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ABSTRACT

Current research investigating the alignment of projects with organisational strategy has
predominantly focused on formation and implementation of strategic objectives within
the boundary of a single, permanent organisation. Within the construction industry, the
temporary organisation, created by the client organisation to deliver the project, is
formed from multiple organisations that are brought together, under contractual
conditions, to engage in a single endeavour. This creates a situation whereby multiple
strategic objectives, and hence, multiple perceptions of project success, are pursued at
anyone time. The research, forming this thesis, investigates how the varied
organisations that comprise a Temporary Multi-Organisation (TMO) seek to align
multiple strategic objectives within the context of a single construction project, and
realise project success. In achieving this aim, the study exposes a number of ambiguities
and difficulties organisations face when seeking to realise strategic objectives through a
TMO.

Four cases of recently complete construction projects within the public sector were
selected for empirical study. Qualitative data collected from interviews with actors
across organisations participating in each TMO, was supported by secondary data
comprising of project documentation from each case. The study finds that the strategy
of the TMO, which evolves to realise project success, is guided by the varied strategic
objectives of organisations participating in the project, and is influenced by the
environmental conditions, procurement strategies, client complexity and leadership
style of the client project manager, which together, influence the strategic behaviour of
the TMO.

This research contributes to theories of strategic fit and the theory of temporary
organisations through a model of strategic alignment within the context of a TMO that
explains the complex interactions, which occur when multiple organisations engage
within a single construction project. The research also contributes to the understanding
of project success through a model of identifying the varied and competing success
criteria within a TMO. Finally, the research contributes to leadership theory, through

analysis of leadership styles within the context of a TMO.
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CHAPTER 1
INTRODUCTION

1.1 Introduction to thesis

Current research into the alignment of projects with organisational strategy has
predominantly focused on the formation and implementation of strategic objectives
within the boundary of a single organisation. Within the construction industry, the
temporary organisation, created by a client organisation to implement the construction
project, is formed from multiple organisations that are brought together to engage in a
single endeavour. This creates a situation whereby multiple strategic objectives, and
hence, multiple perceptions of project success, are pursued at any one time. The
research within this thesis sets out to investigate how varied organisations that comprise
a Temporary Multi-Organisation (TMO) seek to align multiple strategic objectives
within the context of a single construction project, and realise project success. In pursuit
of this aim, the research explores the complex interactions, processes, influences and

constraints that occur when multiple organisations engage within a construction project.

This introductory chapter provides the background to the field of study, summarising
the theoretical perspectives considered within the research and the purpose of the study.
This is followed by an explanation and statement of the research problem addressed
within the thesis. The significance of the research, including contribution to theory, is
discussed. A statement of the research aims and objectives is presented, together with a
brief overview of the research methodology. The chapter concludes with an outline of
the structure of the thesis, demonstrating how the aims and objectives of the research

are achieved.

1.2 Background to study

The significant growth in project management across different industries has seen
projects become an integral component of an organisation’s strategic operations. This
wider adoption of project organising has not only generated new business practices, but
also challenges the common perceptions of project success. Projects are no longer
perceived as endeavours to provide tangible products or results. Rather, projects are
now viewed as vehicles for business transformation, continuous improvement,
organisational change, value creation and implementation of strategic objectives

(Winter et al., 2006a; Winter et al., 2006b; Maylor, 2001). Traditionally, a project was
1



deemed successful if it achieved the project scope within the predetermined schedule,
budget and quality constraints (Oisen, 1971). Within the strategic management domain,
a project is successful when it enables the realisation of an organisations, long-term,

strategic aspirations (Shenhar et al., 2001).

Central to the discussion of projects to implement organisational strategy, is the concept
of strategic fit. This considers the degree of alignment that exists between the
competitive environment and organisational conditions (Ginsberg and Venkatraman,
1985). Within the project environment this involves either, ensuring that projects,
selected for implementation, fit with the strategic objectives of the organisation (Cooper
et al., 1999; Aalto, 2000; Meskendahl, 2010), or that the project management processes
are appropriately aligned to realise the organisations business strategy (Milosevic and
Srivannaboon, 2006; Joshi et al., 2003).

Following Hofer and Schendel’s (1978) suggestion that strategy be constrained by the
upper level within a strategic hierarchy, the proposition is made that alignment of a
project with an organisation’s strategic objectives is achieved by setting strategy at the
corporate level and cascading down through strategic and operational levels, to be
implemented as projects (Archibald, 1988; Youker and Brown, 1998). Kerzner (2001)
presents a hierarchy illustrating how corporate strategic plans flow horizontally across
strategic business units to support plans and budgets. Whereas, Morris and Jamieson
(2004) show how organisations position their programmes and projects to achieve
strategic objectives.

However, it is recognised that strategy occurs at differing levels in an organisation, and
that each level will have its own, distinctive and often competing, strategic intentions
(Turner, 1999; Haniff and Fernie, 2008; Morris and Jamieson, 2005). Subsequently,
stakeholders at each level of a strategic hierarchy are likely to focus on the unique
strategic objectives developed in response to the specific environmental conditions in
which it competes. As the filtering of strategic objectives from the corporate to the
project level involves a number of complex interactions, processes, customers and
varied strategic constraints, it is proposed that organisational strategies formulated at the
corporate level will be subject to incremental, internal and external influences before,

and during, implementation as a project.



1.2.1 Temporary organisations

The strategic stream in project management research has also renewed interest into
project organisational structures and how they are coordinated to achieve project
success. Whereas during the 1970’s, research focused on organisational behaviour and
matrix organisations (Knight, 1976), more recent research has concentrated on the
examination of projects as temporary organisational forms (Lundin and Soderholm,
1995; Jacobsson et al., 2015; Bakker, 2010; Turner and Muller, 2003). Termed to
reflect their transitory nature, the dominant discourse makes the assumption that
temporary organisations are formed within the organisational boundary of a permanent
organisation to manage complex organisational tasks (Turner and Muller, 2003;
Packendorff, 1995; Goodman and Goodman, 1976).

A consistent theme within the literature has been on defining the characteristics of a
temporary organisation and justifying their existence (Miles, 1964; Bennis and Slater,
1968; Goodman and Goodman, 1976; Miles, 1977; Soderlund, 2004a; Jacobsson et al.,
2015). Lundin and Soderholm (1995) present a theory of temporary organisations
demarcating between permanent and temporary organisational behaviour. Developed as
an opposing model to Cyert and March’s (1963) behavioural theory of the firm, Lundin
and Soderholm (1995) identify four concepts of limited time of the project, the task that
must be accomplished, the team that is formed around that task, and the transition as a

result of the task, which determines the behaviour of temporary organisational actors.

1.2.2 Temporary multi-organisations

Following Lundin and Soderholm’s (1995) much cited framework, there has been a
growth of studies exploring intra-organisational temporary systems (Bakker, 2010;
Turner and Muller, 2003; Jacobsson et al., 2015). Conversely, discourse on temporary
systems involving inter-organisational relationships has not received the same attention.
Instead, the assumption is made that many of the propositions underpinning Lundin and
Soderholm’s (1995) basic concepts apply to all temporary organizational types.
However, within the construction industry, the temporary organisation is not formed
within the boundaries of a single parent organisation. Rather, it operates within an
environment of overlapping organisational boundaries where multiple organisations
simultaneously seek to ensure their own organisational strategies are realised through a
single project. Within a construction project, the composition of the temporary system

typically consists of multiple firms, each making representation on a single endeavour.
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Defined by Cherns and Bryant (1984: 181) as a “temporary multi-organisation”,
typical membership includes consultants, contractors, sub-contractors and suppliers,
with a client system that is itself organisationally complex. Not only do these actors
participate in the project, but as key stakeholder, also have significant influence over

project related decisions (Cleland, 1998).

It is the fundamental differences between inter and intra-organisational types that have
implications for the pursuit of strategic alignment and the measurement of project
success. Firstly, actors within TMOs are brought together under contractual conditions
to provide specific elements of management, services or resources to deliver a facility
on behalf of a client body. Hence, much of the research into TMO relationships focuses
on procurement strategies (Lizarralde et al., 2011). Secondly, the inter-organizational
nature of TMOs often results in actors having different levels of expertise, overlapping
areas of responsibilities and disparate strategic objectives (Jones and Lichtenstein,
2008). Thirdly, engagement in a construction project is over different points in time and
changes throughout the project lifecycle as specific organisational services or resources
are required (Cherns and Bryant, 1984). Consequently, actors within a TMO are never
fully integrated, either within or between organisations involved in a construction

project (de Blois and Lizarralde, 2010).

1.2.3 Strategic alignment of projects

The most important distinction with regards to the strategic alignment of projects,
concerns the degree of autonomy a project has in relation to the client organisation
(Lampel and Jha, 2004). The dominant discourse within the literature makes the
assumption that temporary organizations are subordinate to a single parent organisation
and will serve as an ‘obedient servant’ t0 the parent organisation, as its most important
stakeholder (Artto et al., 2008). The notion is that strategic objectives formulated at the
upper levels of the strategic hierarchy are fixed for the subordinate, temporary
organisation to implement as directed. Alignment within this context is measured on
how well the project management process supports the parent organisation’s Strategy
(Srivannaboon, 2006). In contrast, within any given construction project, there exists a
number of organisations that are guided by their own strategic objectives, organisational
structure, individual set of stakeholders and own rationale for participating in the TMO,
from which varied perceptions of project success will be measured. 