3 The processes, functions and departments in hotels

The main functional departments of a full-service hotel include accommodation including
housekeeping & maintenance, Food & Beverage, Sales & Marketing, Human resources
and Accounting (Rutherford 2002; Lashley & Lee-Ross 2003). Figure 14 illustrates the

different functions and processes of the hotel.

Sales, Marketing & Distribution Accommodation
« Brand h I + Hotel reception (check-in & out)
+ Channels + Services (restaurant, meeting rooms,
« Pricing sports etc.)
« Reservations * Housekeeping & Maintenance
® Others

* Human resources
‘n! « Purchasing
* Accounting (financials)
- IT

Figure 14: Hotel functions

In hotels, as in any service industry, the customer is at the center of the service (Ratna
et al. 2018). For example, some hotels use the 100% customer satisfaction guarantee to
ensure the satisfied customers (Rautiainen & Siiskonen 2015). This means that almost
everything that the hotel does, the processes and functions, is connected to the customer
and its needs. The customer journey often starts from the reservation, which means that
hotel rooms need to be distributed and marketed. After the reservation, at some point,
the customer arrives to the hotel, stays there and possibly uses the hotel’s other services

as well and finally leaves the hotel.
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Sales, Marketing & Distribution

The reservation service is the first contact point for the guest before the stay at the hotel.
The booking operations in the hotel point of view, include hotel room reservation, imple-
menting the work process of booking a room including providing confirmation of the
room, archiving room orders and checking the situation of the sold and unsold rooms.
(Ratna et al. 2018) The value chain of hotel reservations is an important part of the hotel
industry, since the product for sale cannot be stored. One of the biggest challenges in

business are the brand and distribution of the rooms. (Valorinta 2008)

Hotels have the sales and marketing department (Rautiainen & Siiskonen 2015; Ruther-
ford 2002). Often the sales does personal sales work over phone and makes reserva-
tions to hotels, takes care of the contracts with other sales organizations, handles the
feedback and customer register and takes care of the group reservations and presenta-
tions. In addition, they often take care of the marketing material, advertisement, direct

marketing and sales promotion. (Rautiainen & Siiskonen 2015)

In operationally the hotel reservations consists of three parties, which are the hotel, cus-
tomer and the third-party agent. Third-party agent can be for example travel agency,
online booking service or travel search portals and its purpose is to market and forward
the reservations. Third-party agents will often get a commission for the rooms sold. Ho-
tels can also have their own distribution channels such as websites and availability to
call to the hotel. (Valorinta 2008) The reservation itself can be sorted into individual res-
ervations, which are done by private persons and group reservations for more than 9
persons. Some customers, such as companies or third-party agents, can also have res-
ervation allotments, which means preserved room allocation for the specific customer.
(Rautiainen & Siiskonen 2015)

The pricing of hotel rooms is also important part of the distribution and reservations.
Hotel pricing model has been adapted from airline revenue management (McGuire
2016). Revenue management is a type of supply-demand management and it acts in
prices and capacity. The principal is to manage capacity and through that maximize rev-
enue. (Fyall et al. 2013) Since the hotel industry has limited capacity, perishable inven-
tory, segmentable and time-variable demand and low-cost sales, the revenue manage-
ment suits well for it (Kimes 1989, cited in McGuire 2016; Fyall et al. 2013). Online travel
agents (OTAs), price transparency, booking apps, social media and review sites have
made the market dynamic and transparent. Customer has access to price and value
information of the hotels. This has led to situation, where the revenue management has

evolved and reached a strategic role in hotel industry. (McGuire 2016) Kimes (2011)also
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highlights that the revenue management will move more from rooms revenue to a more
strategic focus on total hotel revenue. Revenue management is based on customer anal-
ysis, segmentation and pricing policy. Pricing decisions take into account all the oppor-
tunities and market characteristic changes, such as event changes and competitor ac-
tion. (Fyall et al. 2013) Often, for example loyalty cards give the customer better price for
the hotel room (Rautiainen & Siiskonen 2015). As a conclusion, the pricing in hotel in-

dustry is not simple, instead it depends a lot about external and internal factors.
Accommodation & Services

The three main hotel activities and components of hotel accommodation function are
hotel reception, uniformed services and housekeeping. These are also the activities that
earn the room revenue. (Medlik 2000) Uniformed services often guide the customer to

choose a hotel and increase customer satisfaction (Rautiainen & Siiskonen 2015).

Front office is a term used in hotels to cover the reservations, room allocation, reception,
billing and payments (Abbott & Lewry 1999; Ratna et al. 2018). It is the place, where
customer mostly goes first, when they arrive at the hotel (Rutherford 2002). Front office
takes also often care of the enquiries as well as the customers overall stay (Baum &
Odgers 2001). The front office is often physically taken care from reception which is also
called as the heart of the hotel functions. Reception and its employees have an important

role in customer service and customer satisfaction. (Rautiainen & Siiskonen 2015)

Housekeeping is an essential part of the hotel processes. It consists of room cleaning,
laundry services, minibar service and overall cleanliness. Housekeeping can be taken
care of by hotel’'s own organization, external service provider or mix of them both. How-
ever, the information flow between the reception and housekeeping is crucial since the
housekeeping needs to know which rooms should be cleaned and reception should know
which rooms are available for customers. (Rautiainen & Siiskonen 2015) The mainte-
nance is also important part of hotel and its physical plant and renovations and it should
have a direct communication channel with housekeeping and front office (Rutherford
2002).

In addition to the accommodation, hotel can have additional services, such as restaurant,
spa, meeting rooms and sports activities. Hotels can also have for example optional
amenities, such as breakfast in room, entrance tickets to shows, room service or laundry
services. (Rautiainen & Siiskonen 2015) The food & beverage department’s primary
function is to provide food and drink for the customers but also support the overall goal

of the property and gaining a competitive advantage over other hotels. There can be
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great diversity of activities related to food and beverage within the department, such as

bars, restaurant, room service and catering. (Rutherford 2002)
Other departments and functions

Other departments at the hotel are human resources and accounting, where Rutherford
(2002) has also included purchasing and IT. These are not directly linked to the cus-
tomer, but they are crucial part of the hotel processes and business, as in every other

organization.

The human resources department can be divided into recruitment, benefits administra-
tion and training (Rutherford 2002). Hotels are often concerned with attracting talent and
retaining people over time. Also, training is top four issue of concern on hotel managers’
minds. (Enz 2009) Accounting instead records the financial transactions, prepares finan-
cial statements and provides management with timely reports of operating results. It also
controls the costs, such as rooms, food and beverage. It is responsible for collecting and
reporting statistics about operations and financials. (Rutherford 2002) The purchasing
function takes care of the product research, vendor selection, order and delivery man-
agement and much more. The support of hotel operations is a basic contribution of pur-
chasing. Purchasing is responsible for the proper quantity and quality of the goods
needed. (Riegel, cited in Rutherford 2002) Since the success of any hotel depends on
the ability to control and utilize the information available (Rutherford 2002), also the IT is
important part of hotel functions. We will go through the information systems in more

detail in the next chapter.

3.4 Hotel information systems

Digitalization changes organizations and their operations. It improves the processes and
makes the organization faster, more efficient and improves the quality. (llmarinen &
Koskela 2015) Today, digitalization does not only give competitive advantage, but it is
also often the lifeline for organizations. Companies across industries need the ability to
pivot rapidly to pursue new business opportunities and keep up with a fast-changing
global business environment (Parida 2018). According to Buhalis & Costa (2005) and
Chauhan and Singh (2017) hospitality industry is highly dependent on successful infor-
mation system management. Adopting new IT in hotels is essential to achieve a sus-
tained competitive advantage (Ham et al. 2005; Bilgihan et al. 2011; Pereira-Moliner et
al. 2016). What is interesting though, is that hotel industry is sometimes said to be reluc-
tant to make full use of Information Technologies (Law & Jogaratnam 2005; Ratna et al.

2018). Often the challenges of the hotels, such as need for sustainability, connectivity
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with customer, distribution and external threats (Stringam & Partlow 2016) might drive

the hotels to invest more in technology and information systems.

In hospitality industry technologies are used to automate the business processes in order
to achieve efficiency, serve as distribution channels for the products and services and
enhance the guests' overall experience and increase customer satisfaction (DiPietro &
Wang 2010; Stringam & Partlow 2016). Information systems can be designed also for
example for energy management (Singh et al. 2018). For the hospitality sector “knowing
your guest” is crucial (Pucciani & Murphy 2011) and as a response to that technology
has given the opportunity to better understand the guests (Hertzfeld 2015a) and meet
the customer expectations (Law & Jogaratnam 2005; Piccoli 2008). According to Puc-
ciani and Murphy (2011) hotels gather data from customer relationship and loyalty pro-
grams, electronic point of sales, food and beverage outlets, websites and third-party
websites. Data management is critical for customer activities, but also internal manage-
ment. (Pucciani & Murphy 2011) It is also important to understand that the needed infor-
mation systems are tied to the purpose as well as the ownership and chain type of the
hotel. For example, budget hotels don’t necessarily need the same information systems
and modules compared to resorts or business hotels and the information system archi-

tecture is connected with the ownership type of the hotel.

In hotels, many different systems or system modules are used in everyday business.
Accroding to Bilgihan et al. (2011) hospitality industry IT can be categorized under back-
office operations and front-office requirements. Back-office includes software solutions
for inventory management, financial reporting, security management, human resources
and data management. Front-office systems are mostly the point of sale and property
management system (PMS). Ham et al. (2005) divide IT applications of the hotel opera-
tions into four categories including also the front-office and back-office applications but
adding the restaurant and banquet management systems and guest-related interface
applications for sales, food & beverage, electronic locking system and other activities.
As an overall, the hotel information system landscape is broad as well as the entire in-

dustry and its processes and services.
Property Management System

Property management system (PMS) is one of the key systems in hotel industry. It is a
set of application programs to manage front-office and back-office capabilities, including
booking reservations, check-in and check-out, room assignment, room rates and billing.
(Kasavana & Cahill 2003, cited in Pucciani & Murphy 2011). PMS is central data infra-

structure that handles the administration of all of the guests, their profiles and bookings,
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but also the revenues generated (Valorinta 2008; Puccini & Murphy 2011). Often hotel
chains have one PMS solution, which means that all the hotels are in the same database.
This means that the information is available across the chain and hotels can also make
reservations for other hotels in the hotel chain. Franchise hotels and ownership hotels
have usually own, private solution and the hotel is responsible for example about the
pricing and availability on their own. (Valorinta 2008) According to Dr. Peter Agel (Leposa
2014) PMSs are developing towards integrated hotel IT solutions where the local admin-
istration is just one piece. Pucciani and Murphy (2011) recognize that PMSs have devel-
oped beyond the single process of check-in, reservation, check-out to a software that
has multiple functions, integrating revenue management, linking loyalty programs, man-
aging online distribution channels, performing inventory management and allocating hu-
man resources. Typical PMS solution includes the front desk PMS, but hotel PMS in-
cludes also a network of various hardware and software applications, such as sales &
marketing, night audit, accounting, human resources management, security, housekeep-

ing, and food & beverage. (Pucciani & Murphy 2011)

According to Hertzfeld (2015) 44 percent of respondents from large, full-service hotels
use a PMS to manage functions or departments across their lodging property. Reasons
to use PMS are to improve data accuracy and performance reporting, streamline opera-
tions and drive efficiency. 74 percent regard the integration to restaurant Point of Sale
(POS) systems as important. (Hertzfeld 2015b) Puccini and Murphy (2011) found out
that the bigger the hotel, the more PMS functionalities they have. The number of func-
tionalities in PMS varied between 7 and 22 including for example check-in & out, guest
billing, guest profile, housekeeping, security, room service, payroll, sales & marketing,

financial control and night audit. (Pucciani & Murphy 2011)

There are many PMS providers available on the markets that provide various solutions
with a large number of functionalities based on the changing needs of hotels (Puccini &
Murphy 2011). Nowadays, many providers are aiming to provide a wide solution, not only
PMS solution but a solution with many other characteristics or modules such as Enter-
prise Resource Planning (ERP) and food and beverage management. One of these sys-
tems, LS Central for Hotels, includes Property Management System, rate management
and extensions for housekeeping, booking channels and in room management. It is also
integrated to a Microsoft Dynamics 365 Business Central Enterprise Resource Planning
system including all the functions from financials to human resource management. (LS
Retail 2020) One of the most familiar information systems on the hotel industry is the
OPERA solution, which includes many modules, such as PMS, Sales & Catering and

APl-interfaces, to choose from. The PMS includes for example front desk, reservations,
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cashiering and housekeeping. (Rautiainen & Siiskonen 2015) These solutions are basi-
cally meant to unify and integrate all of the operations and systems in the organization
which means that everything could be handled in one system or at least on the same
platform. In this research we will focus on these wide Property management system so-

lutions that provide different modules and functionalities for the hotels.
Other systems

Also, an Enterprise Resource Planning system is often needed in hotels since it auto-
mates and adds efficiency to repetitive business processes (DiPietro & Wang 2010;
Vianna et al. 2014). The ERP systems can provide managers timely responses to the
ongoing business operations and solve information fragmentation and disintegration
problems (Vianna et al. 2014). ERP has an important role in enhancing service perfor-
mance (Chauhan & Singh 2017). In addition, the opportunities offered by technology
enables the organizations to invest for example in connectivity and engaging online cus-
tomers. ERP offers a real time connectivity between different functions and complete
integration of front, mid and back office. From the consumer perspective service quality,
better customer experience, up-to-date information, effective and real time information
and ease in the travel process have enhanced in organizations with an ERP system.
(Chauhan & Singh 2017) Data integrity or reputation will become key questions regard-
ing the organizations’ strategic and operational aspects (Navio-Marco et al. 2018). It is

important to note that ERPs can be integrated to the PMS solutions as earlier mentioned.

Other systems mentioned to be in use in hotels are Point of sales systems for Food &
Beverage (Vianna et al. 2014), revenue management systems (Pucciani & Murphy
2011), global distribution systems (GDS) and central reservation systems (CRS)
(DiPietro & Wang 2010). GDS and CRS make the hotel available in different distribution
channels (DiPietro & Wang 2010). CRS manages the availability and price information
of several individual hotels, distributes them further in the value chain and receives res-
ervations. It serves as a chain-level sales service, where you can see the availability
situation and make reservations. Additional information can be transmitted to external
systems, such as PMS. (Valorinta 2008) GDS is a travel and tourism reservation system
operating worldwide (Beaver 2012). In addition to these previous technologies, online
distribution systems offer the available rooms on websites and online wholesalers, such
as Hotels.com. (DiPietro & Wang 2010) Hotel's own websites and reservation systems
are often integrated to PMS or CRS systems (Valorinta 2008).

The hotel information systems are wide range of different systems for distribution, sales,

human resource management, booking, capacity management, restaurants and so on.
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The information systems in use depend on the hotel and its offering. Though, as pre-
sented, the market of the systems is changing and the unified solutions of PMSs are
getting more familiar and popular. Still these systems do not take care all of the functions,
which is why it is important that systems can be integrated to also other existing systems,
such as websites and online wholesalers. In this research we will focus on the unified
PMS solutions.

3.5 Information system project lifecycle

In this chapter, we will introduce the process of information system sales and delivery
from the point of view of the supplier organization. In the case organization the project
lifecycle has three phases: sales, delivery and continuous services and these phases
are introduced at a high level according to internal documentation (see Figure 15). The
literature also recognizes these three phases, but the names might differ. In this re-
search, we will focus on the first two phases of the project, which are sales and delivery.
These two phases are the most crucial ones when starting new projects in new industry.

We will also shortly introduce the third phase in this chapter.

Sales Delivery Continuous

* RFI - Specification services
* RFP - questions * Design * Maintenance
about the solution * Implementation » Support

Demostrate solution + Validation * New releases
CRP - solution
evaluation

Contract negotiations

Figure 15: IT project lifecycle

According to the case company’s internal documentation, the sales model of the case
company starts with screening, which includes Request for Information (RFI) or Request
for Proposal (RFP). After this the case company process continues with different steps,
such as proposal preparing and negotiations and finally reaches the agreement. In the
literature, the typical IT sales cycle starts also with request for information (RFI) from the
buyer or their agents. The second step is that shorter list of vendors is requested to make
request for proposal (RFP), which includes responds to detailed questions about the
solution, implementation experience, and propose a cost and schedule for the project.
Third step is to demonstrate the solution for the customer and in the fourth step the
preferred solution is identified, and the vendor will be invited for a conference room pilot

(CRP), which can last for several days and where the buyer can evaluate the application
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in more specific. The fifth and final step is the contract negotiations and closing of the
sales, where the size and composition of the deployment team from both the vendor and
buyer side, dates and specifications for system modifications can be negotiated. (e.g.
Verville & Halingten 2002, 2003; Wybo 2007) In sales the supplier is attempting to influ-
ence the buyer’s perception of fit between its technology and buyer needs often by pre-
senting the aspects of the technology that best fit the task (Wybo 2007). IT sales cycle
is a process from which implementation context originates. This is why, there is a need
to evaluate a product's functionality by key actors in the deployment process from both
the vendor and the customer. The contract determines project structure, schedule,
budget and the resources. (Wybo 2007)

The case company defines the second phase to be project delivery, which includes
steps from signed agreement to completion and evaluation of the project. The planning,
implementation and approval are part of this phase according to the internal documen-
tation. According to Sommerville (2006) fundamental activities of software processes are
specification, design, implementation, validation and evolution. The specification phase
defines the requirements of the projects and the design is a description of the structure
of the software. (Sommerville 2006) In the implementation phase, the selected infor-
mation system is implemented into the organization which means taking the introduction
of the new information system (Wenhong Luo & Strong 2004; Sommerville 2006;
Parthasarathy & Sharma 2016). The information systems developed by the vendors are
designed to standardize the business processes of the implementing organization and
also bring best practices of the industry. Every organization though have their own way
of doing business which leads to situation where the gap between the system and busi-
ness processes is addressed by customizing the system or redesigning the existing busi-
ness processes. (Wenhong Luo & Strong 2004; Parthasarathy & Sharma 2016) The val-
idation phase is intended to show, often via testing, that the system conforms the cus-
tomer. There are different process models for delivery, for example waterfall model, evo-
lutionary development and component-based engineering that can be used in projects
(Sommerville 2006). In the implementation, there are critical factors that effect on the
success of the project. These critical factors are for example testing, change manage-
ment, effective communication, project management and top management support (Fui-
Hoon Nah et al. 2001). In this research, the final phase, evolution, can be seen as a

separate part, which includes maintenance of the system.

The case organization uses the Information Technology Infrastructure Library (ITIL) as
the model for the maintenance and support functions after the actual implementation and

project. According to Agutter and Baker (2019) ITIL is considered best practice for IT
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service management. It is a guidance about managing IT services and it supports organ-
izations to deliver services that meet customers' needs, at a price the customer is willing
to pay. (Agutter & Baker 2019) The phase after the implementation has many names,
such as continuous services, evolution or post-implementation time. Maintenance and
support have an important role in post-implementation time and often includes also ven-
dor (Law et al. 2010). Vendors can offer technical support services, distribution of soft-
ware patches, and also minor and major software releases (See Pui Ng et al. 2002). For
customer, the expertise is often precious and a subscription to the maintenance and
support program is therefore important (Law et al. 2010). At some point the current so-
lution will reach its end and the vendor will often offer a new version of the system. This

is often the point, when the process starts again from the sales cycle.



4. SUMMARY OF LITERATURE RESEARCH

This chapter will summarize the theoretical findings from the literature research in the
previous Chapters 2 and 3. The goal of the theoretical research was to identify the cur-
rent literature on the research topic, which can be utilized in the empirical part of the
thesis. The objective of the study is to identify the required human capital in hotel infor-
mation system project’s sales and delivery phases and also identify the current human
capital in the case company. Because of this, the theory frame covers the human capital
and its management, hotel industry and information systems and also the introduction to
project lifecycle process. The Figure 16 presents the overall theoretical framework for

the empirical part.

Hotel industry

Sales, marketing & distribution fln}hnglt:!:;y '|;:.: @ tion
Purchasing, human resources & IT L eparerny ricing

. . Perishability Brand
T Non- quest buyers Facilities & service

PMS project

v/ Knowledge .-.“ Competence

g Education & Personal
experience characteristics

Figure 16: Overall theoretical framework for the research

In this research, the human capital definition has been approached from the perspective
of the attributes of it since the human capital is studied on the individual and team level.
As Carson et al. (2004) describes, there is no systematic attempt to list the attributes that
constitute it. That's why the attributes are author’s conclusion of the previous researches
and might not be perfect. As a conclusion from different studies (eg. Edvinsson & Malone
1997; Lonnqyist et al. 2005; Roos et al. 2006; Ployhart & Moliterno 2011), the main at-
tributes have been identified and defined to be knowledge, competence, experience &
education and personal characteristics. The competence was also studied since it is of-
ten closely related to the definition of human capital. Competence is often defined to

include profession specific competence, organizational competence, general working life
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skills, values, standards & ethics and personal characteristics on the individual level (Ber-
genhenegouwen et al. 1997; Viitala 2005). Also, the human capital of the IT project team
was studied and according to the literature, the human capital is divided into three cate-
gories: technical, business and humanistic. (Huang et al. 2009) Though, the research in
this area was quite scarce, which is why the human capital in these researches was on
quite general level. As the literature on all these three different areas studied show, there
are partly overlapping attributes and characteristics, which is why the human capital stud-
ied in the empirical research is clarified in the Figure 17. It is also important to understand
the fact that human capital is owned and possessed by the individuals, but the individuals

offer the human capital for the team and organization by being part of it.

Knowledge Competence
* Principles u * Profession specific competence
* Practices & + Organizational competence

* Processes * Technical competence

Education & experience Personal characteristics

+ Ability to learn & transfer knowledge to « Attitudes & values
job specific + Confidence

* Impact on competence « General skills (e.g. social skills)

* Business skills (e.g. problem-solving)

Figure 17: Human capital in the scope of this research

The human capital in this study is divided into four categories (see Figure 17), which is
mostly based on the human capital definition. The main attributes of competence and IT
consultant’'s human capital defined in the literature have mostly been included in the
competence and personal characteristics categories. This framework can be used in the

empirical research to study the required human capital.

The context in this research is focused on the hotel industry, hotel information systems
and the information system project. The research is based on the hotel industry as an
environment and the processes and functions typical to it. The literature about hotels
emphasized the unique environment and characteristics of the hotels and also the hotel
types that offer different services and products. Every hotel is different and has unique
operating environment. (e.g. Langviniené & Daunoravi¢iaté 2015; Rautiainen & Siis-
konen 2015; Stringam & Partlow 2016) The processes and functions are built to keep
the customer in the center and to provide excellent service for them (Ratna et al. 2018).
Distribution, reservations, accommodation, housekeeping and other services serve the
customer the best possible way. Because of the unique environment, where hotels op-

erate, various services and products the hotels offer, they need quite broad range of
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information systems, information system functionalities and integrations to get the infor-
mation flow all over the organization and support their functions. The key information
system in hotels is Property Management System (PMS), which often takes care of the
front-office and back-office capabilities. Though, the traditional PMS has improved to a
system which includes a wide range of different capabilities and modules from room
management and check-in to human resources and revenue management, which means
that it often covers the main functionalities of a hotel. (Kasavana & Cahill 2003; Pucciani
& Murphy 2011; Leposa 2014) It is also notable that the PMS was not easy to describe
since the literature provided very different definitions and information about it. Also, the
change from a narrow system to a wider solution revealed the literature to be often too

old for this research.

The aspect that combines these two areas of research, human capital and hotel industry,
is the information system project. The human capital is studied in the information system
projects in hotel industry. Information system project lifecycle is a process including dif-
ferent phases of the project, which each have their own tasks and characteristics.
Though, these phases varied a lot in literature by name and also by the meaning. In this

research the empirical part will focus on the sales and delivery phases of the project.

Literature also emphasizes the need to understand and develop the human capital in the
organization in order it to be successful. Organization should recognize the goals for
human capital, existing human capital in the organization and the gap between these
two to be able to benefit from the human capital in the organization. (Hyppanen 2013)
The research objectives also require finding out what is the current state of human capital
and how it can be measured. This requires human capital management and measure-
ment. Measurement of human capital includes designing the measures, implementing
them and using them as a part of organization’s activities and processes. In more de-
tailed level the designing consists of defining the need for measurement, issues to be
measured, evaluator and also the ways to measure. (Lénnqyvist et al. 2005) The man-
agement was approached from two perspectives: intellectual capital management and
competence management. The human capital management in this research can be said
to consist mostly of the competence management literature. The management includes
recognizing the key human capital in the organization’s teams, tasks and units according
to strategy and vision. In addition, surveys completed on these levels should be com-
pared to the key human capital and then development plans and actions derived from
these. (L6nnqvist et al. 2005; Viitala 2005) This research will follow these processes to

identify the required human capital and current state of it (see Figure 18). This research
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will not cover the final step of this process, which focuses on the development plans and

activities.

Strategic starting point

Define required human capital & design the measurement (strategic level)

The issues to be measured are

Need for measuring defined e

How measured and by who?
Continuous

evaluation of
the measures

Implement measures (operational level)

Human capital surveys Report of the gap

Use the measures as a part of organization's acitivities

|¢

Development plans and activities

Figure 18: Process of human capital management and measurement (adapted
from Loénngqvist et al. 2005; Viitala 2005)

The literature research clarified the definition of human capital, provided understanding
of the hotel environment and the information systems as well as introduced the infor-
mation system project lifecycle. Each of these areas were quite broadly studied in the
research literature and provided a good base for this research. In addition, the literature
research covered the management and measurement of the current human capital and
defined a process to be followed in the empirical research. What was a bit surprising
though, the human capital management is mostly studied only on strategic level, which
focuses on organization wide issues and does not give answers for this research. To
clarify the human capital measurement on the operational level that this research re-
quires, the literature study combined intellectual, competence, performance and also

some general measurement research.

The theoretical frame was not able to give answers each of the areas combined, such
as the human capital in the hotel information system projects. Even if the literature re-
search was able to clarify the attributes of human capital as presented earlier, it did not
clarify what those attributes would be in this specific environment, hotel industry and
information system projects. The research on the human capital of the supplier in infor-
mation system projects was very scarce not to mention the supplier's human capital in
hotel industry projects. This is the objective of this research, so this research gives a
good opportunity to fulfill this research gap and provide new information for the case

company and scientific research. Also, this research clarifies the measurement of human
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capital in the operational level, which complements the research landscape in the area

of human capital measurement.
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5. RESEARCH DESIGN

5.1 Research methods

This chapter presents the research methods and how the research has been conducted
including data collection methods and analysis. During the research possible customer
organizations (hotel's employees), employees of the case organization and a hotel soft-

ware vendor have been interviewed in order to reach the research objective.

5.1.1 Qualitative research
This research utilized a qualitative study to gather the data. According to Hirsjarvi and

Hurme (2015) qualitative study aims to contextuality, interpretation and understanding
the perspectives of the people involved in the research. Qualitative research studies the
meanings and the relationships between participants and develops a conceptual frame-
work and theoretical contribution (Saunders et al. 2016). Qualitative research involves
many different research methods, and the choice of a suitable method must be based
on the following criteria: efficiency, economy, accuracy and reliability. The most important

is to choose methods that are suitable for solving the problem. (Hirsjarvi & Hurme 2015)

In this research, a qualitative, semi-structured interview was used. It is suitable for situ-
ations where the aim is to understand the respondents' attitudes, opinions and the rea-
sons for the choices made. (Saunders et al. 2016) Some aspects of the interview have
already been decided, but the interviews can be different according to the situation and
the answers of the interviewee. (Saunders et al. 2016; Hirsjarvi & Hurme 2015) This
means that questions and their order may vary from interview to interview. A semi-struc-
tured interview can be used to find out aspects that the interviewer would not have been
able to ask or even think about. These interviews also provide the opportunity to probe
answers, which means that interviewees can explain, or build on, their responses. (Saun-
ders et al. 2016) This method was suitable for this research since it was important to also
understand the reasons behind the answers and be able to deep-dive to the specific
areas. One important reason to choose this method was also the fact that interviewees
were able to bring up ideas that the interviewee has not even thought about, but which
are important for research question and objectives. The interview situation is conversa-
tional, which is why the situation is recorded either by recording or by taking notes.
(Saunders et al. 2016; Hirsjarvi & Hurme 2015) In this research, the interviews were

recorded with Teams application.
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The research utilized also a group interview as a qualitative method to study the topic.
Semi-structured interviews may also be conducted on a group basis, where the inter-
viewer asks questions to a group of participants (Saunders et al. 2016) According to
Tashakkori and Teddlie (2003) multimethod approach is useful if it provides better op-
portunities to study the topic and if it makes conclusions more reliable. According to
Saunders et al. (2016) group interviews may lead to a highly productive discussion,
where many ideas and the key themes are easier to identify. On the other hand, there is
also an opportunity for certain participants try to dominate the interview while others may
feel inhibited. In this case, the group interview provided opportunity to get more ideas
from the discussion and gain common understanding of the key themes. It was suitable
for the situation, where the participants were co-workers and were able to build on each

other’s ideas.

In the situation, which the Covid-19 had caused, all the interviews were conducted over
Microsoft Teams video application. This kind of interviews are called as electronic inter-
views (Saunders et al. 2016), which allow the interviewee and interviewer to stay in their
familiar and safe locations (Hanna 2012, cited in Saunders et al. 2016). Teams applica-
tion made it possible to conduct interview in real time and also conduct interviews
abroad. Some of the interviewees used a camera in the interviews, but it was not man-

datory. Teams gave a good opportunity to record the interviews and the possible video.

5.1.2 Sampling method

The interviewees were chosen with snowball sampling and purpose sampling methods.
The snowball method is used, when it is difficult to find relevant interviewees. First, in
the snowball sampling method, one interviewee or contact person is contacted, who will
then again identify new interviewees. This goes on as long as the sample is large

enough, or no interviewees will come up. (Saunders et al. 2016)

In the purpose sampling, the interviewees are chosen by the interviewer or researcher
according to specific criteria, which enables to answer the research questions and to
meet the objectives. Criteria for the purpose sampling can be for example as homo- or
heterogenic sample as possible. (Saunders et al. 2016) In this case the critical case
sampling was used. It selects critical cases on the basis that they are important and
focuses understanding what is happening in each critical case so that logical generali-

zations can be made (Saunders et al. 2016).

In this research the snowball sampling method was mostly used in the first phase inter-
views, where the hotel industry employees were interviewed. Few interviewees were

contacted via email, after finding suitable persons from the internet or with other suitable
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methods. The contacted companies were selected before contacting them according to
case company’s preferences and in a way that they represent big portion of the Finnish
hotel market. After this, the first interviewees were asked to provide other suitable inter-
viewees. The persons inside the case company were selected according to purpose
sampling to make sure that the persons that were chosen, have or should have the re-
quired human capital and could take part in similar projects or provide this human capital
to others on the team. They could also have important information about the required
human capital. One factor was also to choose interviewees with different tasks and roles

to have an overall view of the team’s human capital.

5.2 Interview process

The process of the empirical part is illustrated in the Figure 19. The process is based on
the theoretical research, where the process of human capital management and meas-
urement are recognized. The empirical research followed the measurement process
from selection and grouping of issues to be measured to measuring the current human
capital and improving the measurement tool. The strategic background for the research
is the desire to enter the hotel information system market and the need to study the
required human capital related to hotel industry projects. This objective was studied in
both of the interview phases. In the second phase, the current human capital was also
measured, and the importance of each human capital was defined. As an outcome from
the interviews a human capital list was created and provided for the case company as

well as the gaps of current and required human capital.

Theoretical research

Base for the interviews

First phase interviews (design)

Hotels & Vendor Focus in identifying the required human capital

Second phase interviews (implementation)

Case company employees Focus in measuring current human capital

Report the outcomes

Figure 19: The process of the interviews in empirical research
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The objective of the research is to understand the required human capital in hotel infor-
mation system projects and the gap between the current and required capital. The ob-
jective was derived from the need to understand the company’s current state and the
possible investments needed if the company would execute the hotel industry projects.
The objective of the measurement of the human capital was to learn and also gain more
information for the case company. The idea was to create a list of human capital, which
can be used for measuring them. This final list was done at a team level, since it is
important to understand the human capital at the team level, which consists of individual

human capital.

In the literature, the human capital is often defined from the strategy and vision of the
organization. In this research the strategy and vision defined the scope of the human
capital, which was the hotel industry and the projects in this specific team. It is a strategic
decision to enter the hotel information system market. The human capital studied in this
research, was not entirely familiar for the case company, since the industry is still new
for them. Due to this, the human capital was derived first from the market by interviewing
the possible customers and software vendor since they have the best knowledge, what
the supplier should have. This human capital was then also compared to the literature.
Since often, also the employees define the competences, the human capital was then
presented to the case organization’s employees, who defined the importance of human
capital components and their own ratings in the human capital list. The customers and
vendor were interviewed first to get an overview and base for the internal discussions. In
this way it was possible to get a good overview of the human capital and define the final
list of human capital in hotel information systems and the missing human capital in the
organization. This information is provided for the organization for follow up actions and

development plans.

5.2.1 Defining the required human capital — first phase inter-

views
The first phase interviews were conducted to possible customer organizations, which

were four Finnish hotel chains and a Nordic hotel software vendor. The goal of these
interviews was to recognize the required human capital of the supplier’s project team in
hotel information system projects and also recognize the processes and characteristics
of hotel industry and hotel information systems to get a clear picture of the environment.
The human capital was defined at a team and individual level since it became clear that
everyone in the team does not have the same skills. The possible customer organiza-
tions were chosen as a target for the interviews on that base that they have the best

knowledge of the industry and the work with the suppliers. The software vendor gave an
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important perspective as a partner and as a vendor with some experience of the hotel
information system projects. The case organization did not have experience from hotel
industry and that's why was not able to define the required human capital from every
perspective. The themes and questions in these interviews were based on the literature.
For example, the human capital was divided into four categories recognized from the

literature.

The interviews were conducted during one-month timespan. The interviewees received
an email before the interviews with information about the objective, background and
themes of the interview. They were also informed about the data protection and pro-
cessing during the research (Appendix C). Interviewer organized also meetings with the
interviewees if they asked before the interview to clarify the goal of the interview. The
interview themes remained the same during the interviews, but the questions (Appendix
A) varied and were stabilized towards the end. As often in thematic interviews, also in
these, the interviewee asked clarifications and questions that were relevant for the situ-
ation. Every interview included also short introduction to the person, which included
mostly short working history and the current position and responsibilities. Eight interviews
were held in this phase of the research, seven of them to hotels and one group interview
to vendor. The vendor interview was conducted as a group interview for two persons
from the organization. This gave a good opportunity for the interviewees to discuss their
opinions and ideas together. The group interview had a clear structure including ques-
tions available for the interviewees on a virtual board. They thought few minutes them
by themselves and then introduced those ideas to others and discussed about them. The

interviewees can be seen in the Table 2.

Table 2: Interviewees in the first phase

be DlE Orqga atlo

H1 Application Specialist A
H2 IT-support A
H3 Area Manager A
H4 System and Application Manager B
H5 Group IT Director C
H6 Concept Manager D
H7 Director of Revenue Management and Distribution D
GI8 Senior Consultant & Business Developer (group interview) E (vendor)

After the interviews were conducted, the information about these interviews was ana-
lyzed and the main themes of required human capital were recognized. A human capital
list was created with an Excel. It consists of five categories and 27 components. These

four categories are competence, knowledge, experience and personal characteristics,
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which were identified in the literature. Though, all the identified themes and components
of human capital in the interviews were not clearly under any of these specific areas.
Especially knowledge and competence were hard to differentiate from each other by the
interviewees. Same aspects were identified in both themes, which leads to a situation
where the components were placed under the most suitable literature theme. If some
theme was not suitable to any of these areas it was added to “other” category. This list

is defined in more detail in Appendix D.

5.2.2 Measuring the human capital — second phase interviews
The second part of the interviews were conducted to case company’s employees and

were based on the list created in the previous phase. The goal of these interviews was
to identify the required human capital of the supplier in hotel information system projects,
but also to find out the current human capital. Due to the time constraints of the research,
the interviews have to both gain knowledge of the required human capital and pilot the
measures at the same time. This goal gave the interviewees an opportunity to influence
to the list of required human capital by stating importance for each component. They
were also able to bring up any missing human capital, that was not covered in the list.
Since these interviews were based on the previous interviews to hotel and vendor, it

means that the themes were derived from there.

Since the hotel industry is a new industry for the organization, the evaluators are the
employee’s themselves, instead of for example the supervisor. This gave the employees
an opportunity to show their hidden human capital and competences. The interviewees
gave a rating according to their human capital for each component, but also for the im-
portance for every component in the list. These interviews were conducted as a semi-
structured interview as well as all the other interviews during the research. It allowed the
interviewees to give reasoning for their ideas and thoughts and the interviewee was al-
lowed to ask clarifying questions. The interviewees are presented in Table 3 and the

questions are presented in Appendix B.

Table 3: Interviewees in the second phase

H9 Consultant F
H10 Project Manager F
H11 Consultant / Software Architect F
H12 Sales Manager F

One important part of the planning phase of the second interviews, was designing the

scale for the human capital and its importance. The scale for measurement was defined
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according to the literature as a six-step scale, which included following criteria presented
in Table 4.

Table 4: Scale for measuring human capital

Scale Meaning

0 Not part of my job
Extremely low
Poor
Satisfactory
Good
Excellent

| |WIN|—~

Previously presented scale was applicable to most of the components in the list. At some
points interviewee was not able to answer the question according to the scale and in
these cases, the human capital was measured some other way. The exceptions are

mentioned in the analysis in more detail (Chapter 6).

The importance was measured according to the following scale in Table 5. The scale
definition includes also the frequency of the need for the component in addition to the
importance itself since it could be sometimes easier to evaluate the need by the inter-
viewees. The rating of the importance emphasizes also the goal for the required human

capital.

Table 5: Criteria for importance

Scale Meaning

0 Not important/ not needed

1 Slightly important/ rarely needed
2 Important / sometimes needed
3 Very important/ often needed

Every interview included also short introduction to the person, which included mostly
short working history and the current position and responsibilities. These second phase
interviews were conducted over two-week period. The interviewees received an email
before the interviews with information about the goal, background and themes of the
interview as in previous interviews. They were also informed about the data protection
and processing during the research (Appendix C). The structure, themes and questions
of the interview stayed the same in every interview, but as often in thematic interviews,
also in these, the interviewee asked clarifications and additional questions if needed. The
interviewer emphasized in the beginning of the interview that the list contributes the team
human capital and that the list is not perfect since it only takes into account the hotel

industry specific human capital.



58

5.2.3 Finishing the human capital list

After all of the interviews the final human capital list was created according to the pref-
erences, comments and suggestions raised in the interviews. The list was then sent via
email to the case company’s employees, who took apart to the interviews and they had
an opportunity to comment the final list and check and change their answers if needed.
Only three changes were made in this phase, so the interviewees seem to be pleased
on the list and the answers given earlier. The gaps between required and current human

capital was recognized according to these answers.

It is important to mention that the list is not applicable as it is in all supplier organizations,
since it does not take into account for example all technical competences required for
the hotel information system projects. The presumption was that the supplier has a re-

quired level of technical competence and information system projects in overall.

5.3 Analysis

The analysis was conducted as a thematical analysis. The purpose of thematical analysis
is to search for themes, or patterns, that occur across a data set. It involves a researcher
coding her qualitative data to identify themes or patterns for further analysis, related to
his or her research question. Thematic analysis offers a systematic and flexible approach
to analyze qualitative data. It can be used to analyze large and small qualitative data
sets and it will lead to rich descriptions, explanations and theorizing. (Braun & Clarke
2006)

Thematic analysis has the following phases: becoming familiar with the data, coding the
data, searching for themes and recognizing relationships, refining themes and defining
themes (Braun & Clarke 2006; Vaismoradi et al. 2013; Saunders et al. 2016). Braun and
Clarke (2006) and Vaismoradi et al. (2013) mention also producing the report as a one

phase.
Becoming familiar with the data

Researcher will become familiar with the data as they produce transcripts of the inter-
views or observations they conduct (Braun & Clarke 2006; Saunders et al. 2016). During
the interviews only few notes were made and most of the transcripts were made after
the interviews during one to two weeks timespan. The interviews were not transcribed
as detailed as possible, which means that not every word was recorded, unless the an-
swer appeared to be very well established. Otherwise the aim was to create as real pic-
ture as possible of the answers and interviews in as concise form as possible. Possible

hesitations and uncertainties were included in the transcripts.
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Coding the data according to the existing themes

Coding is used to categorize the data with similar meanings. It involves labelling units of
data within a transcript with a code that symbolizes or summarizes the meaning. (Saun-
ders et al. 2016) The themes for the analysis were partly derived from the literature,
which is often very natural in deductive approach. Since the approach is abduction, it
was also natural to derive the themes from the data. It was anticipated that the interviews
would raise issues that could not be foreseen, so there was an opportunity to raise new
themes. This type of data processing without forcing a particular frame is typical in in-
ductive approach (Braun & Clarke 2006). Saunders et al. (2016) emphasize that the

analysis of qualitative data includes both methods.

Searching for themes and recognizing relationships, refining themes and testing

propositions

This stage of analysis involves searching for patterns and relationships in list of codes to
create a short list of themes that relate to your research question. A theme is a broad
category of several codes related to one another. Theme indicates an idea that is im-

portant to the research question. (Saunders et al. 2016)

The data was reviewed twice. First, the first phase interviews were coded, and the
themes were recognized from the data. The human capital list was created according to
the codes and themes found in the first phase. After this the second phase interviews
were conducted and after them all of the data was again coded, and the themes were
derived from the codes again. Since the themes were derived from the literature, the
codes were already in the beginning suitable for some theme. If there was no suitable

theme, new theme was derived from them.

The categories recognized in the literature regarding the human capital were compe-
tence, knowledge, experience & education and personal characteristics. The themes de-
rived from the data were mostly part of some of the themes provided in the literature.
The themes were hotel industry competence, technical competence, organizational com-
petence, combined competence and experience, trend knowledge and specific personal
characteristics. Few themes did not fit in the categories from literature and those were
project management and the team as a whole. Regarding the hotel industry processes
and functions hotel information systems the themes were mostly derived from the data

to support the overall list of human capital.
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6. RESULTS OF EMPIRICAL RESEARCH

6.1 First phase interviews

First, we will go through the first phase interviews which focus on hotel industry, hotel
information systems and the supplier's human capital. These areas clarify the human
capital of the supplier, the processes, characteristics and the environment of hotels. After
that we will go through the second phase interviews with the focus on measuring the
human capital components raised in the earlier interviews and ratings of this human cap-

ital.

The first phase interviewees brought up many issues and ideas regarding the hotel in-
dustry, hotel information systems and the supplier's human capital. As a result, there
were some clear themes that were recognized in the interviews and those are presented

next.

6.1.1 Hotel industry

Processes

The processes emphasized in the interviews were mostly focused on the customer ser-
vice perspective and different internal processes that support the customer service pro-
cesses. According to the interviewees most important process is the customer service
process, which includes functions from distribution and reservation to the point that cus-
tomer is leaving the hotel. The whole process or some parts of it were mentioned by
many of the interviewees (H1, H2, H4, H5, H6, H7, GI8). It is seen as the most important
process since the customer is crucial for the business. Also supporting processes, such
as housekeeping and maintenance, are crucial for the accommodation service and an
important part of the hotel's processes (H2, H3, H5, GI8).

“The most important process is the customer service process, where we face the cus-
tomer... Customer finds us from somewhere and makes the reservation... From this on
starts the basic check-in procedures, smooth accommodation, check-out and after-

care...The process is very long.” — Application Specialist (H1)

The process from the reservation to the time that the customer leaves the hotel is long.
This process starts from the distribution, sales and reservations, which is seen as an
important part of the hotel functions (H1, H2, H3, H6, H7, GI8). It has been regarded

important since otherwise the hotel would not get any reservations or customers would
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have at least hard time finding the hotel (H1, H3, H6, H7). Hotels can choose the distri-

bution channels and how much they will sell the capacity in every channel themselves.

“The most important thing is that the hotel should be available in different booking chan-
nels. It depends on the hotel and hotel chain, how many reservations come from each
channel and who provides the rooms for the customers...The distribution should work in

a desired way.” — Concept Manager (H6)

In addition, other processes were mentioned among the previously presented ones. The
most common of these is data and reporting (H3, H4, H7, GI8). It was seen that data
gathering and reporting helps to understand the business, customer behavior and oper-

ations better and is crucial for hotels.
Characteristics and challenges

Often the characteristics and challenges mentioned in the interviews are similar or linked
to each other in some way. The main characteristics of hotel industry and hotels can be
divided into three main themes: hotel as a unique entity, customer centricity & service
and brand & identity of the hotel. The challenges, on the other hand, are strongly related
to the current situation while threats are in addition related to the characteristics and
trends. The challenges can be divided into four main themes: Covid-19 and other pan-
demics & external threats, customers, digitalization and payments. In addition to these,
many other characteristics and challenges were mentioned in the interviews, but only

these main themes are presented next.

Hotel industry was regarded as a unique industry from everything else since it is a big
entity, which does not include only the accommodation but also the restaurants, activities
and other services provided in the hotels (H1, GI8). For example, the difference com-
pared to for example retail industry was emphasized (H3, H4). This unique entity requires

specific understanding of the multiple functions and their relations.

As said earlier, the customer is in the center of the business and that they have an im-
portant role in hotel business (H1, H2, H3, H4, H5, H6, H7, GI8). This means that under-
standing the customers, serve them better and provide services for different customers
is crucial for the business in hotel industry. Hotels should be aware of different customer
segments, their needs and customer behavior. Customers should receive experiences
and good customer service so that the hotel can meet their expectations. The customer

perspective was also seen as a challenge by some of the interviewees.

“Focusing on the guest experiences. You aim at creating memories for the customer.

There is no physical product.” — Business Developer (GI8)



62

“How would you feel if you go to the hotel and they say that they cannot find your reser-
vation? ... Your customer experience in this point can be saved, but it will never be suc-
cessful. You can reach a neutral level, but the customer won'’t leave the hotel with a

smile.“ - System and Application Manager (H4)

One important characteristic according to the interviewees (H1, H4, H6, H7, GI8) is the
need to create and show a unique brand and identity, personalize the service and bring
it visible for the customers. The customer will always have a need to come to the hotel,
but the specific hotel is selected by the customer preferences. This requires that the hotel
creates a unique brand, personalizes their offering and creates experiences for their cus-

tomers to stand out from the market.

“Industry emphasizes that how you get the hotel’s identity visible to customers, when the
buying decision is very intuitive. If you are going to a specific location, then of course the
location is the most important decision criteria. But then if you have many hotels with the
same location, which one will you choose?” — Director of Revenue management and
Distribution (H7)

Due to the current situation with the Covid-19, the hotel industry has had a rough start
for the year 2020. Covid-19 was often the first challenge mentioned in the interviews
along with other possible pandemics in the future (H1, H2, H3, H5, H6, H7, GI8). It was
also emphasized that Covid-19 will change the industry by increasing self-service and
new ways to serve the customer safely (H5, H6, H7). Also, other external aspects, such
as climate change and responsibility of the nature, were mentioned in the interviews as
challenges (H1, H2, H3, H4).

Digitalization (H4, H6), automation (H1, H3, H4, H5, H7) and data utilization & infor-
mation flows (H4, H6, H7, GI8) within the hotel were identified as challenges and also as
an improvement issue. Hotels would like to utilize automation in processes to make them
more efficient and support the decision-making and renew functions in the hotels. Infor-
mation should be utilized and shared around the hotel functions, both of which would

make the hotels more efficient and faster.

“Covid-19 crisis has changed the whole industry. | claim that digitalization will increase
also here, since this is a labor-oriented industry... People want different options to do
things, like online check-in and -out, take care of payments, use mobile key to access
the room and all the information will be in their smart phone. | believe that this will improve

during the next few years.” - Group IT Director (H5)

The payments were mentioned as a big challenge for the hotels and their business (H1,

H5, H6, GI8). Often, there can be a person, who takes care of the reservation, a person
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who stays at the hotel and a person who pays the bill, which makes three stakeholders
for one reservation. In addition, the payments have changed a lot during the few years

and created new challenges for the hotels.

6.1.2 Hotel information systems
The Property Management Systems (PMS) were as an overall described as large and

complex systems, which have a lot of interfaces and integrations to other systems. They
are often critical for the business, take care of the capacity of the hotels and are the heart
of the hotel, where the information flows. The current systems have pros and cons, which

are related to the current supplier, system architecture and of course the system itself.

The pros of the systems mentioned in interviews are mostly related to the facts that are
developed during time. First, the hotel organization is familiar with the current system,
they know how it works and they can use it efficiently (H1, H2, H3, H5, H6). Second, the
current supplier is large and global, which leads to the situation that often new staff can
use the system without training or only with some training since they are already familiar
with the system (H1, H5, H6). A supplier that is large and global is also reliable in terms
of support and development of the system and has many references around the world.
And finally, the system has the features that are needed in the organizations (H1, H4,
H5, H7, GI8).

“Well, if you think about our current system, it is in a way a robust. It has taken a lot of
time and development resources, it works, and it has a lot of features. And probably,
since the system is often taught at school, many who come to work, know how to use it

to some extent.” — Group IT Director (H5)

“Currently, | would say that since we have used it for so long, we know, what it does. We
know how to utilize it and control it in a way that it serves us, and we don'’t serve it. We
have learnt this the hard way. Currently, | would say it is very good.” — Application Spe-
cialist (H1)

The cons instead, are related to the facts that the systems have bad usability, they do
not support the organization’s processes or integrations. The bad usability seems to be
a problem in the current systems (H3, H4, H6, H7, GI8). They are old and outdated, not
intuitive at all and the users basically need to know exactly, what they are doing. The
second con are the integrations and interfaces, which are often difficult and time con-
suming to implement and have high cost (H3, H4, H7, GI8). Third con is related to the
system capabilities. The interviewees felt that the system does not support all of the
processes well enough or is not flexible regarding the organization’s needs (H3, H4, H5,
H6, H7).
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“The system does not take the customer processes into account anymore.” — Area Man-
ager (H3)

“Let’ say that the current system does take care of its responsibilities, but it could be
easier... It works, but the adaptability, content and future are not in that condition that it
would be easy and simple. And this is the gap if the system supports us or not.” — System

and Application Manager (H4)

6.1.3 Human capital
One objective of the interviews was to identify the human capital in sales and delivery

phases. As an overall conclusion, it can be said that the human capital in sales and
delivery phases differ from each other. Often human capital was defined as more general
knowledge and competence in sales phase and more refined in delivery phase. This also
means that the human capital is more customer organization specific in the delivery

phase.

The interviews also covered the human capital of the customer in very general level in
order to define if there is something that the customer is missing, and the supplier should
especially have, or the supplier does not need, and the customer has. The analysis
shows that often the customer’s human capital is focused on the understanding of their
organization and processes (H1, H2, H4, H5, H6, H7), development issues (H1, H2, H3,
H5, H6) and other organization specific issues, which were not expected from the sup-
plier in such detailed level. On the contrary, the customer can often miss system or tech-

nical competence (H1, H2, H3, H4), which can be offered by the supplier.

“Supplier should not use too much time to understand, how the customer organization
works since, in my opinion, it is a waste of project resources. It is not effective use of
time if the supplier tries to understand, how we have done things for many years. More

important is to find out the essential issues.” — Group IT Director (H5)

6.1.4 Competence
The competence is divided into four themes: hotel industry competence, technical and

system competence, customer organizational competence and other competences.

These are the themes identified from the interviews.
Hotel industry competence

Hotel industry competence was regarded amongst the most crucial aspects of supplier’s
human capital and many of the interviewees recognized this to be one of the essential
ones in hotel information system projects. The hotel industry theme includes different

components of competence derived from the interviews and these are divided into hotel
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industry as an overall (H1, H2, H3, H4, H5, H6, H7, GI8), hotel processes (H1, H3, H4,
H5, H6, H7, GI8), hotel's operating environment (H1, H2, H4, H6, H7, GI8) and chal-
lenges and needs of hotels (H1, H2, H3, H4, H7, GI8).

The hotel industry competence focuses on the hotel industry, its policies, functions, prac-
tices and products in general. Among other things, the hotel is a large entity with a variety
of activities, customer focus, customer segments, brand and visibility as discussed in the
Subchapter 6.1.1. It is crucial to understand these characteristics and what is their effect
on business and operations. It would be ideal to have the same level of competence and

understanding in sales and delivery phases (H3, H4).

Hotel process competence emphasizes the need to know and understand the business
and customer service processes presented in Subchapter 6.1.1. The processes, such
as customer service, housekeeping and distribution processes are very crucial as well
as the links between different processes. The competence is more general in sales
phase but goes to deeper level in the delivery phase and is also often refined to customer
specific (H1, H3, H4).

“You should understand the processes and realize, where the money comes from and
where it goes. For example, flexible distribution channel management is more important
than the possibility for a wake-up alarm. You should understand, what is important and

what is prioritized.” — Area Manager (H3)

The operating environment refers to the location, market and hotel itself as an environ-
ment. The understanding of the effect of the location and competitors (H1, H4, H7, GI8)
as well as the unique environment of the hotel and its key product (accommodation) and
services and products supporting it (restaurant etc.) is necessary according to the inter-
viewees (H4, H6, H7).

“The hotel’s operating environment is complex and kind of a combination of many indus-

tries.” — System and Application Manager (H4)

Competence on the challenges and needs of the hotels is fundamental according to in-
terviewees. What are the challenges and needs in the industry in general? The under-
standing of the challenges mentioned in Subchapter 6.1.1, such as Covid-19, payments
and digitalization creates better understanding of what the customer is looking for and
what they want to have. Also, this competence should be refined during the project to a

customer specific.

“In this industry, you must understand the business. If you do not, the door will be shown

for you. There are a lot of industry specific things, how things should be done and how
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the systems work. If you don’t understand them, you will not receive any trust from the
client.” — Group IT Director (H5)

Technical and system competence

In this research the technical competence is kept on a general level. This means that the
research assumes that the supplier has sufficient capabilities in programming and other
technical aspects. The interviewees though identified few components that are related
to technical and system competence: competence of the hotel system that the supplier
is delivering (H1, H2, H3, H4, H5, H6, H7, GI8), competence of the current technical
environment in hotels (H2, H3, H6, H7, GI8) and competence of integrations & interfaces
(H2, H5, H6, H7).

According to interviews, supplier should know their product, how does it work, what it
can do and what it cannot do. The system should be understood on technical and func-
tional levels. In general, the interviewees thought that the competence is more general
level competence in the sales phase, but it was emphasized that the salesperson should
also know the product from a technical perspective or that they should at least have

someone to ask for help. The competence will though refine as the project progresses.

“Supplier should know the system so well that they are able to tell from every perspective
what are the benefits of the functionalities.” — Director of Revenue Management and
Distribution (H7)

The current technical environment in hotels includes the information systems and archi-
tectures. Since the technical environments in hotels are quite complex including multiple
systems with many integrations and dependencies, the supplier should be able to have
some basic view of the existing architectures and operating environment and to be able

to plant the new system to the current architecture.

“It is important to be able to tell how the system works in the current environment, what
should be removed, how it is implemented and what needs to be integrated.” — Applica-
tion Specialist (H1)

The integrations and interfaces were seen as a great challenge by the interviewees in
terms of cost, amount and difficulty, which is why competence The supplier should know
the basics of which integrations should be done and where as well as understand the
integrations often done in hotels already in the sales phase (H6, H7). In the delivery
phase the competence should be more refined to the specific customer’s integrations

and interfaces.
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Customer organizational competence

Organizational competence refers to that what the project team should know about the
customer. The answers regarding, what the specific competence is, were varying, but as
an overall the information was seen as an important and useful for the supplier in sales
and delivery. The organizational competence can be divided into two components: cus-
tomer organizational competence (H1, H2, H3, H5, H6, H7, GI8) and customer organi-
zation and its operating environment (H1, H2, H3, H4, H7, GI8).

The customer organization competence includes basic information about the company
in sales phase, such as what kind of organization it is, where it operates and how does
the product compare to others on the market. There was some variation on the things
that the supplier should know based on the interviews. However, it was noted that too
detailed information will not be beneficial (H1, H5, H7). The more knowledge in sales,

the better, since it helps to avoid misunderstandings.

“It is important to understand on a certain depth. History might not be that important, but
it can bring a relaxed atmosphere if a customer notices that the supplier knows them. It
is essential to know the customer’s procedures, models and product”— Group IT Director
(H5)

This theme focuses on understanding and prioritizing the current practices, challenges,
needs and processes of the specific organization and it was kept significant for the sup-
plier. The earlier the customer’s challenges and, for example, system architecture is
mapped, the better. Sometimes it is good to have a deeper understanding of certain
needs already at the sales stage in order to define the scope of the project. Though,
several aspects will be specified as the project goes further. This component on the list
was identified in different parts of the interviews and added to this theme in order to
highlight the importance of focusing on the specific customer instead of the overall in-

dustry.
Other competence

The other competence is divided into two components: combined industry & system com-
petence (H1, H2, H3, H4, H5, H6, H7, GI8) and understanding & solving the big picture
(H1, H2, H3, H5). This theme emphasizes the fact that understanding one aspect, for
example the industry, is not enough, instead there should be competence from many

areas, fields or individuals combined.

Combining an understanding of the hotel industry, its processes and needs with the sys-
tem competence is crucial in order to create solutions for the customer and it was highly

emphasized in the interviews. There should be an understanding of what is solved and
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how. In the sales phase, higher-level competence is sufficient, such as the knowledge of
the problems being solved (H1, H5). In the delivery phase, these problems and chal-

lenges are investigated in more detailed level.

“Understanding of the hotel processes and how the system works with those processes

and how this is done in action.” — Group IT Director (H5)

The big picture understanding refers to the understanding and solving the entity and its
various components. Basically, not only looking at the system or some of the compo-
nents but instead looking at the entity including the system and its environment and how
to find the best solution from that perspective. For example, the entity of different pro-

cesses instead looking at only one process (H5).

“In addition to understanding the industry and its processes, it is crucial to solve the entity

and to give options on how to solve it”— Area Manager (H3)

6.1.5 Experience and education
Experience was seen as one of the most crucial aspects of the supplier’s capital. On the

contrary, specific education was not kept that crucial (H1, H2, H4, H5, H6, H7, GI8). The
education was regarded more as an additional aspect to human capital and it is not re-

quired from the supplier’s project team members.

Experience of the team and its individuals was one of the most often recurring compo-
nent and it is divided into two: individual's experience from the hotel industry through
previous work experience (H1, H2, H3, H4, H5, H6, H7, GI8) and experience of similar
projects in the industry (H1, H2, H5, H6, H7, GI8).

The project team individuals experience of hotel industry was believed to improve the
competence of the hotel industry, customer and the priorities, such as functional priori-
ties. It is important in sales and delivery phases, but especially in sales phase it creates
value if the supplier is able to show their competence and experience for the customer.
Though, at this point it was also often emphasized that not everyone in the team will
need the experience of hotel industry (H1, H2, H3, H4, H5, H6, H7, GI8), but it is crucial
that at least few people have it and they are able to translate the customers ideas to the
rest of the team and have some surface for contact with the customer. It was also em-
phasized that the experience can be not only from hotel industry but also from travel
agencies or similar organizations can create better understanding of hotel industry (H5,
H7, GI8).

“Everyone does not need to have the experience. Of course, it is enough that some have

it. Everyone has their own strengths and areas of competence, where they are better.
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What is important for sure is that the team must have sufficient competence in all the

necessary areas and fields to complete the project reliably.” — Concept Manager (H6)

The experience of similar projects in the industry helps the supplier team to understand
the system and its functionalities in real life even better according to interviewees. It also
creates trust and credibility to the supplier if they have done similar projects before. The
experience should be not only in the delivery phase but also in the sales phase since the
supplier should know what they can promise to the customer. Some of the interviewees
(H4, H5, GI8) think that the experience of especially hotel information system projects is
not crucial, instead something similar is enough. Most of the interviewees thought that
specifically previous hotel industry projects would be crucial experience (H1, H2, H3, H6,
H7).

6.1.6 Knowledge

One of the often-mentioned themes in the interviews were the trends now and in the
future. The trends can be divided into hotel industry trends (H1, H3, H5, H6, H7, GI8)
and common trends in business and digitalization (H1, H5, H6, H7, GI8).

The hotel industry trends allow to understand what is happening in the industry, what is
trending and what is developed at the moment and possibly in the future. Some of the
trends were already discussed earlier in the Subchapter 6.1.1 and these were for exam-
ple automation and digitalization. The common trends were emphasized to allow the
supplier to see the big picture and general trends in business through different industries.

How things work in other industries and in bigger picture?

“The knowledge is not limited to hotel industry. It can be easier to bring some new per-
spective outside from an industry you know. How elsewhere is operated and what could

be suitable for this industry as well?” — Concept Manager (H6)

6.1.7 Personal characteristics
The personal characteristics mentioned in the interviews varied a lot and many different

characteristics were mentioned. Though, some themes can be driven from them and
these are presented below. Mostly all of the components were mentioned to be crucial
in sales and delivery, but they might have different meaning in those phases. In these

cases, the meaning has been clarified below.

1. Communication, cooperation, and common goal (H1, H2, H3, H4, H5, H6, H7,
GI8)

The interaction, cooperation and listening skills were repeatedly emphasized in

the interviews as an important characteristic to a project team member. Ability to
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work together and listen to the customer is a crucial factor for the project and its
success. Common goal and long-term partnership were also regarded as im-
portant for the cooperation (H3, H4, H6, GI8). In the delivery phase, supplier is

often a part of customer’s team and the cooperation is closer than in sales.
Proactivity and activity (H1, H2, H3, H4, H5, H7)

Project team members should be active and proactive in their communication
especially in sales (H4, H5) and proactive in delivery by challenging the customer

and solving issues on frequent pace (H1, H2, H3, H4, H5, H7).
Openness (H1, H3, H6, H7, GI8)
Reliability and trust (H1, H2, H3, H4, H5, H6, H7, GI8)

Supplier should stick to agreements and do what is agreed. Especially in the

sales phase, too much should not be promised (H3, H7).
Honesty (H1, H4, H6, H7, GI8)

Honesty and realism about what can and cannot be done.
Confidence and courage (H1, H4, H5, H7)

Confidence and courage to say one’s own opinion and to admit if one does not
know how to do something. In the sales phase, individuals should have confi-

dence and in delivery stage the courage to give their own perspective on things.
Customer orientation, helpfulness and service (H2, H3, H5, H6, H7)

Ability to discuss almost any issue and to help the customer.

Interest, motivation and attitude (H3, H4, H6, H7, GI8)

Interest and motivation towards the project, learn and carry out the change for
the benefit of the customer. In the sales phase, in particular, a genuine interest
in the project and an attitude that emphasizes the importance of the project (H3,
H7).

Creativity, problem-solving and ability to give examples and ideas (H1, H3, H5,
H6, H7)

Ability to give examples and ideas as well as models from existing solutions
based on previous experience and knowledge. At the same time, look critically if
processes could be done differently. Especially at the delivery phase, examples,
ideas and ability apply different environments is crucial (H3). In the sales phase,

these may still be at a fairly general level.
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“One of the things in every project is being realistic about the process and approach.
Consultant going in there, who do not have that much experience about hotels, should
ask more questions, be honest if they don’t understand. Open minded and willing to learn
but also humble and honest to say maybe | do not get this because | have not worked
with this.” — Senior Consultant (GI8)

6.1.8 Other

One component, which was emphasized in the interviews and doesn’t belong straight to
any category presented earlier is project management and systematicity (H1, H2, H4,
H5, H6, H7, GI8).

The project management and systematicity refer to the need for project manager (H1,
H2, H4, H5, H6, GI8) and the systematicity of the individuals in the team (H3, H4, H6).
These are more important in the delivery phase, where it is necessary to determine who
is responsible for what and keep in the schedule. The clear leader and structure for the

project seemed to be an important capability for the supplier.

What was also emphasized a lot in the interviews was the team as a whole (H1, H2, H3,
H5, H6). The supplier's project team should have enough human capital from all of the
areas needed in the project, for example finance, hotel industry, supply chain and so on.
Each competence is not required from everyone in the team, instead the team compe-
tence is more essential as well as the different personas in the team. This component is
not precicely a human capital required in the projects, instead it tells something about

the characteristics of the human capital and is important note for the research.

6.2 Second phase interviews

Next, we will go through the second phase interview results, what the interviewees said
about the components and their importance. All interviewees were mostly satisfied to the
human capital list and its different themes and components. Inside the themes though,
were found some improvement needs for the list. Some of the components were seen
very similar or overlapping. The final list of the ratings can be found in Appendix E, to-

gether with the list that was gone though in the interviews.

6.2.1 Competence
The competence consisted of four areas on the list: hotel industry competence, technical

and system competence, customer organizational competence and other competences.
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Hotel industry competence

Interviewees rated the hotel industry competence 2,8/3, which highlights the fact that it

is crucial competence in the projects. The average ratings are presented in the Table 6.

Table 6: Importance of hotel industry competence

Code Hotel industry competence Avg.
A1 Hotel industry 3
A2 Hotel processes 2,8
A3 Hotel's operating environment 2,5
A4 Challenges and needs 3

Average 2,8

The hotel industry competence was seen specifically crucial in the sales phase (H9, H11,
H12), where the procedures, business and terminology should be known. The system
cannot be sold, if the salesperson and the team does not know anything about the in-
dustry (H9, H11, H12). The interviewees thought that the industry competence is the

starting point for showing the customer that the supplier knows, what they are doing.

Hotel process competence was also seen as an important to have by each interviewee.
According to interviewees (H9, H10, H11, H12), in the sales phase the processes should
be known on a general level, such as what processes there are in hotels and how they
work. In the delivery phase the team should dive into the processes in more depth and
go through them on a detailed level with the customer (H9, H10, H12). One crucial thing
to understand about the processes is the customer centricity, which affects to almost

everything else in hotel (H9, H12).

Hotel’s operating environment got the lowest average rating 2,5/3 of the hotel industry
competences and one of the reasons was considered to be the quite similar environ-
ments within Finland (H12). Interviewees emphasized that this kind of competence is
often crucial in the sales (H9, H10, H11, H12), where the customer’s operating environ-

ment and hotel segment should be known (H9, H12).

“In the sales phase the segment of the hotel should be identified e.g. is the hotel a city
hotel located in the city centrum or a spa hotel in Sotkamo, as the latter is completely

different from a city centrum hotel in Helsinki.” — Consultant (H9)

Challenges and needs of the hotels were highlighted due the current situation, where the
Covid-19 has created new challenges for the industry (H9, H10), such as check-in,
breakfast, regulations, customer segments and products during the pandemic. The chal-

lenges and the industry reflect the current situation, in which the supplier should be able
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to provide answers and solutions relevant for the situation and customer (H9, H10, H11,
H12).

One interviewee (H11) brought up that the restaurant and activities could be mentioned
somehow in the list. Another interviewee (H10) thought instead that these are natural
part of hotel industry and in that sense are already included in the previously presented
components. One interviewee (H10) also thought that the current information systems
and competitors’ products should be familiar for the supplier to be able to know the dif-
ferences and tell why this specific product should be the customer’s choice. Otherwise,
each interviewee thought that the hotel industry competence included everything needed

and that anything would be hard to take off from the list.
Technical and system competence

Competence of the hotel system, the current technical environment in hotels and inte-
grations and interfaces were rated as 2,5/3 on average (see Table 7). As an overall, the
two latter components were seen a bit overlapping with each other (H10) and that the
entity is a bit challenging since this does not include the basic technical skills, such as
programming, configuration and setting the parameters needed (H10, H11). The inter-
viewees still believed that the ones mentioned are the necessary ones regarding the
specialties in the hotel industry (H9, H10, H11, H12). One interviewee (H11) also sug-
gested that different process competence (finance, sales etc.) could have been added
as a subcategory. Though there was no clear idea, which processes should be included

and how important they are in hotel industry.

Table 7: Importance of technical and system competence

Code Technical and system competence Avg.
A5 The deliverable information system 3

Current technical environments in hotels
A6 . 2,3
(architectures)

A7 Integrations, interfaces and competence in these areas| 2,3

Average 2,5

The hotel system competence was considered very important 3/3 by each interviewee.
Supplier should have this competence to be able to provide the system for customer (H9,
H10, H12). If the supplier does not have this competence, it is almost impossible to im-
plement the customer’s processes in the system and provide the expertise that the cus-
tomer is looking for (H10). Also, the in the sales, discussion about the system, the key

areas and functionalities of it is an important skill (H12).
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“The customer does not know our system, so we must have the competence and ability

to say, how some of the key processes function in the system.” — Project Manager (H10)

The current technical environment in hotels generally was assumed to be good to under-
stand (H9, H10, H11, H12), but also not so important since the architectures in organi-
zations can be quite different and can be learnt (H9). One (H11) interviewee felt that
knowing the architectures in general in all industries helps to understand the architec-
tures in hotel industry. The architecture was considered to be good to know in a general
level in sales (H11, H12), such as understanding the traditional system architectures in
hotel industry (H12) or the customer’s preliminary architecture (H11). In delivery instead,

there should be good overall understanding of the architectures (H11).

“In sales it is good to understand [the current environment], since the traditional systems
are basically a large amount of systems integrated into each other. The salesperson
should understand on a general level, how the unified solution, which serves multiple

areas without spiderweb architecture, brings improvements.” — Sales Manager (H12)

The interviewees noted that integrations and interfaces are a crucial part of the project
especially since the hotel industry has many integrations to other systems and they are
an essential part of the business (H9, H10, H12). If the supplier has standard interfaces
or interfaces that are easy to implement, it is already a huge advantage in the sales
phase (H10, H12). Also, if the supplier knows the basic integrations in the hotel industry,
it helps the process of implementing the interfaces (H10, H11). Still the competence of
the current integrations in hotel industry was not regarded as mandatory by some of the
interviewees, since the integrations were regarded quite similar across industries (H9,
H11). In conclusion it can be said, that the interfaces and integrations divided the opin-
ions in a sense that, what kind of competence the supplier should have about them. It
was agreed that they are important and the understanding why they are important is
essential as well as the competence of the integrations in general. The competence of

the current integrations and interfaces in hotel industry though divided the opinions.

There should be some sort of general understanding of the architecture and integrations
already in the sales phase (H9, H11), where the integrations have to be listed and a first
draft of the architecture should be created. In the delivery phase, those integrations are

discovered in detail and also finally implemented (H9, H11).
Customer organizational competence

The two components of organizational competence are customer organizational compe-
tence and understanding the customer & its operating environment. The average im-

portance is shown in Table 8.
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Table 8: Importance of customer organizational competence

Code Customer organizational competence Avg.
A8 Customer organization 24
A9 Customer organization and its operating environment 2,5

Average 24

The customer organization competence was not kept that important 2,4/3 compared to
other themes. The interviewees believed that in the sales phase this information leans
mostly on the public sources, such as Google and is quite general level understanding
of the business, which though was regarded at the same time very essential competence
to have (H9, H10, H12). The customer organization is under further research in delivery
and also in sales phases. To be able to deliver the system, it is crucial to know the cus-
tomer (H9, H10, H11). Few interviewees (H10, H11) also claim that it is often important

for the customer to recognize that the supplier knows them.

“In a way, this [customer organization competence] is studied, when we move forward in
the project, but of course you have to do the background research. | have noticed that
often suppliers don’t bother to find out even the basic things from Google, which feels
disrespectful for the customer. Especially in the sales phase, there is no room for mis-

takes.” — Consultant/Software architect (H10)

The second component was kept slightly more crucial than the customer organization
competence. It is important to understand, what the customer wants, what is important
to them and what are the challenges (H9, H10, H12). Also, this information will be studied
during the project, but the faster it can be identified, the easier and better it is to bring

the solutions and ideas to the customer (H9).

As an overall, interviewees thought that everything cannot be known in the sales phase
and that the competence goes in deeper level during the project. The customer organi-
zation competence was assumed to be more important in sales phase and understand-
ing the customer and its operating environment in delivery phase. One interviewee (H10)
also pointed out that knowing the customer’s project culture and preferred project model

is important information in sales phase.
Other competence

The other competence is divided into two components as earlier presented: combined
industry and system competence & understanding of the big picture and it was rated as

3/3 in overall (see Table 9).
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Table 9: Importance of other competence

Code Other competence Avg.
A10 [Industry and system competence combined
A11 [Big picture understanding and solving

Average

W|lW|w

The hotel industry and system competence together were regarded as very important by
each interviewee. It is the unique selling point that the supplier should be able to utilize.
The interviewees also agreed on that competence is on quite general level in sales and
deeper in delivery phase. According to one interviewee (H12) supplier should also know

in the sales phase the global solutions and be able to tell why our system is better.

“The ability to offer solutions for problems that the customer does not even know they
have.”“— Consultant (H9)

The understanding of a big picture was also argued to be crucial. Organizations are often
large and there are many stakeholders inside the organization, which should be taken
into account (H12). Though, this component was seen as overlapping to the previous
components, such as current operating environment and integration (H10). One inter-
viewee (H11) emphasized in both of these components that the competence is not
needed from everyone in the team, for example finance consultant does not necessarily

need to understand the big picture.

6.2.2 Experience and education
Experience presented got 2,3/3 rating, which is not so high compared to the other ratings

given. As previously presented, experience is divided into individual’'s experience from
the hotel industry through previous work or similar and experience of similar projects in

the industry. The importance emphasized in the interviews is presented in Table 10.

Table 10: Importance of experience

Code Experience
B12 |Experience of the hotel industry 2
B13 |Experience of similar projects 25
Average 2,3

The experience from hotel industry through work divided the interviewees’ opinions.
Some thought that it is not crucial almost at all (H11) and some thought that it is crucial
in order to understand the industry better (H9, H10, H12). The answers varied from
“slightly important” to “very important”. It was also emphasized that not everyone in the

project team, such as project manager or developers need the experience (H9, H10,
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H12). Instead at least one person should be able to tell about the industry and share the
knowledge with others and this person could be for example a consultant. Interviewees
were bit reserved towards the experience, but they thought that experience could help
to understand the customer even better. In addition, it is something that the customers
value. One interviewee (H9) also suggested that similar work experience, such as expe-

rience from hospitality or travelling industries would also be beneficial.

“The best solution would be that someone, who has worked in a hotel or understands

the [hotel] industry, tells us, how it works.” — Sales Manager (H12)

The experience of similar projects in the industry were found crucial mostly in the sales
phase, where the experience helps to convince the customer (H9, H10, H12). Especially
the ability to speak the same language with the customer and have previous experience
of the similar projects to understand them better, is important (H9, H10, H12). As in the
previous component, also in this some assumed that there should be at least one person

who knows the industry or has some similar experience from hotel or hospitality projects.

The education was not mentioned in the preliminary list since it was not emphasized in
the first stage interviews. The education was still brought up in these second stage inter-
views. Few interviewees (H9, H12) thought that there could be some ways, such as
courses, to study the industry. But as in first stage interviews also in these, the experi-
ence remained as the main focus. One interviewee (H12) said that the projects them-
selves are often the best way to learn about the customer, their processes, worries and

development issues.

6.2.3 Knowledge

The knowledge was divided into hotel industry trends and common trends in business.
In addition, the most important trends, digitalization & technology and process automati-
zation, mentioned by the first stage interviewees were added as additional components
on the list to emphasize the importance of these aspects. The trends mentioned during
these interviews were for example remote working, pricing automatization and utilizing

data. The average ratings for the trends are presented in Table 11.

Table 11: Importance of knowledge

Code Knowledge
C14 |Common trends in business 2,5
C15 [Hotel industry trends 2,8
C16 |Digitalization & technologies 3
C17 |Process automation 2,5
Average 2,8
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Both, hotel industry trends and common trends were seen as quite important. One inter-
viewee (H11) mentioned that this information would be more crucial in the sales and after
the delivery, since during the delivery the scope cannot be changed much. This
knowledge was also regarded as quite general level knowledge of trends (H9, H12). One

interviewee (H10) also asked to clarify the meaning of an overall trend to more specific.

Knowledge of digitalization and technologies was considered as very important 3/3. Dig-
italization takes supplier and the customer forward and it is something that the supplier
should be good at. Process automatization was considered as dependent on the cus-
tomer as well as the project and its rating varied between 1-3. Some interviewees (H10,
H12) thought that this is very important especially in the hotel industry and some (H11)

claimed that this is not often so essential in this kind of information projects.

The latter two components were kept a bit overlapping and proposed to either be com-
bined or otherwise reorganized. It was also observed (H10) that maybe knowledge could

also include modern and agile ways to work.

6.2.4 Personal characteristics
The personal characteristics were regarded as crucial ones for almost everyone in the

project team, though they were also regarded as general skills important to any industry.
The average rating for all of them is 2,9/3 (see Table 12). The interviewees did not want
to add anything to the existing list, but they thought that some of the components could

be combined since they were a bit overlapping.

Table 12: Importance of personal characteristics

Code Personal characteristics

c18 Cooperation, interaction, communication, listening and 28
common goal ’

C19 |Proactivity & activity 3

C20 |Openness 3

C21 |Reliability & trust 3

C22 ([Honesty 3

C23 |Confidence & courage 2,8

C24 [Customer orientation, helpfulness & service 3

C25 |Interest, motivation & attitude 3
Creativity, problem-solving & ability to give examples

C26 . 2,8
and ideas

Average 29

1. Cooperation, interaction, communication, listening and common goal
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Everything in the project starts with good communication and cooperation. All of
the interviewees emphasized the importance of this characteristic. One inter-
viewee (H11) also reminded that the importance depends on the role. Technical
consultant might not need that great communication skills, but in general every-

one should be able to work with anyone.
2. Proactivity and activity

This was also regarded partly as a part of communication, since the communica-
tion should be active and proactive (H10, H12). Proactivity was defined to refer
especially to the fact that supplier should be able to propose and change custom-

ers way to do things (H12).
3. Openness

Interviewees thought that openness, reliability, trust and honesty have at least
partly the same meaning and strong connection to each other (H10, H11, H12).
Openness and honesty are highly appreciated by customers and openness can

be a way to earn the trust (H10, H11).
4. Reliability and trust
5. Honesty
6. Confidence and courage

Confidence to say one’s own opinion and also if one does not know how to do
something was considered essential (H9, H11). In the sales, courage, toughness

and activity is needed to sell for large scale customers (H12).
7. Customer orientation, helpfulness and service
8. Interest, motivation and attitude

Employees must have the tools (company should invest in the industry) to have

the motivation, interest and attitude towards the work (H12).

9. Creativity, problem-solving and ability to give examples and ideas

6.2.5 Other
Project management and systematicity got high rating 3/3, which highlights the fact that

these cannot be underestimated and that those are typical and important elements in

projects (see Table 13).
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Table 13: Importance of other human capital

Code Others
D27 |Project management & systematic individuals 3
Competence of the team as a whole 3
Average 3

The project management was kept more important than the systematic individuals, since
it was emphasized that consultants can be more creative in their nature and project man-

ager takes care of the project as a whole.

“There must be someone, who says what is must-have and what is nice-to-have if eve-

rything cannot be done. Otherwise the project will be never ready.” — Consultant (H9)

The second component is the project team competence as a whole, which was also
regarded as an important component 3/3 by each interviewee. The team should have
different personalities and individuals with different strengths in order to succeed (H9,
H10). This component was mostly just a mention in the list emphasizing the team’s hu-

man capital.

6.2.6 Open questions

The second phase interviews included also few open questions before going through the

human capital list and these results are presented next.
Human capital in hotel information system projects

All interviewees emphasized the importance of the hotel industry competence. Under-
standing of things like terminology, trends and processes would be important for supplier.

Also, understanding of the system and what it is made for is crucial (H9, H10, H12).

“We should have comprehensive understanding of the hotel industry, its trends, how it is
different compared fto retail, what is the competition like, what kind of competitors do we
have and how they differ from us. Finally, to what kind of needs the system should give

solutions to?” — Project Manager (H10)
Hotel industry characteristics

The characteristics focused mainly on speed and smoothness of processes and services
(H9, H10, H12), dynamic industry, where pricing and capacity changes all the time (H9,
H10, H12) and business travelers and tourists thought of as different customers (H9,
H10, H12). One interviewee (H11) also emphasized the broader experience and compe-

tence, which is needed in hotel industry projects.
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The current state of human capital

In general, interviewees felt that the current human capital in the organization is not
enough to start hotel industry projects and deeper hotel industry competence would be
needed (H9, H10, H11, H12). For example, a person whose primary competence is on
the hotel industry should be hired. Few interviewees (H9, H10) said that a consultant
with a hotel industry knowledge or experience would be a good way to improve compe-
tence, one option would be a hire an expert to sales (H10) or a hotel industry expert

outside IT industry (H9, H11). Supplier could also work together with the vendor (H12).

6.2.7 Measurement results
The results of the current human capital were gathered during the interview, but after the

human capital list was refined, the interviewees were able to check and change their
answers if needed. Finally, only three component’s rating was changed in this step. One
importance rating and two human capital ratings were changed. Next, the final results
are presented according to the final structure of the list. The final list, which has been

refined according to the interviews can be found in Appendix E.
Hotel industry

The hotel industry competence was measured as 2,9/5 on average, which is not very
high, and it seems that in this area the organization has a gap in competence since the
importance of the hotel industry is 2,8/3 on average. As we can see on Table 14, one to
two persons have a bit better rating on each area, but as an overall the competence in

the case company cannot be said to be on a high level.

Table 14: Results for hotel industry competence

Code Hotel industry competence H9|H10|H11|H12| Avg.
A1 Hotel industry 4| 4 1 2 |28
A2 Hotel processes 414 (2| 3] 33
A3 Hotel's operating environment 34123 3
A4 |Challenges and needs 3|4 2| 2|28

Average 35| 4 (18] 2,5]| 29

There is small variation between the components, and it seems like the best competence
is in the hotel processes. On the contrary, especially hotel industry and challenges &
needs would require more competence. One interviewee (H12) felt that they would need
more competence on this area to be able to work in these projects and another inter-
viewee (H9) felt that all of the competence one has might not be up to date anymore

even if one feels to have good competence. Company could have one to two persons
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more with excellent competence in these areas and preferably at least one of these

should be a consultant.
Technical and system competence

As an average the technical and system competence was rated as 2,6/5, which is quite
low rating especially compared to the importance 2,6/3. The ratings are presented in
Table 15.

Table 15: Results for technical and system competence

Code Technical and system competence HO |H10[H11[H12 [ Avg.
A5 |The deliverable information system 211 4 | 3|25
A6 Technical environment in hotels 2| 4 3 2 |28

Average 2 (25| 4 |25]| 2,6

The deliverable information system competence varies from 1-4. Some interviewees felt
(H11) that they have quite good base to learn the new system, but others were not so
sure about that since the system can basically be also something very different that they

are used to.

The technical environment including the architectures and integrations were familiar for
few interviewees (H10, H11), even if H11 did not have specific understanding about the
hotel industry architectures and integrations. As an overall, others (H9, H12) felt that they
have sufficient competence on those so that they can talk about them. Of course, also in
this theme it was emphasized that not everyone should have the higher-level compe-
tence on these, but currently it seems that this competence is lacking from the relevant

persons, technical employees and consultants.
Customer organizational competence

In this competence area, the interviewees were not able to measure their competence
on some specific customer. Instead they focused to give a rating based on their ability to
find out and learn this information. They were able to use their current competence and
experiences as a reference from other projects. As an overall this competence seems to
be already on good level in the organization and no big gaps in competence can be found
here. The average competence is 4/5 and there are no big differences between the in-

terviewees as we can see in Table 16.
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Table 16: Results for customer organizational competence

Code Customer organizational competence HI9|H10|H11|H12 | Avg.
A7 [Customer organization 41 4 | 4| 4 4
Customer organization's decision making

and practices
Average 4 135145 4 4

A8 4 3 51 4 4

Interviewees felt that they are capable to learn and find out the needed things about the
customers. One interviewee (H9) said that the ability to listen to the customer at this point
is very important in order to see the pain points of the customer, but they should also be
ready to ask the right questions from the customer in order to find the information needed.
Another interviewee (H11) emphasized that the ability to understand the customer’s re-
quirements is one’s strength. In general interviewees felt that there is always room for

improvement.
Combined competence

Combined competence got rating 3,1/5 on average as presented in Table 17. The indus-
try and system competence combined got rating 3/5, which was basically based on the
fact that the interviewees have not seen or used the current system yet in detail. They
believed that they would still learn it quickly since it is based on the system they have
used before. One of the interviewees (H10) has some sort of understanding of the hotel
PMS systems in general and other interviewee has some basic understanding of the
modules and functionalities in those systems (H12), which affected their ratings in this

case.

Table 17: Results for combined competence

Code Combined competence H9|H10[H11[H12 | Avg.
A9 Indust_ry and system competence slalals 3
combined
A10 |Big picture 3|14 (3] 3]33
Average 3| 4 [25] 3 3,1

Understanding of the big picture instead was rated as 3,3/5, which is not too high either
compared to the importance 3/3 of the competence. One interviewee (H11) felt that since
one does not know the system that well, it is also harder to understand the bigger picture

in this case.

In both of these components, there is a clear competence gap in the case organization.
The employees would need education about the system and also the hotel industry to

improve their competence in this area.
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Experience

The experience of the hotel industry was 2,8/5 and the experience of similar projects
3,3/5. These ratings reflect satisfactory competence on these areas on average since
the importance was rated as 2,3/3, which is relatively low compared to other compo-
nents. Though, as we can see in Table 18, two persons have most of the experience
(H9, H10). These two persons have worked in hotel industry and they have also taken a
part in an information system project during that time. Though, the case organization has
few persons with experience in this area, it was also emphasized that especially consult-
ants would need the experience. Only one consultant has the experience according to

interviews and this is why a human capital gap can be identified here.

Table 18: Results for experience

Code Experience H9 |H10 | H11|H12| Avg.
B11 Experience of the hotel industry 41 5| 0] 2|28
B12 |Experience of similar projects 4153|133

Average 4| 5 15/15] 3
Knowledge

Regarding the trends, interviewees gave on average 2,9/5 rating about their knowledge
(see Table 19). This human capital could be a lot higher in the organization since the

importance was high 2,8/3 on average.

Table 19: Results for knowledge

Code Knowledge - Trends H9|H10(H11[H12| Avg.
C13 |[Common trends in business 41 3 (3] 3]33
C14 [Hotel industry trends 3| 4 1 2 125
C15 |Digitalization & technologies 33142 3

Average 3,3| 3,327 2,3 29

The lowest rating got the hotel industry trends 2,5/5 and it seems that this knowledge is
still on quite low level in the company. Though, there is some variation between inter-
viewees in the answers they gave. According to the interviews, H10 has the highest
knowledge on hotel industry trends 4/5 and H11 has the highest knowledge on digitali-
zation and technologies 4/5. Still, it cannot be said that the current knowledge would be
enough in the organization and the case company should focus especially on developing

the hotel industry trend knowledge.
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Personal characteristics

The personal characteristics are on a good level 4,3/5 on average. The lowest rating is
for the interest, motivation and attitude, but also that one got rating 4/5 on average. As
an overall it can be said that the personal characteristics might need only some fine
adjustments since the importance was rated to be 2,9/3. Still, no clear gap on human
capital can be found in this category. Each interviewee has also quite the same answers,

so nobody stands out from the ratings, as we can see in Table 20.

Table 20: Results for personal characteristics

Code Personal characteristics H9|H10|H11|H12 [ Avg.
c16 Communication, cooperation & common 4| 5 4 4 | 43
goal
C17 |Proactivity & activity 45| 4| 4| 43
C18 |Openness, trust & honesty 4] 5 51 4 | 45
C19 |Confidence & courage 41 4 | 5| 4] 43
20 Cust_omer orientation, helpfulness & al 5| 4 4 | 43
service
C21 Interest, motivation & attitude 4| 4 4 4 4
c22 Creativity, prol_alem-solvmg & ability to give 5|45 3] a3
examples and ideas
Average 41146 | 44| 39| 4,3
Others

The final components of the list have been added as a notion to the final list. They are
not actually human capital of any person in the team, instead they are requirements for
the team as a whole. These two components are project management and team as a
whole. If the case organization always has a project manager in the team and many
different persons with different human capital, there is no gap in these components.

These components were not rated since these are not specific to any individual.
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7. DISCUSSION

7.1 The required human capital in hotel information system
projects

The main research question in this study focused on the required human capital in hotel

information system projects and was phrased as following:

What human capital does the hotel industry information system sales and delivery

require from the supplier’s team (and its individuals)?

The human capital recognized in the empirical research was eventually divided into four
categories: competence, experience, knowledge and personal characteristics. These are
the categories recognized also in the literature research (presented in Figure 17). This
fact emphasizes that the definition in the literature covers all the aspects of human capital
since the empirical research was not able to identify any new categories to it. The final
list of human capital can be found in Appendix E, which concludes the findings of the

study.

The Figure 20 presents the simplified overall picture of the similarities and differences
between the literature and the empirical research. The colors illustrate if each component
is found in the literature, in empirical research or in both. As we can conclude from the
Figure, this research provides answers to the supplier's human capital in hotel infor-
mation system projects, which had very scarce previous literature. Since it is not so
straightforward to show the outcome in one picture, each of these areas is further ex-

plained after the Figure.
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Figure 20: The comparison between the literature and the empirical research

The first category, competence, was divided into themes according to the empirical re-
search. The first theme hotel industry competence was emphasized since knowing the
processes, industry, operating environment and challenges & needs is crucial for the
supplier. The interviewees argued that supplier should know for example policies, func-
tions, terminology, processes, environment and challenges as well as the impact of each
of them in order to understand the industry and be able to provide the right expertise for
the customers. Competence in these areas was regarded important in sales but it refined

to customer specific during the sales and delivery.

In the literature, competence is defined to be the way of putting into practice some
knowledge in a specific context (Abel et al. 2008). This knowledge in this case is for
example the industry, process and environment knowledge, which is then used in this
specific context. This kind of competence was not straightforwardly described in the lit-
erature, even if it clearly comforts the definition of competence. One reason for this could
be that this competence is highly characteristic for this particular industry. One way to
find the linkage between hotel industry competence and literature could be to regard it
as a professional-specific competence (Bergenehenegouwen et al. 1997; Viitala 2005)
since it is required especially in hotel industry projects and is the core of professional
competence. The difference between the literature and the empirical research might be
consequence of the general level that the literature keeps studying as well as the chal-
lenge of the researcher to be able to categorize the components to the right category.

This theme could also be seen as a part of knowledge, where from the knowledge is



88

refined to competence. Though, even if this theme does not have clear linkage to com-
petence literature, it has clear linkage to the hotel industry literature, where the hotel
industry was seen as unique industry compared to other industries (Langviniené &
Daunoraviciaté 2015; Stringam & Partlow 2016). For example, customer centricity
(Ratna et al. 2018), different hotel categories (Medlik 2000; Rautiainen & Siiskonen
2015) and processes (e.g. Rautiainen & Siiskonen 2015) make it a unique environment.
This fact was also emphasized in the interviews, which is why the hotel industry compe-

tence was also regarded as important competence for the supplier's team.

The second theme of competence according to the empirical research is the technical
and system competence, which requires that the supplier knows the technical and func-
tional levels of their product and understands the current technical environments in hotels
since it is important to be able to plant the system in the current architecture. Knowing
the current architecture helps the supplier to determine the integrations and architec-
tures. The technical competence was emphasized also in the literature by Dezdar and
Sulaiman (2009), Huang et al. (2009) and Colomo-Palacios (2013). The technical com-
petence includes skills of different operating systems (Huang et al. 2009), testing, design
and software requirements, but the level of competence depends also on the role
(Colomo-Palacios et al. 2013). The technical and system competence in this research
could be kept also as a professional-specific competence, which is often learnt through
education (Bergenhenegouwen et al. 1997; Viitala 2005) since it is an important part of
the work the supplier does and crucial for the individuals in the project team. The litera-
ture and this research have clear link regarding the technical competence. This research
still differs from the literature a bit by emphasizing also the understanding of the technical
environments in hotels. This fact after all emphasizes the need to understand the specific
industry environment. This difference could be explained by the general nature of the
previous studies and specific context of this study. According to the literature, hotel in-
dustry has many systems that need to work together (Ham et al. 2005), which might
clarify the nature of the hotel information system environment and the need to under-

stand it.

According to the interviews, the third theme is the customer organizational compe-
tence, which focuses on knowing the customer as early phase as possible, such as the
type of the organization and their products and what the business is like. Also, the prac-
tices, challenges, needs and processes of the specific customer were emphasized es-
pecially in the delivery phase. Organizational competence was also recognized in the
literature. According to Viitala (2005) this kind of competence is dependent on certain

task and employer. Competence, such as knowledge of the organization’s business idea,
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networks and products, is created through experience but it can be supported with com-
munication and orientation. (Viitala 2005) Also, the interviewees emphasized that the
customer organizational competence is learned during the project, which strengthens the

linkage between literature and empirical research.

Finally, the fourth theme of competence, combined competence, means combining the
system and industry competence to understand what is solved and how, and also the
ability to actually create those solutions. It was identified in the empirical research that
the competence of only some of them is not enough. The supplier should have individu-
als who have this kind of combined competence. Combined competence is crucial espe-
cially in the delivery phase, but the supplier should already know in the sales phase what
is being solved. The big picture competence refers to the need to solve the entity of the
system, environment and its components. This kind of competence is very valuable for
the customer since the system is only one part of their business operations. The com-
bined competence is not straightforwardly possible to link to literature, but some links
can still be made. According to Laughlin (1999) lack of knowledge, experience or com-
petence is complemented with consultant, who has the missing capital. In this case this
combined competence could be this kind of competence for the customer. Another as-
pect that supports this component, is that experience of specific industries and compe-
tence of modules will make an industry expert better to determine what should work well
in this specific customer organization (Piturro 1999). In this matter, it can be said that
this combined competence is very characteristic specifically to this research and its con-

text, which could be the reason why it has not been emphasized in the literature.

The second category, experience, was divided into two components according to em-
pirical research. These components are experience of the hotel industry and experience
of similar projects. These both were emphasized in sales and delivery phases as a cru-
cial factor to understand the customer, hotel industry and priorities better and knowing
what can be achieved during the project. Experience creates also trust and credibility.
The education instead was not really appreciated in this study. The interviews empha-
sized that education does not guarantee any specific competence or knowledge that

would be crucial in this context.

According to the literature, education and experience are things that impact the compe-
tence and knowledge on specific areas (Lonnqvist et al. 2005; Abel et al. 2008; Ployhart
& Moliterno 2011). Experience reflects an opportunity to learn and transfer knowledge
from generic to specific (Ployhart & Moliterno 2011). Piturro (1999) also argued that the
consultant’s experience in specific industries, might make them better to determine, what

will work best for the given company. In this case, experience from hotel industry and
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information system projects means that the team members will probably have more
knowledge and competence about hotel industry and similar information system projects
and will be able to use it in the hotel industry projects. This was noticed in the measure-
ment of current human capital that the persons with experience from hotel industry had
also higher hotel industry competence. The experience itself is not valuable but when it
has an effect to the knowledge and competence, it creates value for the supplier and the
customer. The difference between this study and the literature is the education. This
research did not emphasize education at all, but the literature has kept it as an important
part of human capital. This could be explained by the fact that interviewees regarded the
experience more important than education or that they were not able to think of any
specific education that could be valuable in these projects. Even though, this does not

mean that education would not be important at all.

The third category, knowledge, is divided into three trends according to the empirical
research: common trends, hotel industry and digitalization & technology trends. The
knowledge of trends was kept important since it generates general knowledge that can
be utilized in hotel industry projects to create better outcomes. Especially the knowledge
of other industries could bring new ideas to the customer and to the project and in that
way improve the system, but most importantly also the customer’s business after the
implementation. Ployhart and Moliterno (2011) defined knowledge as understanding of
principles, facts and processes which range from generic to specific. Davenport and
Prusak (1998) defined it to be a combination of experience, values, contextual infor-
mation and expert insight. The trends include exactly this kind of information, facts, pro-
cesses and expert insight, even if the trend knowledge was not directly mentioned in the
literature as was no other knowledge either. Though, from the literature point of view the
knowledge category is quite scant in this study and could include also many other as-
pects. One reason for this could be that many things were included to the competence
category that could have been included also in this category since these categories are

partly overlapping.

The fourth category, personal characteristics was divided into seven components ac-
cording to the interviews. Personal characteristics are focused on communication, activ-
ity, openness, confidence, customer orientation, motivation, creativity and problem solv-
ing. These components were seen as very important part of the team member’s human
capital and are presented in more detail in Appendix E. These characteristics affect to
the first impression especially in sales phase, where supplier should be able to show
their interest, openness, active communication and try to find out as much as possible

about the customer.



91

According to the literature research personal characteristics include attitudes, confi-
dence, general skills, such as social skills and business skills, e.g. problem-solving. The
literature research regarding the supplier's human capital information system projects
highlighted especially the communication skills (Djavanshir & Agresti 2007; Huang et al.
2009; Rivera-lbarra et al. 2010; Banai & Tulimieri 2013), which includes also listening
and proactivity (Djavanshir & Agresti 2007; Huang et al. 2009) since it is a way to avoid
potential pitfalls, disappointments, and frustrations and provide services that guarantee
customer satisfaction throughout the cycle of customer engagement (Djavanshir &
Agresti 2007). Communication was often also the first thing mentioned in the empirical
research. Other characteristics mentioned in the literature were problem-solving, crea-
tivity and analytical skills (Huang et al. 2009; Gorman 2011; Banai & Tulimieri 2013). The
literature research also brought up many other characteristics, such as attitudes, moti-
vation, trust (Lonnqvist et al. 2005), social skills and confidence (Bergenhenegouwen et
al. 1997; Viitala 2005), which were also highlighted in the empirical research. The area
of personal characteristics is very broad, but there is an apparent link between the liter-
ature and this research regarding them since almost each personal characteristic

brought up in the empirical research was also identified in the literature.

As additional remarks, two important components were added to “other” category, which
does not actually represent any actual part of human capital but were recognized in the
empirical research. This category emphasizes some important issues that were high-
lighted in the interviews. These components are project management and team as a
whole. According to Edvinsson & Malone (1997) and Ployhart & Moliterno (2011) the
team’s or organization’s human capital is more than the sum of individuals’ competences,
knowledge and skills. This means that the entity is bigger than the individual’s human
capital. This was also verified by the empirical research since the interviewees empha-
sized the importance of individuals in the team and the meaning of this. Another thing
emphasized in this research was the project management, which means that someone
takes care that the project proceeds on time and on schedule and this is often the re-

sponsibility of the project manager, which was not studied in the literature research.

After comparing the previous literature and the results of the empirical research regard-
ing the main research question, it can be said that they have similarities but also differ-
ences. As already clarified earlier, previous research recognized the attributes of human
capital and some themes inside these categories, such as technical competence, organ-
izational competence and specific personal characteristics like communication and ac-
tivity (e.g. Viitala 2005; Huang et al. 2009; Banai & Tulimieri 2013), which are typical for
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information system supplier's employees. These themes were also identified in the em-
pirical research. Though, the previous literature has stayed on quite general level in the
supplier's human capital studies. It has not studied human capital in specific context
much, especially in hotel industry and was not able to clarify the information system pro-
ject specific human capital in detailed level enough. The previous research of human
capital does not take account much the supplier, hotel industry, information systems or
these all combined, which means that the research gap exists in the supplier's human

capital in hotel information system projects.

This research was able to build on this base that the previous literature created by de-
fining the human capital and its attributes and themes and took it even further in order to
answer the research question. It can be said that this research provides a wider portion
of different themes of human capital that the previous literature was able to provide inside
the four attributes. These themes identified in the empirical research are for example
hotel industry competence, trend knowledge, combined competence and from the per-
sonal characteristics openness and honesty. The research also identified the compo-
nents inside these themes and to go on very detail level there. For example, the hotel
industry competence is divided into industry, processes, environment and challenges &
needs and each of them is also further explained. This research is able to create an
overall picture of the human capital of the team and also applies this to very detailed
level, which means that the list can be used to identify the current and missing human
capital in two phases of the project, sales and delivery in very concrete level. This is new
information for the whole research area and also for the case company and therefore

very crucial.

7.2 Human capital measurement and the identified gap be-
tween the required and the current human capital

How can the current state of human capital be measured?

The measurement of the current state of human capital was investigated in the literature
research and the measurement in the empirical research was done mostly according to
it. In the literature research three perspectives were combined to create an overall ap-
proach to measurement: measurement in general, intellectual, competence and perfor-
mance measurement, since these together were enough to define the theoretical back-
ground for human capital measurement. The research focused on the first two phases
of measuring identified in the literature (Lonnqvist et al. 2005): designing the measures
and implementing them. The final phase, using the measures was left for the case com-

pany to execute.
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Designing the measures included defining the purpose of measuring, how the measures
are selected and finally the selection of the measures (Lonnqvist et al. 2005; Viitala
2005). In this case, the purpose of the measurement was to learn and get information
about the current human capital of the company and these objectives were straightfor-
wardly derived from the options the literature gave (Uusi-Rauva 1996). Choosing, how
the measures should be defined was one of the difficult decisions since it would have
been easy to just derive the first version from the strategy and then refine it with employ-
ees’ ideas as in the literature was suggested (Viitala 2005). In this case though, there
was no specific strategy where the human capital could have been derived from. Instead,
the human capital was identified by hotel industry employees who had experience about
working with a supplier and knew what the expectations from the market are. Then this
human capital was refined by the case company’s employees. The researcher found that
the human capital list could be a good tool to structure the required human capital and
execute the measurement since it provided a structure for doing it. This list was identified

in the literature as a tool to classify and identify competences (Viitala 2005).

Also, the evaluator and the scales had to be decided. Choosing the person to do the
measurement was quite straightforward since the person themself would be the best to
bring up human capital, which nobody else knew this person would have (Cheung 1999).
This was specifically important in this case where the employees did not currently use
all of this human capital in their everyday work. It was also important to define the scales
for importance and human capital measurement since it was decided that the easiest
way to compare the components, is to use a scale. Defining the scales to be used in
measurement was a difficult challenge since they had to be suitable for each component
of human capital list and still be very clear and easy to understand. This is why the scales

presented in the literature (e.g. Hyppanen 2013) were not used in this research as is.

Implementing the measures meant interviewing the employees of the case company and
going through the human capital list with them. The actual interviews, where the current
human capital was measured went well, but some clarifications needed to be made dur-
ing them. The list was easy to understand for the interviewees, but the scales were
sometimes too narrow, and they would have wanted to give half grades. Sometimes the
importance varied between sales and delivery, which was also difficult to adjust to only
one rating. In addition, some components were not that easy to understand and needed
clarification in terms of the specifics, for example what system is meant in specific, or
what things the component covers. After the clarification by the interviewer though, the
component was clear for the interviewees. One thing, which is also notable is that the

persons might have underestimated themselves at some point since they thought that
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there is always room for improvement and this issue could have been tackled by using
multiple evaluators, such as supervisors or colleagues (Hansson 2001). This part in-
cluded also evaluation of the measures and analyzing the information (Lonnqvist et
al.2005) The analysis included creating an overall rating for each component and person
on each theme, transcribing the interviews and finding the final conclusions to each com-

ponent. According to this information, the measures were improved and finalized.

The gap defined earlier in this study was that human capital measurement has been
studied alone only on strategic and organization wide levels (e.g. Ingham 2007) or as a
part of intellectual capital measurement (e.g. Lénnqvist et al. 2005), which does not give
all the answers how to measure the current human capital in the context of this research.
Instead competence and performance measurement are quite established methods in
the literature and also define how to do measurement on lower levels in organization.
Also, the previous literature was missing the measurement of supplier's human capital
in projects and in hotel industry. This research succeeded to define a process to measure
human capital by combining four different areas of research, measurement as an overall,
competence, intellectual and performance measurement, and managed to create a
framework for measuring human capital in organization’s lower levels. It also identified
some of the pain points, such as choosing the scales and designing the component def-

initions and brings them up so that those can be avoided in the future studies.

One important clarification also made by this research is that how human capital can be
measured if there is no clear link to strategy and the human capital cannot be derived
directly from there. This research clarifies that strategy can define the scope of the study
and the market will then define the human capital. This research succeeds to create new
information for this research area by defining a new framework for human capital meas-
urement, which is mostly based on the current literature in competence measurement.
This means that this research widens the competence, performance and general meas-
urement literature to apply also human capital. The framework to measure human capital
can be utilized in similar researches that study the human capital in specific context,
which is not familiar for the organization, like the hotel industry in this case or even in
researches that study human capital in different environments and situations in the fu-
ture. Basically, the framework could be used by researchers, but also organizations and
managers, which makes it very extensive. For example, managers could use this model
to measure the current human capital in their team or in some specific projects or situa-
tion and the organization could design the measurement for different levels in organiza-

tion by using this framework.
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What is the gap between the required and current human capital in the case or-

ganization?

The gap between required and current human capital was identified by interviewing four
case company employees. As an overall can be said that the current human capital
does not entirely match the required human capital. Few areas, personal character-
istics and organizational competence, are currently on a good level and can be said that
those will not require any specific attention and development. Instead all other compo-
nents would need more competence, knowledge or experience in the case company.
The biggest improvement areas are hotel industry competence, knowledge and com-
bined competence as well as the competence of the deliverable system. The current
human capital is illustrated in Figure 21, where colors represent the average of the level
of human capital components. The red components have the lowest level of human cap-

ital, which means the biggest gap between required and current human capital.

: Personal
Competence Experience Knowledge characteristics

Hotel industry Experience of the hotel Common trends in Communication,

Hotel industry Customer organization T3 SRR cooperatlgr;:; common
Hotel processes Customer organization's ~ Experience of similar _

decision making and projects Proactivity & activity

Hotel's operating practices Digitalization &

environment technologies Confidence & courage

Challenges and needs Openness, trust &

honesty

Technical and system Combined competence

Customer orientation,
Industry and system helpfulness & service
competence combined

Interest, motivation &

Technical environment Big picture attitude
in hotels
Creativity, problem-
solving & ability to give
examples and ideas
Good/ Excellent Satisfactory Satisfactory/Poor . Poor (2,5 or under)

(over 3,5) (between 3 & 3,5) (between 2,5 & 3)

Figure 21: The current human capital in the case company

It is important to note that there are few employees who have better rating in few areas
than other employees interviewed. In general, it can be said that two employees have
experience of the hotel industry and the information system projects there. They also
have good competence of hotel industry and slightly better knowledge of the trends in
hotel industry than other interviewees. Other interviewees’ competence in hotel industry,
knowledge in hotel industry trends and experience of hotel industry and information sys-
tem projects is quite low. The fact that the employees who have experience of hotel
industry, have also higher competence and knowledge on those areas supports the ar-

gument from the literature, which defined that experience and education affect positively
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to the knowledge and competence (Abel et al. 2008; Ployhart & Moliterno 2011). Though,
even if the organization has two employees with this kind of human capital and the inter-
views emphasized that all of the team members would not need the competence of these
areas, the need for additional competence and knowledge is identified by interviewees
themselves and also according to the study. The organization should have at least one
to two employees more and they should be especially consultants who have this kind of

human capital in project’s sales and delivery phases.

Another important gap was also recognized in the technical and system competence,
which is on quite low level due to the fact that the employees were not familiar with the
delivered information system and the current technical environments in hotels. This im-
pacted also to the combined competence and its component since the employees were
not able to combine their competence of hotel industry and the system. Also, the com-
petence of the big picture is on a satisfactory level. All these areas would require more

competence and the case company should consider how this could be gained.

The final gap is in the knowledge of the employees. The case organization should focus
especially on hotel industry trend knowledge, but there are some improvement needs
also in the knowledge of business trends and digitalization & technology trends to reach

the required level of knowledge.

These results are important for the case organization in deciding if the current human
capital is enough to enter the hotel information system market. Currently it seems that
the current human capital is not enough and that actions should be taken in order to
develop it to reach a required level. What also has to be emphasized here is that human
capital is tied to individuals, who can leave the organization (Lénnqyvist et al. 2005) or
improve their skills. This means that it changes all the time so these results might not be
valid for long. This is why measuring should be done frequently to always understand
the current situation. After all, this study is a good starting point for the organization to
consider the required and current human capital and the gap between these two. In ad-
dition, the identification of the gap could be beneficial also for other organizations in a
similar situation. Before implementing the measures in their organization, they could get
a good overview of the possible development areas. Since human capital is always or-
ganization specific and dynamic, it is not possible to actually link the current human cap-

ital to any literature.

This research fills the gap of the supplier's human capital in information system projects,
which was brought up in the introduction and in the summary of literature research. It

succeeds to create results regarding the required human capital of the supplier in hotel
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industry projects. Since the research is able to create new information in this research
area, the value of the research is notable. Also, the research manages to create im-
portant information for the case company, regarding the required human capital and gaps
in current and required human capital, which is one reason it can be held as substantial.
Since the literature was quite scarce in these areas before and there was not much in-
formation to reflect on, the research was challenging and demanding for the researcher.
Though, the outcome agrees, as far as possible, with the previous literature of human

capital, competence and supplier's human capital in information system projects.
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8. CONCLUSIONS

8.1 Summary of the results

The research was able to answer all the research questions and to give results to the
required human capital, gap between required and current human capital and the meas-
urement of human capital through empirical and theoretical research. The empirical re-
search was executed as a case study, which utilized theme interviews in order to gather
the data. The interviews were conducted to employees of hotels, vendor and the em-
ployees of the case company. All of the interviews were semi-structured theme inter-
views, which utilized the literature research as a base. The material was analyzed with

thematic analysis, which was used to identify recurring themes from the material.

The contribution of this thesis is that it fills the research gap of required human capital of
the supplier in hotel information system projects. The human capital consists of specific
competence, knowledge, experience and personal characteristics. Each of these cate-
gories is divided into themes and the themes further into components, which are defined
in team and individual levels. This enables to understand the human capital of employees
on a very practical level. The research recognized that competence, knowledge and ex-
perience of hotel industry and issues related to it, are very crucial for the supplier. In
addition, technical and system competence, knowledge of common trends in business
and digitalization are important as well as competence of the customer and its decision
making and practices. Also, personal characteristics, such as communication, openness
and confidence were considered critical as well as combined competence that empha-
sizes the need to understand bigger entities and the ability to combine competence from
different areas. In general, it can be said that most of the components were needed in
the sales and delivery phases, though the information often refined from the general level
in sales to the delivery phase where it often was more customer specific. The main final
result of the study, human capital list, is presented in Appendix E. This kind of listing of
the required human capital has not existed in the literature before. As said, the literature
has been quite scarce in the areas of supplier's human capital and especially in the hotel
industry environment. Only few researchers have clarified the human capital of IT con-
sulting and have kept the research on quite general level (e.g. Djavanshir & Agresti 2007;
Pratt 2007; Dezdar & Sulaiman 2009; Huang et al. 2009; Gorman 2011). The results can
be utilized by the case company, but also by other information system suppliers in hotel
industry or even by the hotels to understand the required human capital. Of course, as

said, it also has significance in the research landscape.
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The second research objective, measurement of the current state of human capital, suc-
ceeded to clarify the practical process of measurement. It includes three phases: design-
ing the measures, implementing them and using them, which were adopted from previ-
ous literature (e.g. Lonnqvist et al. 2005). This research focused on the first two. The
design required defining the purpose of measuring, how the measures are selected and
the selection of the measures as well as deciding the evaluator and the scales. This
meant for example understanding of the strategic starting point for the research and con-
ducting the interviews for hotels to clarify the measures. Implementing the measures
meant interviewing the employees of the case company regarding the human capital list
and evaluation of the measures and analyzing the information. Each part of the process
had its own challenges in creating a fully understandable measurement, but after refin-
ing, testing and evaluating, the measures and measurement was successfully con-
ducted. This is an important information for organizations and human capital measure-

ment studies in the future.

This research does not only clarify the required human capital in hotel information system
projects, but also defines a new perspective to study human capital in specific context
and lower levels of organization. In this research, Viitala’s (2005) process of competence
management and measurement has been applied to all categories of human capital to-
gether with the Lénnqvist et al. (2005) model for measurement of intellectual capital and
some performance and general measurement literature (e.g. Uusi-Rauva 1996; Wil-
kinson & Redman 2001). This research succeeds to create a new overall approach to
measure the human capital, which is not focused solely on competence or intellectual
capital, but rather human capital. This approach can be utilized in wide range of future
researches in research literature and in concrete measuring done by organizations in

hotel industry and also outside it.

The third research objective was to understand the gap between current and required
human capital, which was then identified in some categories. Especially, hotel industry
competence, knowledge and experience of the case company are not on the required
level in the case company. In addition to that, a gap can be found in technical and system
competence, combined competence and knowledge. Personal characteristics and cus-
tomer organizational competence are already on a quite good level and there is no need
to have specific attention on them. This is valuable information specifically for the case
company but can also be utilized in other companies in similar situations as a base for
understanding the gap in human capital. Though, this is only very general level guidance

in that case since the human capital is always organization specific.
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The research also has value for managers, human resource specialists and team lead-
ers. The first implication is increased understanding of the human capital in hotel infor-
mation system projects and this information could be useful for supplier's management
and hotel’s management to acquire the needed human capital. The second implication
is understanding the possibilities to identify employees’ development needs in an organ-
ization and how those could be defined for example in projects, teams or strategic situ-
ations. Third important implication is the measurement framework for human capital and
how it can be used in practice. In addition, the research clarifies the potential problems
during measurement. Fourth implication is the need to connect the strategy and individ-
ual level human capital to ensure the success of an organization. As it was said already
in the beginning, the human capital is the most important asset in the organization (Ful-
mer & Ployhart 2014) or at least one of the most important ones (Boudreau & Ramstad
2008).

8.2 Evaluation of the research

The aim was to conduct the research as objectively as possible. Though, the research
includes many aspects, which decrease the reliability of the research and affect to the
results. In qualitative research, evaluation of the research can be done from the perspec-
tive of four criteria by Guba (1981): credibility, transferability, dependability, and confirm-

ability. To evaluate Guba'’s criteria, we will utilize Shenton’s (2004) strategies.
1) Credibility

Credibility deals with the congruency between the finding and reality (Merriam 1998).
Shenton (2004) presents many options to increase the credibility of the study. One of
them is to use well-established methods and describe the methodological choices. To
ensure the credibility and reliability of the study, the research process has been pre-
sented as detailed as possible so that the researcher’s actions are as exact and clear as
possible. Each step is presented, and the actions taken in each step are described. The
methods used are well-established and the analysis has been done two times to ensure

that nothing is left unnoticed at the first time.

Since the interviews were based on themes, researcher was able to decide which issues
were gone through in interviews. This might highlight the importance of some issues and
underestimate some issues, which are not handled in the interviews. One issue regard-
ing this was the deep technical competence, which was basically left out of the scope.
This could result as missing information regarding that area, since the interviews were

guided to direction, where those deep level competencies were not gone through. One
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issue that might also affect to the issues handled in interviews is the variation of different
roles of the interviewees. This might have given a good overview on human capital but
also challenges to create conclusions. Though, theme interviews enabled also the itera-

tive questioning, which might have incorporated deliberate lies (Shenton 2004).

The credibility of the study is affected also by the employment relationship that the re-
searcher and case company have. According to Shenton (2004 ) early familiarity with the
culture of the organizations before data collection increases credibility. The researcher
knew the case company well before the data collection and had also discussions with
the interviewees before interviews. The employment relationship was evident especially
in the interview situations. From the customer and vendor side, researcher was seen as
a representative of the case company, which may have influenced the responses of the
interviews. On the other hand, the employees of the case company were very open and

willing to take a part in the research when researcher was part of the same organization.

It is also notable that the sampling method has an effect on the research results. Accord-
ing to Shenton (2004) random sampling may negate charges of researcher bias. The
focus group in first phase interviews were the case company’s preferences so that they
represent big portion of the Finnish hotel market. The research did not include any
smaller hotels or hotel chains, which might affect to the results. Though, the results then
represent most of the market and can be in that way considered to be credible. Again,
also the second phase interviews were conducted to specific persons decided before-

hand, which has its own effect on the results in this research.

The credibility involves also checking data, analysis and interpretations with participants
(Saunders et al. 2016). In this research the final list was sent to the case company’s
employees to check their answers and consider the answers they had given. In addition,
in the end of each first phase interviews, the researcher created an overall picture of the

interview and asked the interviewee to confirm that.

The credibility has been ensured by emphasizing also the voluntary nature of the study,
confidentiality, secure data processing, ability to cancel the participation and other rights
that the interviewees have. This information was given prior the interviews and also dur-

ing them. According to Shenton (2004) this is important to ensure honesty in informants.

The research includes a comprehensive theoretical research, which studies different per-
spectives and definitions of the terms of the study. It does not leave anything out of the
scope on purpose and tries to bring out different perspectives objectively. The references

have been made accurately so that it is possible to verify the claims made. These actions
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are important in order to increase the credibility of the study since the examination of

previous findings can be invaluable sources (Shenton 2004).
2) Transferability

According to Cole & Gardner (1979) and Pitts (1994) transferability requires for example
information on the background of the study, such as number of organizations taking part,
number of participants and data collection methods (cited in Shenton 2004). In this re-
search, these have been described as precisely as possible in order to transfer it to an-
other case organization and is therefore repeatable. Also, the analysis of the data has
been presented as accurately as possible. The transferability is hampered by the confi-
dentiality, which prevents, for example, utilization of the interview transcripts and inter-

view recordings at later stage.

The research is a case study, which means that the human capital is tied to this specific
organization and context. Similar research in other organizations or contexts would prob-
ably bring at least some new elements or different outcomes due to the human factors
and context. The presumption was that the supplier has a required level of technical
competence and understanding of information system projects in overall. The research
is focused on the additional human capital that the hotel industry would require from the
supplier. Although, some human capital, such as the personal characteristics can be
valid in also other industries. However, the results were supported by the literature at
least partly, hence the results can be utilized as a starting point and reflection for new
research. Also, the reasons behind these differences were considered. According to
Shenton (2004) the results of the study must be understood within the context of partic-
ular characteristics of the organization and geographical area, which is why it is important

to establish the context and phenomenon.
3) Dependability

Dependability requires presenting the research design, its implementation and evalua-
tion of the effectiveness of the process of inquiry (Shenton 2004). Dependability means
recording all of the changes to produce a reliable account of the emerging research focus
that may be understood and evaluated by others (Saunders et al. 2016). The research
design, implementation and evaluation have been presented in the work as detailed as

possible so that it can be repeated.

The dependability in this research is related to the empirical part of the research. Due to
the time constraints, it was not possible to conduct interviews at a larger scale. For ex-

ample, interviews for the management and bigger sample of the employees of the case
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organization could have improved the reliability of the results. However, the current sam-
ple alone gave a good degree of saturation of the required human capital, so considering

the given frame, the sample can be considered to be successful.
4) Conformability

Conformability means objectivity of the researcher, which after all is difficult to ensure.
The work’s findings should be experiences and ideas of the informants, rather than the
preferences of the researcher. (Shenton 2004) The structure of the interviews was de-
signed to comfort the objectives of the study and it was reviewed by the supervisors of
the case company and the study to get another perspective to them. The questions were
piloted in pilot interviews before the actual interviews in order to find any inconsistency

in the questions and themes. These actions help to increase the objectivity of the study.

The research managed to create new information on the research area and the reliability
of the results is increased by linking the empirical research and theory frame in Chapter
7, which binds the research results to theoretical framework. This is important in order to

increase the conformability and reliability of the study according to Shenton (2004).

After all, the researcher’s interpretations affect the results of the study. For example, the
categories of human capital were derived from the literature and the themes recognized
in the interviews were then placed under these categories. Some of the categories are
overlapping, especially the competence and knowledge categories, and it was not al-
ways clear, which category the interviewee would have placed the specific competence
or knowledge. The researcher had to make decisions, where each theme was placed.
Those themes could have been also derived from the interviews, which would have pos-
sibly created a different outcome. It is also arguable in this case if the competence and
knowledge should not be separated in this kind of research that focuses on knowledge

intensive work.

8.3 Future areas of research

Because of the subject of the study, there are multiple possible future areas of research.
First of all, the research on human capital and human capital measurement as well as
competence measurement is quite scarce as well as the research on supplier's human
capital in information system projects. Specifically, the relationship between human cap-
ital and competence should be further defined because they are used in many ways in

the literature and the relationship between them is not clear.
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Regarding this specific research, the future areas of research could be for example wider
human capital research in the case organization to get a holistic view of the organiza-
tion’s human capital. As presented already earlier, the time frame of the research af-
fected to the sample size of the case company’s employees. From a wider research, we
could find more gaps and issues to be developed. Also, the structure of the list might
change when more opinions and ideas would have affected it. All in all, this kind of re-
search might reveal new areas of development and a wider picture of the research topic
in the organization. One perspective would be also to consider the management’s per-
spective to the list and its components since the strategic view is very important in the
human capital management. The management could be able to bring strategic thinking
to the research topic even if they do not have experience on this specific human capital.
The list could be tested also in other organizations in order to find out the improvement

points and weaknesses and make the study more transferable and general.

In order to create a better view of parts of the research area, future research could focus
on for example only one specific task or role at a time and its human capital, rather than
the whole team’s human capital. This could be more specific research for one task and
could clarify the specific combination of the human capital required. Another option would
be to focus on one theme of the human capital, such as the technical competences to
clarify its specific components in more detail and meaning in the projects. Since this
study did not really focus on the technical aspects, it could be worthwhile to study also
that aspect in more detail. As a broader perspective, we could also study the whole pro-
ject team human capital, which would include also the customer’'s human capital. This
kind of research could bring more clarification to the team dynamics and the gaps com-
pared to the customer organization. In addition, the future research could consider the
combination of individual’s specific human capital in order to define more the dependen-
cies between the skills and competences. After all, this study is a good starting point for

this kind of research.
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APPENDIX A: INTERVIEW FRAME - PHASE 1

Background

Could you please tell shortly about yourself and how you have been involved in infor-

mation system projects?
Hotel industry
What are the core processes in hotels for the business?

What are the main characteristics of hotel industry when for example compared to other

industries?
What are the challenges/trends that you are facing currently or in the future?
Hotel information systems

What are the characteristics of hotel information systems? How would you describe

them?

Does the current PMS support your processes?
What are the pros of current PMS system?
What are the cons of current PMS system?

If you were going to buy a new hotel information system, what aspects would you con-

sider in the selection of the supplier?
Human capital

What human capital does your organization have as a customer that is needed in the

hotel information system project?

Could you tell, what is the first supplier's human capital that come to your mind, which is

important in the projects?

Experience and education

Should the supplier’s team or the individuals have a specific experience?
Should the supplier’'s team or the individuals have a specific education?
Do the requirements for these differ in sales and delivery phases, how?
Knowledge

What essential information the team or consultant should have in project (for ex. industry

knowledge)?
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How the information differs in sales and delivery phases?

Competence

What kind of competence should the team or consultant have in the project?
What kind of competence of the specific organization do you consider important?
Personal characteristics

What kind of personal characteristics do you consider important? What kind of people

would you like to work with in this project?

What kind of social competence is important?

How the personal characteristics differ in sales and delivery phases?

Final questions

What is the most important competence, the supplier can give for your organization?

What human capital is not relevant for the supplier? What the customer has already,

and/or supplier does not need?

What are the first and second important human capital that the supplier should have in

the hotel information system projects?

Is there something you would like to add?

How can | contact you if | have any questions?
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APPENDIX B: INTERVIEW FRAME - PHASE 2

Background

Could you please tell me something about your yourself and your professional back-
ground?

Open questions

What human capital should the project team definitely have in hotel information system

projects?

What do you believe is the difference between hotel industry projects and other indus-

tries?
Do you believe that Solteq has enough human capital to execute these projects?
Human capital list of the hotel information system projects

At this point the interviewer and interviewee went through the list, interviewer infroduced

every component and interviewee answered with the number and arguments.
Questions after the list

Do you think that something is missing from the list?

Do you think that something does not belong to this list?

How do you feel about the list in overall?
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APPENDIX C: DATA PROTECTION AND
PROCESSING TEMPLATE

Tampere 28.5.2020

Data processing and data protection

The interviewing material is collected for research purposes of the master's thesis. The material is
used to improve Solteq Plc's understanding of human capital in hotel information system projects.

The thesis itself is public, except for some appendixes. In the text part of the dissertation, the
interview material is pseudonymized, in which case the answers of an individual or company are
not identifiable.

The study examines the human capital required for hotel information system projects. This may
also include the processing of sensitive information under the Personal Data Act, provided that the
interviewee discloses it himself or herself, but is not directly asked. The interviewee may withdraw
the participation at any stage of the study without reason.

It would be great if I could record the interviews to make the interview situation smooth and
research material comprehensive. The recordings are kept only for the time necessary for the
thesis, after which they are destroyed. Recordings are kept for a maximum of 6 months from the
time of the interview. The estimated completion of the dissertation is September 2020.

The persons handling the recordings (the auther of the research and, if necessary, the supervisors
of the thesis) have a duty of confidentiality. Recordings and interview notes are processed in
Finland and stored on Solteq Plc's Microsoft OneDrive server. Disclosure of the recording to persons
other than those necessary for the research requires the consent of the interviewee.

According to the Personal Data Act and the GDPR, the interviewees have the right to e.p. to see the
data stored about them, to obtain information on the use and processing of data relating to them
and to restrict the processing of data already provided.

The registrar for the interview information is the same as the author and interviewer of the master's
thesis: Laura Malmivuori (+358 XX XXXXXX).

O Interviews may be recorded

O Pseudonymized quotations from the interview can be used in the thesis

Pseudonymized quotes in the public thesis in the form of “comment” - Interviewee 1, as well as, if necessary, an industry general statement.
Quotations cannot identify the respondent.

O I understand and accept the data protection principles

You have always the option to ask for more infermation or cancel your participation if you wish.

Signature and name clarification

Place and time

NOTE! If it is not possible to sign the form, an e-mailed confirmation will be sufficient, including a separate confirmation of all the above. In
this case, the consent can be returned by recording the consent either in this document or in a separate e-mail.
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APPENDIX D: HUMAN CAPITAL LIST - FIRST
VERSION

Code Human capital Clarification Sales and delivery phase differences
Hotel industry competence
f)/"de’ts,;:g:g;"er ;’(’1“’]‘5’2’;:: ”;Z:r"ctz: ;“"t;;"’h"cst;”::tgfse(:zfm" a;”:‘zev’aﬂe o of |deall, the same information shouid be available for sales and delivery. I the sales
A1 |Hotel industry perall P - Among other hings, ge entity y phase, need to know the procedures and processes in order to know how to sell the
activities, customer focus, , different and customer segment right thin
brand and visibility, pricing and a long time between booking and stay. g 9.
Qustomer Becesslion) bopkmg (i eEEitD (e 2 e ), d{smbur/on process, It was seen that more generic competence in the sales phase and more refined
A2 [Hotel processes internal processes supporting the customer process (e.g. housekeeping and !
" competence in the delivery phase.
business processes.
Understanding the operating environment (location and market). For example, how does
the location in different parts of Finland and the Finnish market affect? Who are the
A3 Hotel's operating it Also ing of the operating of the hotel itself, ie the
core product (accommodation) and the services and products that support it (restaurant,
spa, etc.). The hotel is a very unique operating environment.
Understanding what the challenges and needs of the hotel industry are now and in the
future. Among other things, increasing self-service, personalizing the customer and user | These were seen to focus more on the organizational level the further the project
A4  [Challenges and needs " . ) : o ;
| perspi , Covid-19, system architecture and interfaces, utilization of automation, goes.
payment, better utilization of data, change in the booking process.
Technical and system competence
Some thought that the seller should also know the product really well in terms of its
. . " N B technical features, some thought that the seller should know who to ask. As a whole,
The deliverable information 3 ? i g
A5 t m‘;xgi Z’;/ff’:’iuz:;'V,V.CZf::;’;sn‘?g:guv:;’e’(";;’:zf:a" tdo and what can't? For however, it was felt that at the sales stage, it is very important to be able to tell what
S ! g- the system is like and what it does. However, this expertise was also seen to be
further specified in the project.
A6 Current i il in |u the current complex systems and architectures of hotels. Can plant the
hotels (architectures) system in an existing i and operating envir
N B Integrations and interfaces were seen as a major challenge and need, so knowing and It is important to understand already at the sales stage, as they are a big and
Integrations, interfaces and . . ;
A7 o T understanding them already at the sales stage would be important. Where the P part of the hotel . In the delivery phase, competence is more
RO DIEED S integrations can and should be made and how can they be implemented? focused on the integrations and interfaces of the organization in question.
It was mostly emphasized that the competence refines, the further the project goes.
What the organization does, where and how? What kind of organization is it and what is HOWQ.V el w_as = lml?ortant oliouias) ml.m.h as p o_sslble Gl org_amganc_m n
P p B question and its operating methods and decision-making, even at the beginning, in
A8 Customer organization its product compared to other products on the market. However, it is not necessary to . -
: ) é order to make the delivery phase smoother. In the delivery phase, need to be able to
know too in-depth information. ! !
break down operations and processes into small pieces and understand the
customer's needs at a deeper level.
The earlier one is able to map, for example, customer challenges and system
I CEATE Al Understanding the current practices, challenges, needs and processes, efc. of that architecture, the better. Sometimes itis good to have a deeper understanding of
A9 ti . t and things. The and system of the customer in certain needs already at the sales stage in order to refine the scope of the project.
Reeratngenvionmen question is also understood. As mentioned earlier, several things will be specified at the organizational level, the
further we go in the project.
Other competence
i . . . In the sales phase, higher-level competence is sufficient, such as what customer
Industry and system
A10 b.ry g 4 f:”;‘;’:’s’z‘;?’; i ”.""fs";u;’)’b‘;";’Zhg;‘s’::;f;;; fs”:,gfzgsa:;’”;;f/ stems problems are being solved and telling it. The delivery phase must go deeper into
e P Yy 9 B B these problems and as well as the level of ir ic
Understanding and solving the whole and its various components. For example, the
Big picture understanding and totality of different processes, matters outside the system (such as hardware) and, in
A1 0 . p P
solving general, the impact of the operating environment on the whole. Not only look at the
system, but also the larger whole and is able to give solutions mirroring the whole.
Experience (and education)
With own will get the best ing of the hotel industry. Through Important in both the sales and delivery phases. At the sales stage, experience
B12 |Experience of the hotel industn experience one is able to understand e.g. what is important and understands what the brings added value, especially if the supplier can show that he understands the
= Y |customer s thinking. Not everyone on the team needs to have experience, but at least particularly well. At the delivery stage, the experience of a specific
| part of the team. environment brings special added value.
Experience of similar projects (mainly from the same industry) helps to understandthe |y 4 e sajes stage, it would be good to have this kind of experience to know
functionalies of the system and why certain things go a certain way. Italso buids trust [1/22% 19388 = A0 e e ariomes of duliverin
B13 |Experience of similar projects and credibility when things have been done before. Most customers do not want to be a p pro . . o P 9
; 5 . L . a hotel information system is not always necessary, but it creates much more
 pilot project. Experience of similar projects must be somewhere, at the latest on a o o ' .
el reliabilty and credibilty and was considered important by most.
individual level.
Knowledge
c14 |Common trends in business Able ro_see a bigger E/cture and general trends in different industries. The best ideas may
not be industry-specific.
Know what's going on in the hotel industry and what's on the surface. Also, what could
C15 [Hotel industry trends happen in the future? Among other things, payment, increased self-service, Covid-19,
customer focus.
Digitalisation is strongly changing the hotel industry, especially as a result of Covid-19, so
c16 |Di & of what can be done now and in the future as a result of digitalisation and
advances.
The hotel industry sees strong potential in how automation could help develop different
C17 |Process automation functions or processes (pricing, shifts, room distribution, utilization of customer data).
Knows how automation is utiized and where these could be utilized now or in the future.
Personal characteristics
Cooperation, interaction, i 3 i er is
e Common goal and long-term partnership, the abilty to work together. Listen and Epbiassiiasinecedone i aoes ol e nnlasolstnlclslealyperiol
c18 and P N b - the customer's team, which means that the cooperation is closer and it has to work.
the customer. C also works internally with the supplier. . B
common goal The common goal will be as the project prog
s . | Active and challenge, for example, in decision-making situations, take things forward and |An active grip in the sales phase, especially in communication. In the delivery phase,
€19 |Proactivity & activity " . " ! -
suggest. Regular and proactive communication. especially proactivity and challenging the customer, for example in decision-making.
c20 |0 Does not let to misunderstand on purpose and is open.
c21 & trust Does what is agreed (eg Sticks to the agreements. E: at the sales stage, not too much should be promised.
C22_|Honesty Honesty and realism about what can and cannot be done. Both steps were
c23 |Confidence & courage Dares to say own opinion and be able to admit if does not know some things. RilekcesSmosloneliecdaliobelaticliolconyicelnely aplagdadilicldelivery
stage, one has to dare to give own perspective on things.
& 7
c24 e er Able to discuss things and help the client.
& service
25 |Interest, motivation & attitude Interested and mofivated to do a project and learn and change things for the benelit of the | In the sales phase, in particular, a genuine interest in the project and an aftitude that
client. understands the importance of the project.
- " | Able to give examples and ideas as well as model solutions based on previous Especially at the delivery stage, giving examples and ideas and applying different
Creativity, problem-solving & ; ) - - . y o . » v
C26 | to i ’ b experience and knowledge. At the same time, bring a critical look at whether things could |environments is important. At the point of sale, these may still be at a fairly general
ability to give examples and ideas |5 gone differently. level.
Others
Project management & systematic | There has to be one person to lead the project and keep the job together. Others should SRy O organizat tion is more imp O'Tta"l iDLy D) V'{here sa
D27 |, . 8 need to be able to determine who is responsible for what and promote things on
in uals also be organized and systematic.
schedule.
Competence of the team as a The team must have sufficient expertise in all areas required for the project. The team
whole works well together, even if it includes different personalities and experts.
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APPENDIX E: HUMAN CAPITAL LIST AND GAPS
— FINAL VERSION

Importance

On scale 0-3 On scale 0-5

Code Human capital Clarification Sales and delivery phase differences

Hotel industry, its policies, functions, practices,
terminology and products in general. Hotel is a large

entity with a variety of activities, customer focus, Especially crucial in sales phase, where the
customer segments and emphasis on brand and competence should be shown for the customer. It

Al Hotelinebety visibility. It is crucial to understand these characteristics |would be ideal to have the same level of competence 9| @ 8 9 a @ L 2 28
[and what is their effect on business and op ions. It and ing in sales and delivery phases.

would also be beneficial to have information about the
current information systems and solutions on the market.

The competence of the business and customer service

I 5, such as distribution and i The is more general in sales phase but
A2 Hotel processes processes, and the links between the processes are goes to deeper level in the delivery phase and is often | 3 | 2 3 3 4| 4 2 3 3,3
crucial. Especially customer centricity is important in also refined to customer specific.

hotel industry and this should also be understood.

The operating environment refers to the location, market
and the hotel itself as an environment. The effect of the
Hotel's operating location and competitors as well as the unique Already in the sales phase, the hotel's operating
lenvironment environment of the hotel and its key product environment and hotel segment should be recognized.
(accommodation) and services & products supporting it
(restaurant etc.) is necessary to understand.

A3

The challenges and needs in the industry in general. The
understanding of the challenges, such as Covid-19,

A4 Challenges and needs payments and digitalization, creates better
understanding of what the customer is looking for and
what the supplier should offer.

The competence should be refined during the project
to a more customer specific.

Supplier should know the product they are selling and Competence is more general level competence in the
e Ce e (et delivering. How does it work, what it can do and what it  |sales phase, but the salesperson should also know the
A5 system cannot do? The system should be understood on product from technical perspective or the person 3(3 3 3
technical and functional levels to be able to provide the [should have at least someone to ask for help, though
system for the customer. the competence will refine as the project progresses.

In the sales phase, understanding over the
architecture and integrations should already exist , but
the competence is still quite general competence
about the common architectures and integrations in
hotel industry. The integrations have to be listed and a
preliminary architecture needs to be created. The
common integrations in hotels should be known in
order to define, which integrations should be done. In
the delivery phase, those are discovered in detail and
also implemented. The competence should be more
refined to the specific customer’s integrations and
architecture.

A basic understanding of the current technical

environments in hotels including the information systems,
" . N integrations and architectures. Supplier should have the

Technical environment in 5 7 7 Porem

A6 hotels basic understanding of the common integrations in hotels

in order to know, which integrations should be done and
architectures, to be able to plant the system in the
current architecture.

Basic competence about the company, such as, what The more knowledge in sales, the better, since it helps

kind of organization it is, where it operates and what is  |to avoid mi The of the
A7 Customer organization the product and business like compared to others on the |organization is refined during the projects and not too |2,5| 2 2 3 24 |4 4 4 4
\market? However, too detailed information will not be detailed or specific information is needed in the sales
ial for the supplier. phase.

The earlier the customer’s challenges are mapped,
the better. Sometimes it is good to have a deeper

- h - o .
h b s a (DG praF s understanding of certain needs already at the sales
A8 decision making and challenges, needs and processes of the specific e i @ (0 G (0 e G it 3|3 2 2|25 |4 3 5 4
practices organization. g P project.

Though, several aspects will be specified as the
project goes further.

Combining an understanding of the hotel industry, its In the sales phase, not as specific competence is
processes and needs with the system is ici such as the of the p

crucial in order to create solutions for the customer. being solved. In the delivery phase, these problems 3|3 3 3
Supplier should have an understanding on what is solved |and challenges are investigated and solved in more
land how. detailed and customer-specific level.

Industry and system

29 competence combined

Understanding the customer's entity and its various
components. Basically, not only looking at the system or
|some of the components but instead looking at the entity
A10  |Big picture including the system, its components and the 3|3 3 3
environment. For example, solving the entity of different
processes to find the optimal solution instead of looking
at only one process.

33

Average
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The project team individual's experience of hotel
industry, through for example previous work experience,
impi the ing of the hotel industry,
5 customer and the priorities, such as functional priorities. |Important in sales and delivery phases. In sales phase
Experience of the hotel . ) ) p - . ;
B11 et Not everyone in the team will need the experience of it creates value if the supplier is able to show their 2 2 2,8
v hotel industry, instead it is crucial that at least few people and [ for the
lhave it and they are able to translate the customers
ideas to the rest of the team and have some surface for
contact.
The experience of similar projects in the industry helps
o Sl.lp P! ,".gf Ia'am fo u_nderstand (10 Sy i Rt 55 The experience is important in the sales and delivery
functionalities in real life and speak the same language iy p
) IR [phases. In the sales phase it is important since the
with the customer. It also creates trust and credibility if . "
B12 Experience of similar projects y PR P . supplier should know what they can promise to the 2 25 33
the supplier and its individuals have done similar projects . )
p P customer. The experience also helps to convince the
before. Preferrably the projects would be hotel industry
5 A g 5 customer.
projects, but in some cases hospitality and travelling
industry projects would also be suitable.
Average 23
Knowledge of the big picture and general trends in
q q business through different industries. How things work in |Often needed more in sales phase than in delivery
C13  |Common trends in business - ! . e 5 9 o [ et 25 33
other industries and what is trending in other industries? |since in sales phase the scope is still open.
Could those ideas be applied in hotel industry too?
The knowledge of the hotel industry trends, what is
lhappening in the industry, what is trending and what is
CLd Hotel industry trends developed at the moment and possibly in the future? 3 25
One example could be the increase in self-service.
Digitalization and ies (e.g. ion) can
improve the customer's business, processes and
Cc15 & i The should be common but also 3 3
hotel industry specific. Especially the Covid-19 has
the digitalization in hotel industry.
Average
Personal characteristics
B . Ability to work together with the client and the team, fintio dellve'ry (1252, i S AIErS ‘?a”? Sjoretipar
Communication, cooperation . " . of customer's team and the cooperation is closer than
c16 communicate effectively, listen and work towards the . o . 3
& common goal in sales so it is even more important to be able to
common goal. . P
P! and with others.
Active and proactive communication and proactivity in Activty and fuity in foati in
c17 Proactivity & activity N p P N v sales is crucial. Proactivity in proposing issues and 3
proposing ideas to the customer and challenging them. |’ ) . - s 5
ideas in delivery phase is essential.
€18 |Openness, trust & honesty Ht.mesty about What can and cannot be done. Ability and Espeqally in the sales phase, too much should not be 3
will to do, what is agreed. promised to the customer.
€19 |Confidence & courage One's co(lﬁdence and courage to say their own opinion Esp'eclally in the de/.rvery phése the courage to give 3
and admit if they do not know how to do something. one's own perspective on things.
Customer orientation, Ability to discuss almost any issue with the customer and
c20 , 3
& service the will to help the customer.
- . . In the sales phase in particular, a genuine interest
c21 Interest, motivation & attitude| f:ftzrest Enclmottaticnlicharcelitelpioiectandlieaiziog towards the project and an attitude that the projectis | 3
} important.
Creativity, problem-solving & Ablllly‘to give examples and ideas basgd‘on previous Espec:gl.ly in the d.ehvery phssg, examples and u?eas
experience and knowledge to solve existing problems. At |and ability apply different environments are crucial. In
c22 ability to give examples and . i . , e . . 3
e the same time, a critical perspective to find out if things  |the sales phase, these may still be at a fairly general
could be done otherwise. level.
Average
" The team should have project management to keep the 515 mors_ :r'r_u_7 ERERLD D ity ’.) D) UHERD
Project management e e the need to be and the 3
Pros . planned schedule needs to be followed.
Supplier's project team should have enough competence
from all of the expertise areas needed in the project.
Every competence is not required from everyone instead
Competence of the team as a |the team competence is more essential. For example, 3
'whole the hotel industry competence is not required from
everyone in the team. Different personalities and
individuals with different strenghts allow the team to
succeed.




