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ABSTRACT

Thisstudydealswith theproblemofoutsourcingmanagement,presentingastructure tosupport
decision-makingoneffectiveinformation-technologyoutsourcingandhighlightingtheadvantages
and disadvantages that must be addressed. Since the study involves multiple variables, partially
definedandconflictingobjectives,andthewillofdecision-makerstobroadentheirunderstanding
oftheimpactofdecisions,thestudyusedthemulticriteriadecisionaidconstructivistmethodtolead
datacollectionandanalysis.Thechiefresultspresentedare:(i)astructuredappraisalarrangedby8
strategicobjectivesand107performanceindicators;(ii)thestrengthsandweaknessesofthestatus
quo;and(iii)aprocessdiagramforgeneratingimprovements.Toensurepresentationofscientific
andpracticalrecognitioninaccordancewiththeconstructivistpath,theepistemologicalviewadopted
meetsthescientificandpracticalrequirementstoensurevalidity,legitimacy,andeffectivenessofa
modeltosupportadecision-makingprocessinapracticalenvironment.
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INTROdUCTION

ITstandsasoneofthemostfruitfulareasforoutsourcingbyitsoperatingnatureanditshistory(Lacity
&Willcocks,2001;Lee,Huynh,Kwok,&Pi,2003;Lacity,Khan,&Yan,2016).Thefactthatitisa
focusofanalysisinseveralITmanagementmodelsreflectsthecriticalityofoutsourcing(DeHaes,
VanGrembergen,&Debreceny,2013;Sahibudin,Sharifi,&Ayat,2008).Therefore,performance
appraisalforIToutsourcingisofgreatinteresttoresearchersandbusinesses(Ensslin,Mussi,Chaves,
&Demetrio,2015a,Lacityetal.,2016).

TheinterestinIToutsourcinghasescalatedmainlybecauseIThasbecomemorepervasive(Gorla,
Somers,&Wong,2010;Vodanovich,Sundaram,&Myers,2010)withthedigitaltransformationof
business(Westerman,Bonnet,&McAfee,2014).AlongsidethisriseinIT,anincreasingpreoccupation
withexternalITprovisioningoccursinallbusinessmodelsthatrequireintegration,stability,andagility
inashiftingorganizationalenvironment—featuresassociatedwithITquality(Ensslinetal.,2015).
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ThewidepresenceofITinanorganizationmeansthatIToutsourcingcanhaveanimpactonmany
aspectsoforganizationalperformanceandincreasetherisksinherentincertaintypesofITprovision.

BearinginmindthecomplexityofITinorganizations,theeffortrequiredtomaintainandupdate
it, customers’ reliance on innovation, and the interdependenceof technology and organizational
performance,manyorganizationshaveoutsourcedallorsomeoftheirITfunctions.Theimprovement
ofserviceperformance,costreduction,usersatisfaction,andafocusoncorebusinesscompetencies
areamongthereasonsorganizationsoptforIToutsourcing(InternationalAssociationofOutsourcing
Professionals[IAOP]&Chittenden,2010;Lacity&Willcocks,2001;Leeetal.,2003).

However,whatatfirstseemsahighlyattractivesolutionformeetingorganizationalgoalscomes
withrisksandchallenges.Historically,resultsdonotalwaysconfirmorganizationalexpectations
regardingIToutsourcing,andinsomecases,theycontradictexpectations(Bahli&Rivard,2005;
Cullen, Seddon, & Willcocks, 2005). The considerable amount of reporting on the undesired
consequencesofIToutsourcingreferstotheneedforspecialcareinplanning,implementing,and
maintainingit,handlingeachcontractuniquely(Aubert,Houde,Patry,&Rivard,2012;Gonzalez,
Gasco,&Llopis,2006).Inthiscontext,thequestionarisesofhowbesttoassessthebenefitsofIT
outsourcingspecificITservices.

StudiesonIToutsourcingperformanceappraisalcommonlyfocusonex-postassessment(i.e.,
evaluating theireffectivenessafteroutsourcing theservice).Ex-anteevaluationstudiesarefewer
andfocusmoreontraditionalcost-benefitanalysisofoutsourcing(Ensslinetal.,2015).Inaddition,
studiesdealwiththeassessmentofIToutsourcingperformancefromperspectivesthatRoy(1993)
characterizes as realistic, reflecting a lack of research in this field that uses the constructivist
perspective(Ensslinetal.,2015).Therefore, thecurrentstudycontributesanex-anteassessment
modelfocusedonidentifyingthepotentialforoutsourcinganITservice,andtheuseofaconstructivist
approachtoperformanceevaluation.

Therefore, thepurposeof this study is toprovidea structuredperformance-appraisalmodel
todeterminethepotentialbenefitstoacompanyofoutsourcingITservices.Someofthespecific
objectivesare:i)aninventoryofthedecision-maker’sstrategic,tactical,andoperationalconcernswith
regardtotheperformanceofIToutsourcing;ii)ahierarchicalstructureofvalueforthoseconcerns;
iii)ordinalscales(performanceindicators)tomeasuretheperformanceofoperatingcriteria;iv)a
criteria-basedperformanceprofilebuiltfromtheconstructedscales;v)identificationofstrongfeatures
andopportunitiesforimprovementfocusedonincreasingthecompany’spotentialoutsourcingofIT
services;vi)anillustrationofhowthemodelcangenerateimprovementactions.Giventhefeatured
issues,themulticriteriadecision-aidconstructivist(MCDA-C)methodischosenforitsappropriateness
forconstructivistanalysisofcomplexandspecificcontexts(DeOliveiraLacerda,Ensslin,Ensslin,
&Dutra,2014;Marafon,Ensslin,DeOliveiraLacerda,&Ensslin,2015;SilvadaRosa,Ensslin,
Ensslin,&Lunkes,2012).

Theremainderofthispapercomprisesfivesections.Thefollowingsectionsetsoutthetheoretical
referencesunderlyingthestudy.Thesecondsectioncontextualizestheresearchmethodology.The
thirdsectionpresents thedataanalysisand theresults.Thefourthsectionprovidesadiscussion.
Finally,thefifthsectionlistsconclusionsandcontributions.

LITeRATURe ReVIew

IT Outsourcing Performance
Outsourcing has become the standard in many organizations worldwide (Lacity et al., 2016).
IT outsourcing is the contractual provisioning of IT products (goods and/or services) to client
organizationsbyanexternalorganization(Cullenetal.,2005;Gottschalk&Solli-Sæther,2005).IT
outsourcingcanalsodevelopfromaninterorganizationalrelationshipbetweenclientandsupplierto
provideITservices(Baker,Gibbon,&Murphy,2002;Lee,Miranda,&Kim,2004).
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IToutsourcingisoneofthecommonstrategieswidelysoughttoreduceorganizationalcomplexity
and increase competitiveness. However, a considerable number of reports address the unwanted
consequences for organizations that elect IT outsourcing (Ensslin et al., 2015; Schwarz, 2014),
amplifyingmanagers’fearsofevaluatinganddefiningwhattooutsource.Theabilitytoappropriately
adoptIToutsourcinganditseffectivemanagementareacrucialassetformanyorganizations.Inthis
context,IToutsourcingperformanceevaluationbecomesrelevant(Lacity,Khan,Yan,&Willcocks,
2010;Lacity,Solomon,Yan,&Willcocks,2011;Lacityetal.,2016).

StudiesinIToutsourcingperformanceevaluationoccurfromdifferentperspectivesandindifferent
stagesoftheITsourcinglifecycle.Theseincluderesearchthatseekstoexplaintheeffectsofvarious
factorsonIToutsourcingperformance,aswellashowthesefactorsintertwinetogenerateexpected
outcomes.TheeffectsonIToutsourcingperformanceoffactorssuchascontractualandrelational
governance(e.g.,Kim,Lee,Koo,&Nam,2013;Narayanan&Narasimhan,2014;Qi&Chau,2012,
2013;Cetinkaya,Ergul,&Uysal,2014),client-firmandprovider-firmcapabilities (e.g.,Plugge,
Bouwman,&Molina-Castillo,2013;Willcocks&Griffiths2010;Mani,Barua,&Whinston,2010;
Han,Lee,&Seo,2008),andtransactionattributes(e.g.,Luo,Wang,Zheng,&Jayaraman,2012,
Gopal&Koka,2010,Gulla&Gupta,2012)havebeenwidelyresearched.Inaddition,theeffectsof
thesefactorsarestudiedinmultipledimensionsofIToutsourcingperformance,includingcustomer
satisfaction,costefficiency,andbusiness-performanceimprovement(e.g.,Gonzalez,Gasco,&Llopis,
2015;Schwarz,2014;Hanetal.,2008;Seddon,Cullen,&Willcocks,2007;Kimetal.,2013).

Thedecisionregardingoutsourcing—thecontextforthisstudy—isalsoatopicthatstudiesof
IToutsourcingperformanceaddress(e.g.,Gulla&Gupta,2012;Hanafizadeh&Ravasan,2018).
Lacityetal.(2010,2011,2016)undertookabroadreviewoftheempiricalliteraturetoidentifythe
determinantsnotonlyof theoutcomesofIToutsourcing,butalsoofoutsourcingdecisions.The
authors identify a setof independentvariables that influence sourcingdecisions, sorted into six
categories:transactionattributes;client-firmcharacteristics;client-firmcapabilities;provider-firm
capabilities;sourcingmotivations;andcountrycharacteristics.Oneofthereasonsforhighfailure
ratesofIToutsourcinginitiativesrelatestoinappropriatedecisions(Lacityelal.,2016,Hanafizadeh
&Ravasan,2018).

EvaluationofIToutsourcingdecision-makingiscomplex(Lacityetal.,2016,Leeetal.,2003;
Lin,Pervan,&McDermid,2007).Barthelemy(2003)highlightstheneedforamultifacetedlookat
outsourcing,emphasizingpreciselythefailureofoutsourcingworkthatshouldnotbeoutsourced.
AbroadsetofissuesimpactstheoutcomeoftheIToutsourcingdecision(Hanafizadeh&Ravasan,
2018).Manyof theseaspectsare subjectiveandby theirnatureaccommodate several analytical
lenses(Gottschalk&Solli-Sæther,2005;Leeetal.,2003).Thesolutionsadoptedbyoneorganization
donotnecessarilyfitanother,oreventhesameorganizationinadifferentcontextandtime(Goo,
Huang,&Hart,2008;Plugge,Bouwman,&Molina-Castillo,2013).Someparticularitiesofcontext,
transaction,andoutsourcingarrangementshaveuniquecharacteristics(Bakeretal.,2002).Outsourcing
configurationsalsochangeasorganizationsthemselvesevolve,andthesechangesmustfigureinthe
analyticalperspective,whichimpliesmoreuncertainties(Cullenetal.,2005).

Fromtheperspectiveofresearch,althoughstudieshavecontributedtoaddressingsomechallenges
ofIToutsourcingperformanceevaluation,mostmakeuseofmethodsbasedonarealisticapproach
(Roy,1993).Therefore,thecontributionsoftheconstructivistapproach(Roy,1993)seldomreceive
considerationinthisfieldofstudy(Ensslinetal.,2015).Fromapracticalperspective,clientcompanies
mustdevelopcompetenciesthatsupporttheirabilitytoevaluateIToutsourcingdecisions.(Lacity
etal.,2016;Ensslinetal.,2015).Managersshouldseekwaystoincreasetheirknowledgeaboutthe
contextoftheITservice,tobettersupporttheirdecisionsaboutoutsourcing(IAOP&Chittenden;
2010).Thelackofperformanceevaluationmechanismscancausemanagerstoconfuseprojected
benefitswithrealizedones,causingconfirmatorybiasonthepartoftheoutsourcingprojectowner
andafailuretoconsiderresults-basedmanagementbytheuserorganization(Barthelemy,2003).
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GiventhechallengesofIToutsourcingperformance,andtheunique,complex,anddynamic
process of IT outsourcing decision-making (Kang, Wu, Hong, & Park, 2012; Lacity, Khan, &
Willcocks,2009),thisstudyusesthemulticriteriaperformanceevaluationlensoftheconstructivist
approachasdecisionsupportinthecontextofIToutsourcing.Fromthisperspective,performance
evaluationistheprocessofbuildingthedecision-maker’sknowledgeregardingthespecificcontext
in which he or she proposes to evaluate performance, through activities that identify, organize,
measureordinallyandcardinally,integrate,andenablevisualizationoftheimpactofactionsand
theirmanagement(Ensslin,Dutra,&Ensslin,2000).Thisstudyoperationalizedthedefinitioninthe
subjectcontextusingtheMCDA-Cmethod.Thus,thisresearchaddressesthegapinstudiesusing
theconstructivistapproachinthefieldofIToutsourcingperformanceandprovidesmanagerswith
anevaluationmechanismthatsupportstheirdecision-makingregardingIToutsourcing.

Multicriteria decision Aid Constructivist Method
ThisstudybasestheuseoftheMCDA-Cmethodonthefactthatforsomeproblems,constructivist
approacheshavegreaterpotentialfordealingwithdecisionsupport,mainlybecausetheyconsider
thesingularitiesofthecontextandthepeopleinvolved(DellaBruna,Ensslin,&Ensslin,2014;Roy,
1993).ThehighdegreeofsubjectivecontentpresentinIToutsourcingdecisions,aswellasthehigh
levelofcomplexityinitsmultiplederivedcriteria,reinforcethischoice(Gottschalk&Solli-Sæther,
2005;Leeetal.,2003).Asanalternative,theconstructivistapproachtotheMCDAmethodprovides
supportfordecisionsincomplexcontexts–subjective,conflicting,anduncertaincontexts–andwhere
thedecision-makerswanttoimprovetheirunderstandingofthesituationtograsptheconsequences
oftheirchoices.

TheMCDA-Cmethodemergedasa scientific tool in the1980sand figuredprominently in
severalcases,suchasworkbyBanaeCosta(1992)andLandry(1995),highlightingthelimitsof
objectivityindecision-makingprocesses.Skinner(1986)andKeeneyandRaiffa(1993)emphasize
thatadecision-makingprocessmustbespecifictoitscontext.

TheMCDA-Cmethodcomprisesthreephases,asFigure1shows:(i)thestructuringphase,(ii)
theappraisalphase,and(iii)therecommendationphase(Ensslinetal.,2000).

Figure 1. Multicriteria decision-aid constructivist method phases. Adapted from Ensslin et al. (2000).
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The arrows in the figure represent the MCDA-C method’s ability to allow a two-way flow
involvingallthestagesandsteps,andthefigureprovidesasummaryofeachphase,basedonthe
followingauthors’works:DeOliveiraLacerdaetal.(2014);DellaBrunaetal.(2014);Dutra,Ripoll-
Feliu,Fillol,Ensslin,andEnsslin(2015);Ensslinetal.(2000);Marafonetal.(2015);andSilvada
Rosaetal.(2012).Thisstudyanticipatedthestructuringandrecommendationphasesofthemodel,
andtheauthorsomittedtheevaluationphasetoallowforamoredetaileddiscussionofthestructuring
phase.Theevaluationphasewillbeasubjectforfutureresearch.

Structuring
AccordingtoBanaeCosta(1993),thestakeholdersandtheirpersonalvalues,therulesandboundaries
ofthecompanycontextanditscharacteristicssetthedecision-makingcontext.Thedelineationofthe
setofactivitiesthatfullyrepresentthedecision-maker’ssystemofvaluesandpreferencesiscalled
“structuring.”Thisphaseisthemostcriticalintermsoftheprocessofdecisionsupport,asitseeks
tounderstandtheproblemandthebroadcontext(BanaeCosta,Ensslin,Cornêa,&Vansnick,1999).

Thisstructuringstepalsogeneratesadescriptionoftheorganizationandallowsthedecision-
makerstodevelopandexpandtheirknowledgeofthebusinesscontext.Inthismodel,theauthors
refertothemainconcernsatthispointasprimaryassessmentelements(PAEs).Then,theybuild
“concepts”linkingthePAEstoactions.Subsequently,theyclustertheconceptsintoareasofinterest
anddrawupcognitivemaps.Thecognitivemapspresent informationfromthedecision-makers’
mentalreferencetableabouttheproblemanditscharacteristics(Ensslin,Neto,&Noronha,2001).The
analysisofthecognitivemapscomprisingstructureandcontentcharacteristicsenablesidentification
ofclustersthatrepresentareasofconcern,whichwillresultinfundamentalpointsofview(FPVs)
(Eden,Ackermann,&Cropper,1992).TheFPVsrepresentbyquantityandtypesthedimensionsthe
decision-makerdeemsrelevanttoassessingthecontext.TheimportanceofFPVsbecomesclearin
thehierarchicalstructureofvalue(alsoknownasatreeofvalue).Thefinalstageistheconstruction
ofindicators(i.e.,descriptorswithordinalscalesformeasurement)fromwhichtoselectgoals.Each
scalehasapositiveandanegativepole.

Appraisal
The assessment phase aims at building an alternative evaluation model, consisting of the local
preferencescaleforeachFPVandthedeterminationofcompensationorsubstitutionrates.Inthis
phase,theresearchersidentifytheimpactprofileoftheactionsaswellastheoverallevaluation(Ensslin
etal.,2001).Theassessmentphaseconsistsofbuildingaprocesstodeterminethedecision-makers’
preferencesamongconsequences,bycomparingthealternativesaccordingtovalueindexes(Simon,
1997).Usinganinteractive,iterative,andrecursiveapproachandbuildingknowledgemakeitpossible
tocomparetwoactionsintermsofpreferenceandtosupportthechoice,evenwithconflictingaspects
foundamongdifferentactors(Roy,1993).

Recommendation
In the third and final stage, the researchers establish a process to understand advantages and
disadvantages,andtocreateimprovementactionsinthedecision-makingcontext.Therecommendation
phase generates proper understanding for the decision-makers, so that they can comply with
performancecriteria judgedessential andcomprehensive for thegivencontext.Thus, thisphase
showsstrengths(excellentperformancelevel)andissueswithpoorperformance(lowperformance
level).Thisknowledgeallowsthedecision-makerstoimproveperformanceinthoseareasthatthey
considerthemostimportant.

Insummary,asEnsslinetal.(2001)describe:

• Thedecision-makersarethestakeholdersforwhomthemodelisdesigned.Thedecisionsupport
modelisconstructedfromtheirperceptionofcontext,characteristics,andpriorities;
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• Thecoreobjectiveistoexpandtheunderstandingofdecision-makersandstakeholderstoclarify
whichaspects(performanceindicators)fullyrepresentthefeaturesofthecontext,howtheyare
measured,thereferencelevels,thegoalforeachindicator,andcurrentperformance;

• TheresultsclarifythepotentialbenefitsofpartialorfullIToutsourcing.

ReSeARCH MeTHOdOLOGy

Theconstructivistperspectiveprovidesthebasisfortheepistemologicalassumptionsthatguidedthis
research(Roy,1993).Theresearchersassociatedtheconstructivistperspectivewiththefoundations
ofdesignscience(DS)research.AlthoughDSresearchisnotadominantpartoftheresearchculture
ofinformationsystems(IS),itsadoptionforthissubjectmakessignificantcontributions(Peffers,
Tuunanen,Rothenberger,&Chatterjee,2007;VonAlan,March,Park,&Ram,2004).Researchers
haveencouragedthedevelopmentofmorestudiesfromtheDSperspectiveintheISarea(March&
Smith,1995;Peffersetal.,2007;VonAlanetal.,2004).

ThefocusofDSresearchisontheknowledge,theunderstanding,andthesupportforsolving
organizationalproblemsthroughtheconstructionandapplicationofinnovativeartifacts(VonAlanet
al.,2004).TheseartifactsintheISareamaycomprisemodels,methods,andinstantiations(March&
Smith,1995;VonAlanetal.,2004).Inthisresearch,theresultingartifactisasupportmodelforthe
decisiontooutsourceITandaninstantiationofthismodel.Whilemodelsaremadefromabstractions
andrepresentationsthataidinunderstandingtheproblemandthesolution,instancesshowthatthe
modelcanbeimplementedinaworkenvironmentandenabletheconcreteassessmentofthesuitability
ofthemodelanditsconstructionprocessforthedesiredobjective(VonAlanetal.,2004).

Inthisstudy,theresearchers-builtartifactsforasignificantorganizationintheservicessector,
inwhichtheITmanagerrequiredadecision-makingstructureforIToutsourcing.Forthisresearch,
the authors named this organization Valuable Decisions Company (VDC), due to a request for
confidentiality.Theresearchersconductedopeninterviewsthroughaninteractive learningactive
inquiry andused a brainstorming technique withVDC’s IT managerial board that includedone
manager(thedecision-maker)andthreeITcoordinators,onefrominfrastructure,onefromsystems
development,andonefromITgovernance.Inaddition,theresearchersusedrecordsanalysisand
intensivedirectobservation(Lewis,Thornhill,&Saunders,2007).Further,theyhadseveraliterations
andinteractionswiththedecision-makertobuildthemodel,andtoenableittoevolveandbecome
calibratedwithintheorganization’scontextandamongitsactors.

Likeotherresearchapproaches,DSresearchisnotfreeofprinciplesandcriteriathatcharacterize
andbringqualitytoit.Whileconductingthisstudy,theresearcherssoughttoaddressthesevenDS
researchguidelinesthatVonAlanetal.(2004)defined:1)designasanartifact;2)problemrelevance;
3) design evaluation; 4) research contributions; 5) research rigor; 6) design as a search; and 7)
communicationofresearch.Asthoseauthorsreport,theseguidelinesassistresearchers,reviewers,
editors,andreadersinunderstandingtheneedsofeffectiveDSresearch.Inaddition,theauthorsof
thispaperhavealsoobservedtheframeworkthatPeffersetal.(2007)proposedfortheDSprocess.

Byconstructingthemodelanditsinstantiation,theresearchersaimedtoexpandknowledgeamong
thedecision-makersinaccordancewithitsgoals,values,andpreferences,aswellasthebusiness
environmentwheretheproblemoccurs.ThisisaprinciplethattheMCDA-Cmethodadvocatesinthe
constructionofartifacts(seesectionMulti-CriteriaDecisionAid-ConstructivistMethod).Therefore,
theauthorsofthisresearchunderstanddesignasbothprocessandartifact,recognizingthattheprocess
correspondstoasetofactivitiesdevelopedintheproductionoftheartifact(VonAlanetal.,2004).By
consideringtheconstructivistperspective(Roy,1993),theauthorsdidnotintendtoseetheresulting
artifactasauniversalsolution,butratherthattheprocessofitsconstructionexpandsthedecision-
maker’sknowledge,andthattheartifactisconsistentwithitsgoals,values,andpreferences.Hence,
itisbothlegitimateanduseful,consideringthesingularityofthedecision-makingcontextofwhichit
ispart.Fromthisperspective,thisresearchalignswiththeorientationoftheDSresearchevaluation
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process.Thisprocesspredictsartifactswillbeevaluatedfortheirusefulnessinsolvingtheproblem
theyaddress(March&Smith,1995;VonAlanetal.,2004).ThesubsectionValidity,Legitimacy,
andEffectivenessAnalysisevaluatestheseaspectsofthedevelopedartifact.

Theauthorsreachedthedefinitionoftheconceptualandtheoreticalbackgroundthroughthe
research literatureon the assessmentof IToutsourcingperformance, using theProKnow-C tool
(Ensslin,Ensslin,Dutra,Nunes,&Reis,2017;SilvadaRosaetal.,2012),whichcomprises the
followingdatabases:Scopus,Proquest, InformsJournal,WebofScience,Onefile,Ebsco,Wiley,
Elsevier(ScienceDirect),Emerald,andHighwire.

dATA ANALySIS ANd ReSULTS

Thissectiondescribestheconstructionofaperformance-appraisalmodelusingtheMCDA-Cmethod,
andincludes:

• Contextualization(i.e.,business-environmentdescription,definitionofroles,anddefinitionof
theproblemsanalyzedandtheoverallcontext);

• ThefamilygroupofFPVs(i.e.,identificationofthePAEs,constructionofconcepts,andcreation
ofafamilyofFPVs);

• Descriptors(i.e.,creationofcognitivemaps,clusters,FPVvaluetrees,andperformanceprofile);
• Verificationoftheperformanceprofile(i.e.,strengthsandweaknesses);
• Illustrationoftherecommendationsphasewithanimprovementactionplan.

Contextualization
Thesubjectorganization,VDC,providesSantaCatarinaState,Brazil,withprofessionaleducation
andhealthservices.Ithasmorethan9,000employees,withanetworkofover450businessunitsin
stateandanannualbudget(2015)ofmorethanaUS$250m.Theperformanceoftheorganization
intheservicesectoranditsgrowtharetheresultofseveralfactors,amongthemthestrategicand
operationaluseofIT.VDC’sITmanagementstructureiscentrallycontrolled,andthe“hub”isincharge
ofthedeliveryofITservicesfromstrategytooperation,forallthebusinessunitsintheorganization.

TheassociationofITperformancewithVDC’sperformancebecamestrongerwithitsstrategic
planfor2015to2022.SomeoftheessentialelementsofITsupportforthestrategicobjectivesare
thequality,availability,andconstant improvementof information infrastructureandsystems.To
support theachievementof theorganization’sstrategicobjectives,VDC´s ITmanagementboard
seesIToutsourcingservicesasapotentialstrategythatcouldsubstantiallyenhanceITperformance;
yet,itishardlyexplored.

Role of Stakeholders
In theMCDA-Cmethod, thestakeholderscomprise, ina simplifiedmanner, thedecision-maker
(i.e.,involveddirectlyinthedecision-makingprocess,andwhosevaluesandpreferencesprevail);
theparticipants(i.e.,thosewhocaninfluencethedecision-maker,who,inturn,strivestomeettheir
needs);thefacilitator(whohelpsthedecision-makerintheidentification,organization,measurement,
andmanagementof therelevantcriteria,and is theonewithproperknowledgeof theMCDA-C
methodapplication);and,finallythosestakeholderswhomaybeaffecteddirectlyandindirectlyby
theimplementationofdecisionsthatthemodelsupports.Inthisresearch,theauthorsdefinedthe
stakeholdersas:

• Main Decision-Maker:ITmanager;
• Participants:Infrastructure,development,andgovernancecoordinators;
• Facilitators:Theauthorsoftheresearch;
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• Affected Parties: Other IT employees, internal and external users of IT services, and IT
serviceproviders.

Thefacilitatorisanexpertwhoworksaloneorleadsateam,andwhomaybetotalstrangerto
thedecision-maker,oraworkerinanotherdivisionofthecompany.His/hermainroleisinteracting
with the decision-maker and following the MCDA-C protocol to translate the decision-maker’s
behavior,concerns,values,andpreferencesintotermsthathe/sheunderstands.Thus,themodeldoes
notrepresentreality,butthedecision-makers’perceptionofreality(epistemologicalpath).

Theconstructivistparadigmconsidersthemodelarepresentationacceptedasusefulbydecision-
makers,withthepurposeofsupportingtheirdecision—thatis,todeveloptheirunderstandingwith
respecttoagivendecision-makingcontext.Sucharepresentationworksasatoolthatdecision-makers
considersuitablefororganizingandjustifyingthedevelopmentofconvictionsthatenablemonitoring
andthegenerationofactionstoimprovetheachievementofdecision-makers’objectives,aswellas
servingpurposesofcommunication(Ensslinetal.,2001;Roy,1993).

Thefacilitator’sworkconsistsinexplaining,justifying,clarifying,andrecommending,buthe/she
mustdothisindependentofhis/herownvaluesystem.Thefacilitatormaybetemptedtogobeyond
thisroleandbecomeafirst-degreestakeholder,onewhotriestochangetheproblemaccordingto
his/herownvaluesystemandrestrictthedecision-maker’sfreedom.Inthiscase,themodelwould
loseobjectivityandfailtoreachthedesiredend.Forthemodeltobeeffective,itisrecommended
thatthefacilitatorhavetheattributeofhonestyinconjunctionwithscientificabilities(Roy,1993).

Issue Labeling
Labelingtheissuesetsthecontexttobeappraised.InaccordancewithEnsslinetal.(2001),thelabel
mustdescribetheworkunderfocusandthepurposetobereached.Inthisstudy,theauthorschose
thelabel“VDC´sPotentialITOutsourcingServicesAppraisal.”Thislabelreferstoanappraisalof
VDC’sITneeds,framedasITservicesandbasedonutility,quality,timeliness,effectiveness,and
guaranteedperformance.ForeachITservice,theresearchershadtocompareVDC’sneedwithwhat
themarketoffers,toestablishthelevelofattractivenessofadoptingIToutsourcing.

Animportantaspectofdecision-makingistheworkloadandtimerequiredformodelingand
executionofservicecontractsandprocurementofgoods,generallysubmittedtothemarketforbidding.
InVDC,thetimeframebetweendecision-makingandtheimplementationofagreementsvariedfrom
4to18months.Therefore,theoutsourcingdecisioninvolvedtheanalysisofvariousrisks,suchas
supply,coststoavoid,andlossofbusinessopportunities.

Family of Fundamental Points of View
Afterdefiningthecontextandstakeholdersandlabelingtheissue,thenextMCDA-Cstepisthe
definitionofthefamilyofFPVs.Countingonthecommittedinvolvementofstakeholders,thedecision-
makermustexplainindetailasetofstrategicobjectivesthatalignwithcompanyrequirements,to
evaluateallnecessaryservicesintermsoftheattractivenessoftheoutsourcing(Ensslinetal.,2001).
AccordingtotheMCDA-Cprocess,theviewpointstructurecomprisesthreesteps:(i)Identification
of thedecision-maker’sconcerns(withstakeholders’support),called thePAEs; (ii)construction
ofaconceptmapthatrepresentstheunderlyingconcernsofeachPAE;(iii)useoftheknowledge
generatedfromidentifyingthePAEsandconstructionofconcepts,performanceofthesettingofthe
FPVs,andtestoftheperformanceofitsformation.

Identification of Primary Assessment Elements
ThePAEsarethefeaturesdecision-makersdeemtohaveanimpactontheachievementoftheirgoals.
ThePAEsarethefirstpreoccupationsormotivationsthatdecision-makersexpresswhentheyappraise
thefocalsituation(Keeney,1992)and,accordingtoEnsslinetal.(2001),theyconsistofobjectives
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anddecision-makers’values,goals,actions,andalternatives.NewPAEsmayemergewiththeiterative
processoftheMCDA-CmethodandthroughthecombinationofpreexistingPAEs(Ensslin,Ensslin,
Dutra,Longaray,&Dezem,2018).

ThenumberofPAEsisunlimited,andasmanyaspossibleshouldbeidentified—116inthis
case.TheresearcherscollectedthePAEsinfoursessionsofabout50minuteseach,ofbrainstorming
withthedecision-maker(supportedbythestakeholders).Noteworthyforthisresearchwasthefact
thatthedecision-makercameupwithnewideas(i.e.,newknowledge)evenatthisearlystage.Table
1showsexamplesoftheidentifiedPAEsfromthefulllistof116.

Construction of Concepts
TheconceptsemergefromthePAEs.ForeachPAE,thefacilitatorinvitesthedecision-makerand
stakeholderstodiscussitsmeaningandelicitspreferences.Thefacilitatorcanthenproposeatwo-
endedscalewithdesirableaction/resultsatoneendandundesirableaction/resultsattheother.The
twopolesareseparatedbythreepointsinsequencebetweentwosquarebracketssuchasthese:[…].
Thedecision-makerandotherparticipantsinthediscussionmustaccepteachconcept.

AccordingtoEnsslinetal.(2001),eachconceptmustbewritteninawaythatencouragesaction.
Theseconceptsshouldrefertoideasassociatedwiththestrategicobjectives,aswellasactionsthat
cansupportorassistintheachievementoftheseobjectives.

Forthe116PAEsthattheresearcherssetoutinthepreviousstage,theyconstructed107concepts.
ThelossofninePAEsoccurredbecauseduringtheprocessthedecision-makerlearnedthatsome
wererepeatedorverysimilar.Asanexample,Table2showsthelistofconceptsthattheresearchers
constructedforthesevenexamplesofPAEinTable1.

TheidentificationofthePAEsandthegenerationofconceptsenabledthedecision-makerto
expandhis/herunderstandingofthebusinesscontext.Suchunderstanding,togetherwiththeexperience
andunderstandingofthestrategicissue,allowedthedecision-maker,withthehelpofthefacilitator,
torevealacompletehierarchicalstructureofthestrategicgoalsandcandidatesforinclusioninthe
familyofFPVs.

Construction of the Family of Fundamental Points of View
TheFPVsexpressthedecision-maker’svaluesandsetthefeaturesofthepotentialactions.These
mustbetestedfortheiressentialityandtheircomprehensiveness.Theresearcherscarriedoutthis
activitywiththesupportofthe107concepts,testingeachconceptforitscontentanditsconcerns.
Figure2showstheFPVsandtheelementarypointsofview(EPVs),whicharesubsetsoftheFPVs
(Ensslinetal.,2001).

Table 1. Examples of identified PAEs

Item Primary Assessment Elements (PAEs)

01 Internallaborcosts.

02 Managementworkload.

03 Qualityofinfrastructure.

04 Implementationcosts.

05 Operatingcosts.

06 Internalstaffexperiencewithoutsourcingmanagement.

07 Agilityinmakingchanges.
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ThepreparationofthefundamentalviewpointsdevelopedfromrecommendationsbyEnsslin
etal.(2001).Accordingtotheseauthors,eachFPVshouldbe:i)essential(i.e.,itmustconsiderkey
aspects); ii)controllable,so that itcandevelopimprovementactions; iii)complete, includingall
thefundamentalaspectsintheeyesofthedecision-maker;iv)measurable,allowingperformance
measurementofpotentialactions;v)functional,sothatinformationcanbecollectedinapractical
way;vi)isolatable(i.e.,abletobeanalysedindependentofothers);vii)uniqueandnotredundantor
duplicated;viii)concise,includingonlyessentialaspectsandnotaddingtotherangeofFPVs;and
ix)comprehensible,sothatthedecision-makerandotherpartiesinvolvedinthedevelopmentand
useofthemodelhaveaclearunderstandingoftheirmeaning.

Table 2. Examples of resulting concepts

Item PAE PAE Definitions

01 Internallabourcosts. Reducefinancialcostofinternallabor[...]tohaveinternallaborwithhighcosts.

02 Managementworkload. Reducemanagementworkload[...]tohavemanagerialoverheadsandhigh
managementcost.

03 Qualityofinfrastructure. ExpandthequalityoftheITinfrastructure[...]tohaveITinfrastructurewith
manyflaws.

04 Implementationcosts. Reducefinancialimplementationcosts[...]tohavehighimplementationcosts.

05 Operatingcosts. Reducefinancialoperatingcosts[...]tohavehighoperatingcosts.

06 Internalstaffexperiencewith
outsourcingmanagement.

Tohaveexperienceinoutsourcedmanagement[...]tonotknowhowto
manageothercompanies.

07 Agilityinmakingchanges. Improveagilityinmakingchanges[...]beslowtomakechanges.

Figure 2. Fundamental points of view, elementary points of view, and identifiers
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OncetheFPVsaredefined,thenextstageistoconstructdescriptorsbycreatingcognitivemaps,
focusingontheidentificationofEPVs.

Construction of descriptors
Oneofthecriticalelementsinaperformance-appraisaltemplateisthemeasurementofthemodel
features that represent the strategic objectives of the actual organization. This is the role of the
descriptorsintheMCDA-Cmethod.AccordingtoEnsslinetal.(2001),thedescriptorsareawayof
representingthemeasurementofthesefeaturesassociatedwiththeEPVs.Accordingtotheauthors,
thisstagedefineswhatismostappropriatetomeasureandthenproposesscalesforitsmeasurement
(DeOliveiraLacerdaetal.,2014;Longaray&Ensslin,2015;Marafonetal.,2015).

IntheMCDA-Cmethod,theconstructionofdescriptorsconsistsoffivesteps:(i)construction
ofcognitivemaps;(ii)clusterandsubclustergrouping;(iii)creationofthehierarchyofvalueswith
theEPVsandtheconstructionofdescriptors;(iv)establishmentofreferencelevels;and(v)creation
ofaperformanceprofile—thatis,measuringthecurrentperformance(statusquo).

Thisresearchincludesthefollowingasexamples:acognitivemap,aclusterandsubclustermap,
partofthevaluetreewithEPVs,somedescriptorswiththescales,andtheperformanceprofilefor
onefundamentalviewpoint.

Cognitive Maps
Acognitivemap shows relationshipsbetweenconcepts.These relations reveal cause and effect,
implyingtheexistenceofahierarchyofinfluencebetweentheconcepts.Analysingthishierarchy
enablesthegenerationofknowledgeforthedecision-makerandfortheMCDA-Cmethod(Ensslinet
al.,2001).Theconstructionofcognitivemapsallowsthedecision-makerstoclarifytheirvaluesand
preferencesassociatedwiththespecificproblem.Italsohelpsthemfocusonactionsthatmaypromote
achievingtheirdesiredends(Ensslinetal.,2001;Montibeller,Belton,Ackermann,&Ensslin,2008).

Inthisstudy,Figure3illustratesthecognitivemapfortheEPVof“perception,”whoseFPV
is “quality.”Tobetter illustrate this, the researchershave simplified each concept to its positive
(desired)pole.

Figure 3. Cognitive map for the elementary point of view “perception”
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AnalyzingtherelationshipsthatthecognitivemapinFigure3presentsmakeitpossibletoidentify
thepathsbetweenmeansandends.

Formation of Clusters
Cognitive maps feature many related concepts and therefore a huge amount of information and
complexity.Oneofthewaystoreducethiscomplexityandcompactthecognitivemapinformation
isthecluster(Belton,Ackermann,&Shepherd,1997).Aclusterisasetofconceptsthatarehighly
interconnectedwithaminimumofexternalconnections.Theidentificationofclustersrelatestotheidea
thattheconnectionsbetweenconceptsofthesameclusterarestrongerthanextraclusterconnections
(Ensslinetal.,2001).AccordingtoEdenetal.(1992),thesetofconceptsthatformaclusterdefines
anareaofinterestrelatedtotheproblem.Thus,theidentificationofclustersrevealsaspectsthat
thedecision-makerconsidersimportant.EdenandAckermann(1998)statethattheclustersformed
inthistypeofanalysis,aswellastheinterrelationshipsbetweenthem,will likelyformasortof
summarymapindicatingtheproblem’sareasofinterest.Therefore,theuseoftheclusterwillreduce
thecomplexityofthemapandfacilitatetheunderstandingofthefacilitatorandthedecision-makers.
Thisworkispartofmulticriteriadecision-makingusinganadditiveaggregationmodel.Followingthe
protocolfortheconstructionofamulticriteriamodelofsupportfordecision-making,andasaway
ofcontinuingtheprocess,itbeginsbybuildingatreeofpointsofview(BanaeCosta,1992).The
processofgatheringpointsofviewanddeterminingthepointsofviewtoconsideraretwoimportant
activitiesinthestructuringprocessoftheproblem,sincefromthisarborescentstructureitwillbe
possibletoevaluatepotentialactions(Ensslinetal.,2001).

However,theprocessofbuildingthetreeofpointsofviewsisnottrivial.BanaeCosta(1992)
arguesthattheconstructionofatreeofpointsofviewsisataskhighlydependentonthefacilitator’s
abilitytodeterminethetreestructure,sincethisstructureisnotunique.Buildingthecognitivemap
generatesalargeamountofinformationabouttheproblemtodecision-makers.Thischaracteristic
ofcognitivemapscanbeveryusefulintheconstructionofpointsofview,sincefromthismapitis
possibletodeterminetheactors’goalsandthecharacteristicsoftheactionsthatdecision-makers
shouldconsiderintheprocessofevaluatingactions(BanaeCosta,1992).However,thetransition
frommapstothetreeisdependentonthefacilitator’sability(Beltonetal.,1997).

Theclusterstructurecompactsthecognitivemapinformationandidentifiesareasofinterest;
thus,itcanbeconsideredasummarymap.AccordingtoEdenandAckermann(1998),eachcluster
correspondstoanareaofinterest;inthetransitiontothetreeofpointsofviews,itcorrespondstothe
candidate’sFPVs.Next,eachclusterisdividedfurtherintosubclustersthatinthetreeofpointsof
viewswillcorrespondtotheelementarypointsofview.Figure4presentsthecognitivemapclusters
fortheEPVof“perception”andtheFPVof“quality”identifiedinFigure3.Forthisstep,itisessential
todevelopacontentanalysisthatconsiderstheideasbehindtheconcepts(Montibelleretal.,2008).

Theprocessofelaboratingthetreeofpointsofviewwhenstructuringaproblembypointsof
view,aswellasthedeterminationofthepointsofviewconsideredfundamental,aretwoactivities
ofspecialimportanceinthestructuringprocessoftheproblem,sincethistreestructurewillenable
theevaluationofthesetofpotentialactions(Ensslinetal.,2001).Uponconcludingthestructuring
phase, it ispossible todetermine the impactofeachpotentialactiononeach fundamentalpoint
ofview,generatingtheimpactprofileofeachaction.Inmostcases,thisinformationisusefulin
choosingthemostattractiveamongconflictingactions.Whenthisisnotthecase,theordinalscales
aretransformedintocardinalscales(intervalvaluefunctions),andthecompensationratesbetween
criteriaaredetermined,andthentheoverall(global)valueofeachactioniscalculated(BanaeCosta,
1992).Thisresearchdoesnotcoverthisstep.

Figure4presentsthecognitivemapclustersfortheEPVof“perception”andtheFPVof“quality”
identifiedinFigure3.

Thegroupingsofclustersformexplanatoryconcerns,andnotcause-effectrelationships.From
here,ahierarchicalvaluestructureemerges.
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Hierarchical Value Structure
EachFPV isbrokendownuntil it reachesanEPVorelementary subpointofview (ESPV) that
representsameasurable feature.Figure5providesexamplesofESPVsgenerated from theEPV
“perception”andtheFPV“quality.”Inthedecision-maker’sjudgement,thebreakingdownofeach
EPVintoitsexplanatoryfactorsgivesahighlyspecificview,whichexhaustivelyrepresentswhat
mustbeconsideredforthemanagementofFPVs.

Figure 4. Clusters on cognitive map of elementary point of view “perception” from Figure 3

Figure 5. Elementary subpoint of view of elementary point of view “perception”
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Thenextstepistopresentthedescriptorsandgiveamoredetailedview,sothatthescalescan
specifywhatwillbemeasuredandhow.

Descriptors
Thedescriptorsarescalesofmeasurementandmustcomplywiththetheoreticalfoundationsofthe
theoryofmeasurement(Micheli&Mari,2014).MicheliandMari(2014)summarizetherequired
criteriaasobjectivityandoperability.Operabilityofscalesmeansthatstatisticaloperationscarried
out on the established scale complywith the restrictions laid out during its construction.These
operations are as follows: counting, frequency,mode, andmedium.As forobjectivityof scales,
Keeney(1992)recommendedthatthedescriptorbeessential,controllable,complete,measurable,
operational,homogeneous,isolatable,nonredundant,concise,andcomprehensible.Someofthese
arealsocharacteristicsoftheFPVs.

Thedecision-makermustparticipateinbuildingthedescriptors.Ensslinetal.(2001)recommend
thatsincethecreatedscalesshouldrepresentthedecision-maker’smindset,facilitatorsshouldwork
interactivelywiththedecision-maker.Oncethescalethatbestrepresentsthedecision-maker’sscaleis
created,judgmentsaroundtheirpreferencesmustbeincorporatedtoestablishthereferencelevels.The
referencelevelsaresettodefinetherangeofpossibleperformancelevels,whichinthiscaseinclude
“excellence”(outperformsthemarket),“industry”(marketstandard),and“low”(poorperformance).
Alternatively,BanaeCostaetal.(1999)proposethetitles“good”and“neutral”fortheselevels.

Followingcompletionofdescriptorconstruction,thepracticalapplicationwithordinalscales
ofthemodelcanoccur—inthiscase,byprovidingsupporttodeterminetheoutsourcingpotentialof
anITservice,asthenextsectionexplains.

Performance Profile: Practical Application
The final stage of the model for VDC´s potential IT outsourcing services appraisal consists of
delineating the performance profile, based on the current situation or status quo (SQ) for each
descriptor.Figure6illustratestheSQfortheESPVs.

Figure 6. Descriptors and performance of elementary point of view “perception”
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Theresearchersperformedthesameprocedureforallthemodeldescriptors,asFigure7shows.
Thecompany’slocalareanetwork(LAN)wastheITserviceselectedforappraisal.

Figure7presentstheperformanceofeachofthecriteriathattheresearchersevaluatedforthe
EPV“perception”andassociatedwithESPVs“availability,”“interface,”and“flexibility,”judged

mostfittingfortheITserviceunderanalysis(theLAN).Sinceusualmonthlyavailabilityofthis
ITserviceis100%,itrequiresnointerfacewithusergroupsandhastheflexibilitytosuitallareas
oftheorganization.Ontheotherhand,thecriteriaassociatedwiththedescriptors“expectations”
and “service-orientation,” graded at the lowest value on the scales, highlight opportunities for
improvementthatcouldcontributetoincreasingoutsourcingpotential.Thecriteriaassociatedwith
ESPV“requirements,”despitefallingontheborderbetweenlowandindustry-standard,couldalso
enhanceoutsourcingpotentialifactionsweretakentoimprovethelevel.Othercriteriathatfallbelow
theupperassessmentthreshold,especiallythoseassociatedwithinternalcompanyfactors(suchas
thecriteriaassociatedwiththeESPV“operations”),couldbeimprovedwithin-houseactionssuch
asbusiness-processmapping.Thesemaynotbeconsideredapriority,dependingontheavailability
ofresourcesandotherbusinessstrategicpriorities.

TheoverviewofperformanceidentifiestheESPVs“availability,”“interface,”and“flexibility”
as the competitive advantages of VDC´s SQ. On the other hand, “expectations,” and “service-
orientation”aretheaspectsthatfallintothebottomtierandthereforerequireimprovementactions.
Eachimprovementactionmustcontain:(i)thedescriptorwiththeSQperformance;(ii)theaction;
(iii)theexpectedresults;(iv)therequiredresults;(v)whoisresponsible;(vi)commencementdate;
(vii)terminationdate;(viii)thefollow-upfrequency;and(ix)whofollowsupandhow,asTable3
showsfortheEPV“perception”andtheESPV“requirements.”

Figure 7. Descriptors and performance of elementary point of view “perception” for fundamental point of view “quality”
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Inordertoachievetheactionplan,theimpactonperformanceindicatorsandtheoverallappraisal,
aswellastheupgradeofperformanceforeachindicator,mustbesubjecttoamanagementprocess
withcontinuousappraisalcyclesfocusedonresults.

dISCUSSION

This discussion concerns the results of the research against the theoretical background, and the
contributionsthatthemodeldevelopedforVDC´spotentialIToutsourcingservicesappraisalmakes
tosupportingdecision-making.Table4comparestheresultswiththetheoreticalbackground.

Table4showsthatthisstudyfollowedinthefootstepsofexistingpublishedstudiesbybuilding
asystemforeffectiveorganizational-performanceappraisal.ThechoiceoftheMCDA-Cmethodis
justifiedbecauseit:(i)enablessimultaneousassessmentofactionsonasetofcriteria(multicriteria)

Table 3. Improvement action for the elementary point of view “perception” and for the elementary subpoint of view “requirements”

Descriptor Action

Target:90% ModelingandimplementationofidentificationprocessandmanagementofITrequirements
foreachbusinessniche

Expectedresult Increasetheportionofdocumentedrequirementsfromthecurrent50%to90%fortheITservice

Requiredresources Businessanalystsandaprocessmanagerresponsiblefortheprocesstobemodeled

Responsibleperson ITinfrastructurecoordinator

Commencementdate March4,2016

Terminationdate Ongoingaction

Follow-upfrequency Biweekly

Howtofollowup Percentageofuserareaswithmappedandcontrolledrequirements

Responsibleforthe
followup ITmanager

Table 4. A comparison between existing literature and the research results

Authors Performance Appraisal Process Research Results

BanaeCostaetal.,1999
Ensslinetal.,2001
Ensslinetal.,2018.
Kaplan&Norton,1996

Engendering,construction,and
disseminationofknowledge.

Developedadetailedstudyofan
organizationwithafocusonIT
outsourcing,creatingknowledgeof
theareaandtriggeringopportunities.

BanaeCostaetal.,1999
Ensslin,Dutra,&Ensslin,2000
Franco-Santosetal.,2007
Kaplan&Norton,1996

Identificationofnecessaryand
sufficientsubjectstomeasureand
manageorganizationalperformance.

Relevantactionsidentifiedto
determinethepotentialforIT
outsourcing,creatingknowledgeof
theareaandprovidingopportunities.

BanaeCostaetal.,1999
DeOliveiraLacerdaetal.,2014
Ensslinetal.,2000
Ensslinetal.,2001

Enablingdecisionsupport.

Themodelwasdevelopedusingthe
MCDA-Cmethod,whoseprimary
objectiveistosupportthedecision-
maker.

Ensslinetal.,2017
Kaplan&Norton,1996 Processmanagement.

Theresearchenabledthestudyand
analysisofthemanagementofIT
outsourcingservices,featuringa
managementprocessfocusedon
performanceappraisal.
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(BanaeCosta,1999);(ii)enablesthedecision-makerandotherstakeholderstogainknowledgein
supportofdecision-making(BanaeCosta,1999);(iii)providesthedecision-makerwithtoolsto
supportthedecision-makingprocess—aprocessthatusuallyinvolvesconflictingcriteria;(iv)allows
theadoptionofmultipleanalyses,againoftenconflicting(BanaeCosta,1993);(v)allowsgeneration
ofknowledgeforthedecision-makerbyadoptingtoolsthatusehis/hervaluesandpreferences(Bana
eCosta,1993);(vi)createsamodelthatbasesdecisionsonwhatismostappropriatetothespecific
situation(Roy,1993).

The model contributes to the decision-making process within the surveyed organization by
bringing consistency to the criteria and the evaluation process, which ensures transparency and
enablesmakingsoliddecisions.Asacustomized template linked to thedecision-maker’svalues
andpreferences,itisintendedtocreatebetterresultswhilebeingappropriatetotheorganization’s
practiceandculture.

Validity, Legitimacy, and effectiveness Analysis
Thissectiondealswiththevalidationandlegitimizationofthemodel,anditscontributiontothe
decision-aidingcontextsinwhichitwasdeveloped.Theproblemofevaluatingvalidation,legitimacy,
andeffectiveness(“doingtherightthings”)resurfacesfromtimetotime;evenso,itlargelyhasbeen
neglectedorignoredinthemodelingliterature(Checkland,1995;Déry,Landry,&Banville,1993;
Landry,Banville,&Oral,1996;Oral&Kettani,1993;Roy,1993).

The environment in which modeling problems occur may be defined from a scientific
perspectiveorapracticalperspective.Theseperspectivescreateadebatebetweenthe“scientist”
andthe“practitioner”inthescienceofmodeling,inwhichtheformeraccusesthelatterofbeing
incompetent, but in turn is criticized forbeing increasingly alienated from real-worldproblems,
inflatingitsmathematicalcomponent,andsacrificingthepracticalcharacteristicsoftheproblem
(Oral&Kettani,1993;Roy,1993;Roy,1994;Yewlett,1984).Validationshouldoccurinaccordance
withtheontologicalorepistemologicalviewadoptedandcomplywiththescientificperspectiveas
wellasthepracticalperspective(Ensslinetal.,2017;Landry,1995;Roy,1993).

Aimingatscientificacceptanceandgivingmeaningandcredibilitytotheresultsproducedinthe
processofmodelingindecision-aidingcontexts,researchershavefollowedthreemainontological
orepistemologicalpaths:thepathofrealism,theaxiomaticpath,andtheconstructivistpath(Roy,
1993).Eachofthesepathsfollowsaverywell-definedvisionoftheproblemandgeneratesdifferent
solutions.Thepathofrealismsearchesfordescriptionsfordiscovering;theaxiomaticpathfornorms
forprescribing;andtheconstructivistpathforworkinghypothesesforrecommending.Followingthe
pathofrealismisadoptinganontologicalpositionthatseemsunacceptable,soindecision-aiding
contextsthispathisusedinconjunctionwiththeaxiomaticpath(Ensslinetal.,2001;Roy,1993).

As in thecaseof this research, theconstructivistpath follows theepistemologicalpathand
consistsindevelopingaprotocolinagivenorder:concepts;graphical,mathematical,anddescriptive
representations;procedures;andresultscapableofexpandingunderstandingoftheconsequences
ofthedecisioncontextforthedecision-makers’goalsandsystemofvaluesandpreferences(Banae
Costa,1992;1993;BanaeCostaetal.,1999;DeOliveiraLacerda,Ensslin,&Ensslin,2011a;Ensslin
etal.,2000;Ensslinetal.,2018;Roy,1993).

Intheconstructivistpath,whatcanresearchersdotovalidatetheworktheyhaveproduced?This
isamatterthatgoeswellbeyondthescopeofthispaperandisconsideredonlyundertheminimal
conditionspresentedbyRoy(1993).Avaliddecision-aidingmodelmusthave: i)awell-defined
procedureprotocolwhichisscientificallyrecognizedasappropriate;ii)aprotocolwithallitsparts
operationalized,evaluated,andacceptedindividuallyandcollectivelybyalargescientificcommunity
interestedinthemandattestingtoitsappropriateness;iii)adecision-makerwhomthemodelismeant
toaid,whoshouldrecognizethat thetool(decision-aidingmodel)helpedhim/hertoacquirethe
knowledgetounderstandtheconsequencesofthecontextforhis/hergoals,values,andpreferences,
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inordertomanageinaconsciousandinformedway.Thefirsttwopartsareusuallycalledvalidation,
thethirdlegitimation(Roy,1993).

Figure1,MCDA-Cphases,showstheMCDA-Cprotocolthisstudyused,thesameprotocolused
inhundredsofinternationalpublications—sotheglobalprotocolanswersthefirstrequirementfor
validation(BanaeCosta,1992;BanaeCostaetal.,1999;DeOliveiraLacerda,Ensslin,Krueger,&
Ensslin,2017;DeOliveiraLacerdaetal.,2014;Ensslin,Ensslin,Back,&DeOliveiraLacerda,2013;
Ensslinetal.,2015a;Ensslinetal.,2018;Longaray,Ensslin,Ensslin,&DaRosa,2015;Marafonet
al.,2015;Montibelleretal.,2008).

Oral and Kettani (1993) defined the second protocol concerning operationalization as the
conceptualvalidation,referringtothesourceofthementaldatausedtoconstructthemodel.The
processusedtobuildthemodelmustcapturetheessentialsofthemanagerialsituationasperceived
by the relevantactors.Theknowledgedevelopeddependson theprocessandon the facilitator’s
skills,aswellasthedecision-makers’perceptions(Roy,1993).Therefore,thevalidationofthemodel
basicallyconcernstheappropriatenessoftheprocessofobtainingandusingmentaldata(Banae
Costa,1993;Ensslinetal.,2017;Oral&Kettani,1993;Roy,1993;).Thisincludesissuessuchas:
(i)theidentificationofstakeholders,mainlythedecision-maker;(ii)theprocessofbecomingaware
andestablishingthelimitsofmanagerialcontext;and(iii)thetechniquechosentobuildthemodel—
inthiscasetheMCDA-Cmethodwiththemethodsofaggregationtoasinglesynthesiscriterion
(BanaeCosta,1992;Ensslin,Ensslin,Matos,Dutra,&Ripoll-Feliu,2015b;Ensslinetal.,2018).
Theidentificationofstakeholdersandthedescriptionanddelimitationoftheproblemsarejustified
sincethemodelingisparticipativeandrequirescredibilityandconsistency,alongwithactorsand
institutionalcommitmenttoitsimplementation(Landry,1995;Longaray&Ensslin,2015;Roy,1993).
TheimplementationoftheMCDA-Cprotocol,asFigure1presentsit,isdividedintostructuring,
evaluation,andrecommendations,andisdescribedinthesectionDataAnalysisandResults.The
scientificcommunitydoesthevalidationoftheimplementationoftheMCDA-Cprotocolandallthe
networkoftools(mostofthemimportedfromotherfields),aresultoftherevisionbythereferees
andthescientificcommunity,andthecitationoftheresearch(DeOliveiraLacerdaetal.,2011a;De
OliveiraLacerda,Ensslin,&Ensslin,2011b).

Thethirdrequirement,whichiscalledeffectiveness(doingtherightthings),ismainlyconcerned
withthedegreeorcapacityoftheformalmodeltodescribeandrepresentcorrectlyandaccurately
thecontextasthedecision-makerperceivesit.Itisdevelopedbyverifyingtheprocessofinteraction
betweenthefacilitatorandthedecision-maker,tohelpthedecision-makertoacquiretheknowledge
tounderstandtheconsequencesofthecontextforhis/hergoals,values,andpreferences,andpromote
management inaconsciousand informed (enlightened)way (DeOliveiraLacerdaetal.,2011a;
Ensslinetal.,2000;Ensslinetal.,2015a).ThisresearchisanillustrationoftheMCDA-Cmethodin
aspecificcontext,andthusrequiresthefullparticipationandcommitmentofthedecision-makerand
oftheotherstakeholdersdirectlyinvolvedinthearea.Thus,thedevelopmentandimplementation
oftheMCDA-Cinstrumentshouldberecognizedaspartofaconsensualchangeand,hence,impact
ontheorganizationalcontext.Thesekindsofproblemsareuniqueandcomplexinnature.Also,they
havemanyvariablesthatarenotwelldefined,anddealwithmanagerialcontextsthatarevastin
scope,involvingmultipleactorswithconflictsofinterest,objectives,values,andpreferences.This
kindofproblem,unlikecounterparts in thephysicalandnatural sciences, isobserverdependent
oncethemodelhasbeenconstructed,inaccordancewiththedecision-maker’sperceptionofreality.
Thepurposeofthegenericmodelistorepresentrealitywithnaiveorimpoverishedreferencesto
managerialrealityanddecision-makerobjectives,values,andpreferences.Inapracticalmanagerial
context,thoseinchargeofsolvingconcreteproblemsanddemandingdecision-aidingmodelsare
thusinevitablydisappointedbythegapbetweentheirownexpectationsandthiskindofresult.Thisis
themaindifferencebetweenthequantitative(realistpath)study,whichseekstofindageneralizable
explanationforacertainphenomenon,andtheconstructivistpath,whichtheauthorsusedinthis
research(DeOliveiraLacerdaetal.,2014;Ensslinetal.,2018;Landry,1995).Forthesekindsof
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problems,theMCDA-Cprotocolneedsverysevereobservation,firstrelatedtotheprocessusedto
interactwiththeactors,mainlybythedecision-maker(Ensslinetal.,2001).TheMCDA-Cusesthe
interactivelearningactiveinquiry(ILAI)inallinteractionstocreateanenvironmentinwhichthe
actorsfeelsafeaboutrevealingtheinformationandtheirmostseriousfeelingsofanxietyconcerning
theenvironmentalcontext.Inthisresearch,thisconcernwasaddressedbycontinuallysharingthe
knowledgedevelopedwiththedecision-makersandthestakeholders,andbycreatinganenvironment
ofdialogueandexchangeofperceptionsoftheevolutionofthemodel(Ensslinetal.,2018).TheILAI
isalearningprocessusedbytheMCDA-Cwheninterviewingandseekingtoexpandstakeholders’
knowledge,information,ortruththroughinteractive-inquiryquestioning.Thefacilitatorassistsinthe
process.TheILAIimpliesfollowingtheMCDA-Cprotocolandpossessingskillsandattitudesthat
allowthefacilitatortousethelearning,leadinghim/hertounderstandnewaspectsandaskquestions
aboutnewconsequencesandissues,whilegainingnewinformation(knowledge).

Finalconsiderationsaboutthevalidity,legitimacy,andeffectivenessoftheprocessusedtodevelop
andimplementthemodelincludethegroundingofvalidityinthetheoreticalfoundationpublished
inEnsslinetal.’s(2015a)work;thebasisofitslegitimacyinthedecision-maker’susingthemodel
toguidethestrategicplanningfortheITareainVDC;andtheproofofitseffectivenessintheuseof
themodeltomanageandimprovetheIToutsourcing.Thus,allthescientificrequirementstoassure
validity,legitimation,andeffectivenessasproposedbyRoy(1993)havebeenaddressedsuccessfully,
andallthescientificrequirementstoensurevalidity,legitimation,andeffectivenessasproposedby
Roy(1993)havebeenmetsuccessfully.

CONCLUSION ANd CONTRIBUTIONS

ITpermeatesallactivitiesoforganizationsatalllevels.Itsmanagementiscomplex,expensive,and
diverse,andthishasencouragedcompaniestooutsourcepartoralltheirITservices.Whenconsidering
partialIToutsourcing,managersoftenclashoverthedifficultselectionofwhichpartsoftheservice
aremostappropriateforoutsourcing(Gorla,Somers,&Wong,2010;Westerman,Bonnet,&McAfee,
2014).Inthatcontext,thisstudyaimstostructureamulticriteriatemplatetodeterminethepotential
contributionthatIToutsourcingcouldgenerateforacompany.Thetargetwasachieved,andthis
ispartiallyillustratedinFigures5,6,and7.Themodelwascreated,composedofeightstrategic
objectivescalledfundamentalviewpoints(FPVs),and17sub-elements(i.e.,theEPVs)thatrepresent
thedecision-maker’spersonalvalues.Finally,107performanceindicatorscalleddescriptorsexpress
thevaluesthateachEPVrepresents.

Themodelwasbasedoninformationobtainedfromunstructuredinterviewswiththedecision-
maker,adoptingtheDSresearchapproach.TheMCDA-Cmethodwasused,andtheinvolvementof
thedecision-makerandstakeholdersestablishedtheconstituentaspectsofthemodel,andlaterbuilt
thescalesformeasuringtheseaspects.Thevaluejudgmentsofthedecision-makerwereelicitedto
establishascaleofreferencelevels.Thedecision-makerandstakeholdersindividuallyandcollectively
legitimizedeachactivity.Asaresult,itwaspossibletoidentifythecurrentperformanceprofileof
eachelementof thecompany’sIT,basedonthedecision-maker’sviews.Theprofileshowedthe
priorities,howtheyweremeasured,andthelevelofperformanceofITinthebusiness.Figure7
illustratesonecomponent(theLAN).Fromthisinformation,itwaspossibletoidentifytheESPVs
of“availability,”“interface,”and“flexibility”asareasofcompetitiveadvantageinthecompany’s
current performance. The ESPVs “expectation” and “service-orientation” were the aspects that
compromisedperformanceandthereforerequiredimprovementactions,whichwerealsoidentified.
Table1illustratesoneoftheseactions.

Theuseofthetheoreticallensofperformanceevaluationintheconstructivistviewasasupport
forthedecisiononIToutsourcingisatheoreticalcontributionoftheresearchbecausemostofthe
existingstudiesfollowarealisticlensforthetreatmentofthisissue.Inaddition,avalue-focused
perspectivewasusedforaspecificcontextanddecision-maker,unliketraditionalapproachesthat
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focusonalternativethinking.Theidentificationofvalueenablesuseofbestpracticestocontinuein
anorganization,butconsiderstheirrespectivesingularities(i.e.,theircompetitiveadvantages)aswell.

As for practical implications, the developed model allows the organization to perform the
evaluationofitsITservicesoutsourcingascontributiontotheorganization.Thisevaluationenables
thedecision-makertodefineassertivestrategiesandactionstoimproveresultsinITservicesforthe
company.Theknowledgethedecision-makerdevelopscontributestotheorganization’sapproach
tothesubjectandfacilitatescommunicationwithotherstakeholdersintheorganization,andwith
potentialsuppliers.Inaddition,themodelcanbedescribedasmanagementtechnology,capableof
promotingsystematicinnovationtoimprovetheconditionsforIToutsourcingservicestoaddvalue,
byexposingtheorganization’sneeds,minimizingtheprescriptionofsolutions,andtherebyexpanding
thepossibilitiesofsolutionsforagivenneed.Otherorganizationscanapplythedevelopmentprocess
ofthemodeltheauthorsusedinthisstudy,whilerespectingtheirsingularities.

Theneedforiterationandinteractionwiththedecision-maker,whonaturallywasverybusy,did
putsomeconstraintsonthedevelopmentofthisstudy.Meetingshadtobelimitedtojust60minutes.
Thenumberofsessionswasincreasedtogetaroundthisproblem.Thesecondlimitationwastheneed
forclarificationofhowtechnicalissueswereseenfromatacticalandstrategicperspectivebythe
decision-maker.Tominimizethisproblem,thefacilitatorsconducteddiscussionsabouttheimpacts
oftechnicalissuesonbusinessneeds.

OneofthecriticalpointstheresearchersidentifiedisthewayITisstructuredintheorganization
intermsofanalysis.Manyforms(orlenses)couldbeapplied—thelensofthetypeoftechnology,for
example,theprocessessupportedbytechnology,ortheservicesprovidedforITusers.Apotential
gapcouldbethefocusoffutureresearch.Anotherlimitationisthatitisnotpossibletolookatall
possiblecombinationswithintheorganization’sactivitiessincetheprocessoperatesonlyforthose
withthegreatestcontributionpotential.Furtherstudiesinotherorganizationsarerecommendedto
comparewiththeseresultsandtothrownewlightonthesubject.
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