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SUMMARY

Organisaatiot ja johtaminen, Master’s Thesis
Ville Konsti 09.02.2010

INTER-RELATIONS OF EMERGING PRACTICES IN PROJECT UNCH
Project Manager as Focal Actor in Multi-tasked WBrkvironment

In contemporary work life notable amount of world@ne in the form of projects. They differ
in scope, size, context etc. However, every projeat a project manager. This research
explores the work of a project manager during the-sip of the project.

The starting point of the research was that | waskimg as a project manager in an

international company with the task of managing iaternal development project. The

research objectives can be divided into two pdifte. first objective was to identify what sort

of challenges a project manager faces during thggr start-up and how they are solved.
Secondly, | try to contribute and evaluate somgegtorelated scientific research areas by
providing a personal perspective of a project manag them. To learn how to be a better
project manager and to contribute to the projechagament practices in my company are
two additional goals.

Ethnographic approach was a corner stone of thearels i.e. | observed the project | was
managing almost for a year. | wrote a story aboytexperiences and then applied grounded
theory methodology and ideas of the process-relatithinking to it. It meant that the issues
identified in the story were seen as emerging mestand their relationships to the context
and between each other were analyzed.

My thesis contributes to extant research and pesvialso practical implications. My story
itself, identification and classification of the erging practices and their relationships as well
as recognition of some project management inteimesiand their impacts on the project can
be considered as contribution to science. In amditl present some normative suggestions
that can be taken into account when developingeptanpanagement practices in companies.
All this is considered from the project managei&smpoint.

Key words: Project management, project managerygngepractice



HELSINGIN KAUPPAKORKEAKOULU

TIIVISTELMA

Organisaatiot ja johtaminen, pro gradu -tutkielma
Ville Konsti 09.02.2010

INTER-RELATIONS OF EMERGING PRACTICES IN PROJECT UANCH
Project Manager as Focal Actor in Multi-tasked WErkvironment

Nykyadan huomattava osa tyostéa tehdaén projektievdorsa. Projektit vaihtelevat laajuuden,
koon, sisallén ja monen muun tekijan suhteen. Maitekin yksi asia on yhteinen kaikille
projekteille — projektipaallikkd. Tama on tutkimugrojektipdallikon tydstda projektin
kaynnistysvaiheen aikana.

Taman tutkimuksen lahtokohta oli, ettda mind tyosklm projektipaallikkona
kansainvalisessa yrityksessa ja tehtavanani ols&amnalisen kehitysprojektin johtaminen.
Tutkimuksen tavoitteet voidaan jakaa kahteen os&rsimmainen tavoite oli tunnistaa
haasteita, joita projektipaallikkd kohtaa projekttdynnistysvaiheen aikana ja ymmartaa
miten nama haasteet ratkaistaan. Toinen tavoittuotda uusi nakdkulma olemassa olevaan
tieteelliseen projektijohtotutkimukseen tuomallahen projektipaallikon henkildkohtaista
nakokulmaa. Lisatavoitteiksi voidaan laskea mydskilékohtainen tavoite tulla paremmaksi
projektipaallikoksi ja vaikuttaa projektijohtokayi@iden kehittdmiseen nykyisesséa
tyopaikassani.

Etnograafinen lahestymistapa oli tutkimuksen kuliviakSe tarkoittaa, ettd tarkkailin
johtamaani projektia lAhes vuoden. Sen perust&g|ttin tarinan kokemuksistani. Tarinaan
ja sen analyysiin sovelsin Grounded theory —-memgi#l ja Process relational -
ajatusmaailmaa. Se tarkoitti ettéa tarinasta idiemdiit aiheet n&htiin osana kehittyvia
kaytanteita ja ettd ndiden kaytanteiden suhteitpdystoon ja toisiinsa analysoitiin.

Tutkimukseni tuo  projektipaallikon  subjektiivisen akokulman olemassaolevaan
tutkimukseen mutta tyd esille myds joitain kaytonnbuomioita. Tieteellisiksi ansioiksi
voidaan n&hda itse tarina, kaytdnteiden tunnistamifa luokittelu, niiden suhteiden
tunnistaminen seka joidenkin projektijohdollistenintenpiteiden ja niiden vaikutusten
huomaaminen. Lisaksi esittdméani normatiiviset du&set voidaan ottaa huomioon kun
kehitetddn projektijohtamista yrityksissa. Kaikkdatd tarkastellaan projektipaallikon
nakokulmasta.

Asiasanat: Projektin johtaminen, projektipaallikkeéhittyvat kaytanteet
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1 Introduction

In contemporary work life a notable part of the wwes done in the form of projects.
They exist in different size and form and espegiala large global company there is
a great variety of these, involving different peopihd functions. But projects cannot
be just executed — first they have to be plannedl initialized. Especially in large
companies a project start-up might take some tintepgeople participating at the start-

up face a lot of issues to be solved.

The person responsible for project preparation stad-up varies between cases, but
guite often that person is the project manager (Mé@yertheless, the one responsible
for the start-up is normally responsible for acongr resources for the project,

preparing the project plan and many other issues.

| was hired to a global stock-listed company in 8882008 to develop its packaging
practices globally. From the start | was desigreele responsible for the development
action. When joining the project, | believed it wa®ing to be a relatively
straightforward case — but | was totally wrong.sTsiudy provides an in-depth review
on the project start-up from the project manageodst of view with all the ups,
downs and twists it contains. It reveals some emmgrgractices and issues in the
project start-up but also presents how they wemrooted. This is not a project

management guide book, but one special story asel-eany case.

In this section | present my personal backgrouederv research objectives and scope
and give an overview on the structure of the thasigvell as on the research approach

and process.

1.1 Personal background

My personal background is described briefly in ortte create an understanding of
what is my perspective on the issues concernedal3t year old with M.Sc. degree in
engineering. | have worked for seven years aftergnaduation — three years in the
packaging industry in business development are@etlyears in the management
consulting for packaging industry and now for alir@g years in my current position.

| already have some experience in projects ancggropanagement as the consulting



business | was part of was totally project-basestrapons. In my mind my expertise is
in the packaging (industry), business developmadtraanagement accounting, which

was also the topic of my previous master’s thesis.

1.2 Research objectives

The objectives of this study can be divided into parts. First of all, the starting point
of this study was to find out what kind of issuepraject manager faces during the
project start-up and how they are or should beesblffrom the project manager’s
point of view). This objective was transferredhe ainalysis of

1. what kind of emerging practices there are durimggioject start-up

2. how they relate to each other and

3. how they impact the project’s progress and propeahager’s work as well as

how the project manager can impact them

In addition to these scientific objectives, it wddde a bonus if | could learn about “me
as a project manager” or find out some aspects @m to develop the project
management practices of our company. These arantive practical goals of the

research.

In this study | describe closely one case and liaracteristics. Therefore, making
normative findings to guide project manager's wisknot the goal of the project.
However, looking closely, even on personal leveg tvork and life of the project

manager in the organization is the key aspectarstady.

1.3 Scope

The scope of the research can be described fromdiferent aspects. From the
project point of view it covers project manager@rivin the project start-up i.e. during
“Analysis and Prioritization” and “Planning and Pagation” (naming is based on the
project management methodology of the company)jeBProphases prior to that
(mainly concepting) are excluded as they are ndbasulated and | was not part of
the company at the time. On the other hand, thereatf the project changes when a
project is going forward from planning to executibinus, | do not consider execution

to be part of the project start-up. That is whisialso excluded from the study. The



project management methodology of my company asgedive project phases are

described in more detail in section 4.1.

This study focuses only on one project that | havenaged. Other development
activities and projects | have participated ardwded. However, they naturally impact
my thinking even if explicitly excluded. Project mager’s (my) point of view is the
fundamental idea behind the study. Aspects thathmize important from other
stakeholders’ point of view are excluded unlesy th@ve some significance from my
perspective. This study aims to look deep intoghgect manager’s life during the
project start-up. Therefore, in addition to extéruad explicit factors and events also

the project manager’s thoughts and feelings aréosxgto some extent.

The focus of this study is on the practices angasitnal factors of the project-oriented
environment. Therefore handling of issues not golelked to projects even if
impacting them (like organizational culture), asdt [to minimum in this research.
Emerging practices and relationships between theen cavered but impacts of

surrounding environment are not included in theyammto keep it manageable.

1.4 Thesis structure

The structure of the thesis is depicted in theupgcbelow. It describes also the relative
importance of the sections. The thesis starts inttloduction to the study. After this |
review the issues with providing theoretical substato the research as well as
literature about the context of the research rejepts in companies. This will help in
perceiving the topic. After that methodologicaluiss are described briefly. The core
of the study i.e. the story of the project startimphe section number four. Emerging
practices, their categorization and their relatgps is done after this. Finally an
analysis about practices, their inter-relations egldtionship to existing literature is

done in section 6. Lastly are the conclusions efstudy.
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Picture 1. The structure of the study



1.5 Approach and research process

The approach to the research project follows panystructure of the thesis. After the
selection of the research object, | followed thecpss described in the picture below
(upper part of it). As ideas of Grounded theory hoeblogy are in the background of
this research, the respective steps of it are estbelow the line. Grounded theory
methodology is applied quite loosely and applicaiéets of it are included in the

process. The methodological issues related to meseae explored more detailed in
section 3.

Interesting Study of

Project work Writing a Analysis of issues project- Analysis
and writing a I:> “story” based I:> the story I:> & I:> oriented I:> and
diary on diary notes and diary emerging work conclusion
practices environment
-
Simplified Notes I:J> Categories Theories/

process of
Grounded theory
methodology

conclusions

Picture 2. Research process and its relationshi@tounded theory methodology

The research process started with the fieldworkiclwiwas done parallel to the
management of the project start-up. | kept a dargt wrote notes for eight months.
Based on those notes | wrote a story describingt Wrexperienced during those
months. After that, the story and the notes weralyaed and interesting
practices/issues where identified. Next, the pcastiwere categorized. The category
formation was an iterative process as the categjofi¢he practices kept changing and
observations changed places from category to anothier that, | looked for
respective literature and theories to find out whas written about these issues before
and to get a better understanding about them. Basdkis, | wrote the final analysis.

All this is summarized in the conclusions.



2 Perspectives for studying project management in

global company

As stated, in contemporary work life a notable pambperations take place in the form
of projects. This section provides a tightly lintiteverview on practices of project-
oriented organization, which helps in understandimgcontext of my story. However,
| start this section by presenting ideas of reflecpractice and sensemaking, which
helps me in constructing the essence of the casmdlthe section by reviewing
process-relational approach that gives (me) nevg toodeal with the environment and

the issues | confronted.

2.1 Reflective practice and sensemaking creatingy @ness
2.2.1 What are they?

Requirements for professionals have expanded acwhiemore complex than before.
Experts work in unpredictable situations, workimyieonments are unstable and the
positions of the people in companies are often aarclin addition to demanding
environment, there are other issues creating wiogyrtin working life. For example,
leadership is not always based on hierarchicaltiposlike before and people might
have no training to management even if they havadanage/lead others. (Tiuraniemi,
1994) This kind of ignorance and uncertainty cacdiesidered as one starting point of
reflective practice (White, 2006).

Reflective practice (also reflection here) is acapt introduced by Donald Schon in
his bookThe Reflective PractitiongiVikipedia). Reflective practice can be associated
with the learning from experience and one charatierof it is explorative and
experimental attitude towards one’s own work areddhject of the work. (Tiuraniemi,
1994) Reflective practice involves the learner adersng critical incidents in his life
(Wikipedia). Self-reflection is also a clarificaticof the situation via an analysis of

one’s own feelings, images and thoughts (Tiuranid:i994).

The context described above is a potential grouod densemaking as well.
Sensemaking is simply what it says to be — makihgemse. To summarize Karl

Weick’s (1997) ideas, sensemaking is increasingnaferstanding that can be defined



in different ways. However, the key is in the ursi@nding. Weick characterizes
sensemaking as putting things in framework, comgméing, redressing of surprise or
construction of meaning. Weick et al. (2005) pomit that sensemaking includes
turning circumstances into a situation that cae#sly understood in words. They say
that situations and environments are talked int@stemce. Sensemaking is an
explanation and interpretation of events, clueswlich people observe in the context

they try to explain or understand.

All in all, it can be said that the reflection aglivas sensemaking create a basis for
professional development needed in contemporank Wiw. Reflective practice can
help an individual to develop himself and sensemgks a way to understand the
world around him.

2.1.2 How to apply them?

The process of reflection describes quite well vthatreflection is all about. There are
different ways to reflect one’s work. Examples ebhk reflection via cases, artificial
situations, introduction to work, consultation e(@iuraniemi, 1994). One way to
analyze one’s own work is to write the situatiorb® analyzed on paper and then to
review feelings and thoughts evoked in that siabmatfterwards. As said by White
(2006), reflective practitioners need to be abletalb stories about themselves. It
should be noted that the reflection can take plduweng the action (reflection-in-
action) or after it (reflection-on-action) and ilated both of these as | analyzed my
work in the live situation during the project anaturally afterwards when writing the

thesis.

One way to perform reflection is presented by Gibiedlective cycle originally

published in “Learning by Doing: A guide to teadhiand learning methods” in 1998.
(Oxford Brooks University, 2009)Gibbs’ reflective cycle guides one to think
systematically about the phases of an experienatirity. All phases presented in
the picture below should be used to compile thkecgbn. Altogether, analysis goes
from the description of the situation and making &émalysis to conclusions and how to

develop based on what has been learned. Even thbigghkind of full cycle is not



used in reflection in this study (at least not eift}y), the main ideas of it can be

recognized.
Description  _
/ What happened? \
Action plan Feelings
If it arose again what What were you
|
|
Conclusion Evaluation
What else could What was good and bad
\-___ Analysis A/

sense can yol

Picture 3. Gibbs’ reflective cycle (Oxford Brookaitkersity, 2009)

If the reflection can be done in action, accordimyVeick et al. (2005) sensemaking is
done retrospectively. They say that sensemakingstplace when contemporary status
of things differs from the expected status or wtienstatus cannot be explained in any

obvious way, which is also the case in this study.

Sensemaking can take place on individual levek @an be a social activity (Weick
1997). This means that sensemaking takes place ialsorganizations. There
sensemaking exists e.g. in the form of construaiingoup’s identity and in forming a
reaction to crisis. It can be said that sensemaisran essential activity in dynamic
and unstructured contexts. (Auvinen & Kosonen 20@6dhis study sensemaking is
done mainly by the researcher when analyzing the-8p process but there were

events in the start-up that included sensemakiag atrganizational level as well.

| used sensemaking and reflection in the analysisip own work, my actions and
their consequences. In addition, sensemaking we when | tried to comprehend the

practices, their relations and their impacts on ém@ironment and vice versa. In



section 2.2 | make a literature review about thetext where | applied reflection and

sensemaking.

2.2 Practices and contextual issues of projecintede working

environment

Projects are an integral part of contemporary wifek There is a notable amount of
literature written about project management. Howeveajority of the literature
describes the context ddirge projectshaving eitherexternal customer, R&D or IT
focus Small and medium size (e.g. budget less than HiomiEuros) internal
business/operations development projects are rarehe focus of research. However,

| was running this sort of project.

In this section | make a literature review dealwigh projects in organizations trying
to highlight aspect in small/medium sized projettsthe first sub-sections | describe
the project-oriented organization as a context ianthe latter part | review briefly

some practices tightly connected to my case.

2.2.1 Multiple projects in organizations

Projects can be the essence of the organizatignsbra small part of its actions.
However, individual projects are rarely isolatednfr other projects. According to
Payne (1995) c. 90 % of the projects occur in mpribject contexts. Since the project-
based operations have increased during recent,yleassume that the percentage is

even higher nowadays.

Multi-project environment can be defined in manyys/éut the profound idea is
practically same for all definitions. For exampéecording to Engwall and Jerbrant
(2003), in multi-project environment there are sal/grojects done simultaneously
and they are utilizing at least some comnresources This means that they are
integrated into a management control and a comrasource pool. For me the multi-
project environment is simply a context where mprojects are done simultaneously

even if there is no integration to any central syst



The multi-project environment is more complex arandnding than a single project
environment from the perspective of the individyabject. Engwall and Jerbrant
(2003) say that the multi-project environment ighty political due to constant fight
over attention, resources etc. Instability also seau conflicts in this kind of
environment (Payne, 1995). Additionally, Zika-Vikéson et al. (2006) point out that
when linkages and integration between projects tard interdependencies increase
they become less predictable. The practices andextorof the multi-project
environment is the key in section 2.2. All issues analyzed from this perspective as

it deviates quite notably from the single projettieonment.

Organizations have many different ways to adapo itite project-based way of
working. One aspect to consider is the structurth@forganization, which has notable
impacts on individual projects. Jolivet and Navd@®96) claim that traditionally two
options for the structure of the organization frproject point of view exist. The first
is matrix organization and the second is projeabrdimation done case by case
through a functional organization. These are smistgithe permanent (non-project)
part of the organization well and are emphasizing tole of the PM as a plain
executer. However, today the matrix structure camiganized to support the projects
efficiently, which means that the power can beegitmainly in the functions or in the
projects. There are also fully project-based omations such as many consulting

companies.

Different structures have specific impacts on ptge For example, according to
Payne (1993), traditional, functionally structuredyanization does not easily permit
cross-functional coordination needed in the pragjed@he impacts of organizational
structure to projects are summarized in picturdt 4s modified from the ideas of
Project Management Institute (2004, 28).

Organization structure

Functional Matrix Project
% PM authority Low Medium High
S’ Resource Low Medium High
&9_)‘ availability
o Budget control Functions Mixed PM
o PMrole Part-time Part-to-full time Full time

Figure 4. Impacts of organization structure on s




Whereas the dedicated project organization is #s fsom the project point of view,
there are notable amount of challenges for projentsfunctional and matrix

organizations. These include e.g. mistrust betwieentions and projects as well as
problems in establishing project teams. AccordiagPaiyne (1993), when conflicts

between functions and projects emerge, projectayawsuffer.

It should be noted that the impacts of the orgditimaon projects are not only
stemming from its structure. Culture is anotherngigant organizational factor
impacting projects. Marttiin (2007) summarizes guitell the importance of corporate
culture to projects. According to hirfgulture is the river and project is a boat't

means that when the culture is favorable for tregept, only ‘steering’ is required,
whereas cultures discouraging team work and cotiparare notable hinders for the

project.

It should be noted that there are also other waysupport projects in organizations
than the organizational structure. One is the ptojpanagement office introduced

next.

2.2.2 Project management office

Project management office (PMO) is a function tsapports the project-based
operations in a company. There is no unanimousidefi of the PMO, but it can be
examined via its tasks. Even though this orgaromali unit may be called with some
other names as well, in this context it is refet@ads the PMO. Based on the ideas of
Wikipedia, Swift (2009) and Miranda (2003) | congalla short list of the tasks that
can be addressed to the PMO:

* Management of the company project portfolio (pdidfenanagement in more
details later in this section), including e.g. i@®® planning, inter-project
coordination, project cost and benefit estimatiod documentation

» Definition and management of project managemenhaustiogy

» Providing services, assistance, tools and traitorgroject management

The PMO can be set up at the enterprise level,nbasi unit/department level, for

special purpose or at any level with a need todioate multiple projects (Miranda,

10



2003; Wikipedia). In picture 5 there is one exampighe place of the PMO in the
organization. It represents the matrix organizatwhere project managers are
reporting to the PMO and resources are owned bgtiiums. The basic idea is that the

PMO is independent from the functions it works with

Senior management

. ' Project office “ Line crganization Line organization Line erganization
E N manager ,/ RaEE 1 manager 3 manager 3
i N .

i i AT .-

! ;

H

H . ,

! Project sponsor k- - - - - Project manager k- - - - I;IIOJectIBsou:\ce L ______________gll'.opctreso‘u:ce

L]

!

H

i

L]

Proiect e Project 1 I Project resource Project resource
roject sponsor ect manager 29 - a3,

Picture 5. Example of PMO reporting relationshifgiranda 2003, 46)

However, even if the essence of the PMO is to suppe projects and the PM in
organizations, the PMO and the PM may also encowtusflicts. As the PM has
project level objectives, resources etc. and th€®OFMs to manage these same issues
at the company level, they may have contradict{&hdl, 2004). The PMO needs tools

and practices to perform its tasks. In the nextizedtwo essential ones are introduced.

2.2.3 Portfolio management and project management @hodology

In the multi-project environment companies try woinate the projects they run.
Project portfolio management is a way to do thid &nis a key task of the PMO.

However, there are two definitions that are noadieseparated in the literature, but
that are essential to understand. Lycett et aD4Pbave made a good definition for
the otherProgram managemeis defined asihtegration and management of a group
of related projects with the intent of achievinghbfits that would not be realised if
they were managed independeritiportfolio managemenipn the other hand, is the
management and coordination of the whole projedf@m of a certain unit such as a
company or an R&D department. In Wikipedia projeeitfolio management (PPM) is
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described‘as methods for analyzing and collectively managangroup of current or
proposed projects based on numerous key charattstis

Lycett et al. (2004) say that program managementiras a connection between
organization’s strategy and project deliverablésan be seen that the same applies
even better for the PPM. In addition to this, thgeotive of the PPM is to determine
the optimal mix and timing of (proposed) projectsile paying attention to constraints

stemming from the company or from external facfvikipedia).

One important task of the PMO is to develop, mangnd apply project management
methodology to the projects in its portfolio. Tlésone way for the PMO to exercise
its power and to keep the projects in the portf@@mparable. There are notable
amounts of different types of general/commerciathadologies developed including
e.g. PMBOK and PRINCE2 which might serve as the basis of the developroént

companies’ own methodologies.

Earlier stated fact claimed that when a companyahaartfolio of projects, they should
be managed with a common approach (Payne & Tulf®99). The benefits include
e.g. comparable reporting, consistency, continoftproject documentation and more
efficient resource allocation between projects.afikktorsson et al. (2006) point out
that such practices provide also means to suppojégi participants as well as the

company to manage “similar” projects more easily.

But standardized project management methodology haaye some down sides as
well. For example Zika-Viktorsson et al. (2006) eathat methodologies can become
a burden if they are too bureaucratic. This mehas the balance between too many

and too few routines is something to aim for.

Different views exist on how the balance can bechied. A liberal approach is
presented by Jolivet and Navarre (1996). Accordinghem, a selected part of the
projects should be managed individually based dg some “meta-rules” and with

high degree of power on the PM. In their concemjqut teams should be formed

! PMBOK is a Guide to the Project Management Bodiméwledge published by Project Management
institute.

PRINCE2 (PRojects IN Controlled Environments) isjpct management methodology originally
designed for governmental IT projects in the UK thatt is currently in public use.
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based on self-organization. According to themttali would free the time of the top-
management on other issues than project controlirerdase the speed of decision
making as the PM has the mandate. This would atswedse the need of central
services such as the PMO. This approach would frecesly suitable for complex and

changing environments.

Also Payne and Turner (1999) claim that projecechebetter results when project
management procedures are tailored based on psijsttype (e.g. R&D, system
development or organizational change) and resonesds. They also claim that
common methodology serves most likely (typical) med sized projects the best.
According to them, small projects cannot endurehiine@aucratic procedures where as
larger projects are more complex and versatiledandot meet the characteristics of a

typical project.

All in all, common project management methodologyd grocedures have clear
benefits, but they cannot be too strict and dedaile order to prevent the negative

impacts on versatile projects.

2.2.4 Focal project stakeholders

Project stakeholders are the people or group oplpethat have either interest on the
project or may have (positive or negative) impaettbe project. In this section |
review the roles of two essential stakeholders meetd in practically all
contemporary project literature i.e. the projeaesing group (committee) and the
project sponsor. The focus is especially on thespothat is normally a chairman of
the steering committee. In addition, their relasioip to the project manager is

analyzed briefly.

It should be noted that research done on the sutsstaf the sponsor role in projects is
limited (Kloppenborg et al.,, 2009; Helm & RemingtoB005). In addition, the
interaction between the sponsor and the PM isyaebalyzed (Helm & Remington,
2005). However, some recent studies have emphatiieeanportance of the project

sponsor’s role in the project success, and in stiraee is an analysis about how to
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deal with unsuccessful project sponsors (Kloppemtmral., 2009). All in all, these

issues are essential to understand when considéengork of the PM in projects.

Role of the steering group

The main governing body of the project is the prbjsteering group (steering). It
might also be referred to as the steering groupjept board, project management
group etc. The steering group usually consistshef key people representing the
different interest groups of the project includiegy. the business owner and the
delivering organization (PM Hut, 2009; KettunenQ3)

Kettunen (2003) notes, that larger projects aremadly the ones supervised by the
steering group; smaller ones may be governed oglythe PM and possibly the
sponsor. In many cases a large steering is formedrder to have an effective
communication with all respective stakeholders (®n, 2003). However, having a
large group contains also some risks such as sloeeision making. In addition to
communication, some approvals, ensuring the pr@eagress and cooperating with
the PM are the tasks of the steering. Altogethes, role of the steering is not as

eminent in the daily project work as is the roldélef sponsor, which is reviewed next.

Role of the sponsor

Among the most crucial roles in a project is thejget sponsor (sponsor), also called
executive sponsor. The role of the sponsor candweed from different perspectives.
E.g. Kettunen (2003) starts the definition from fmeject ownership. According to
him, every project must have an owner. The ownerthis person taking the
responsibility of the project deliverables aftee throject closure. In many cases that
person also proposes the project in the first p(&eppenborg et al., 2009; Miranda,
2003). That owner is the project sponsor. Howetrer,sponsor role is not that simple

and can be reviewed more extensively via the tabkse sponsor.

The role of the project sponsor normally consisfs tlee multiple tasks and
responsibilities and can vary between projects @ganizations (Crawford & Brett,
2001). Based on the ideas of Berrie (2008), Kloppen et al. (2009), Crawford &
Brett (2001), Miranda (2003), Melymuka (2004) andlrd & Remington (2005) |

have summarized some of these. As stated abovespbasor has the overall
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accountability of the project and the sponsor @esia direction to the project. In
many sense the sponsor is also an enabler forrtfjecp by providing connections
between the project and the organization, fund$figa support, power etc. This
should be realized e.g. when having a project fipethallenge mentioned by Jolivet
& Navarre (1996). They note that most of the decisiin the project environment are
multidisciplinary and multifunctional, which pushélse decision making up in the
organization. It means that decision making may takot of time and in that case the
sponsor could speed up the process. In additiensplonsor is the closest partner of
the PM during the project by guiding, providing pogt, motivating and solving issues
with the PM. All in all, the sponsor ensures thecass of the project for the

business/organization.

According to Crawford & Brett (2001), the need bEtsponsor stems from the fact
that not all PMs can be part of the company semanagement and the sponsor
maintains the link there. According to Kloppenbetgal. (2009), Englund and Bucero
have said that the sponsorshigascommitment by management to define, defend, and
support major activities from start to finish."”These emphasize the key task of the

sponsor as an “enabler”.

Kloppenberg et al. (2009) say that the role of $pensor is most important in the
initiating phase of the project, which can be vedfby looking at the tasks of the

sponsor. Many of the tasks are most relevant dahagtart-up of the project.

Even if the substance of the sponsor role and tbek wf the sponsor are hardly
studied, there are some notions about issues impaitte success of the sponsor in
his/her tasks. According Crawford & Brett (2001)e thigher the role of the sponsor in
the organization, the higher is the probabilitytted project success. On the other hand,
Kettunen (2003) says that it is essential thatsih@nsor is genuinely interested in the
project, which makes him/her to focus on guidingdn top of all, the projects take
place in a complex environment with multiple neefishe stakeholders. The sponsor
needs to have the ability to comprehend this. (efadll., 2003)

The failure of the sponsor may originate from deficies in the abovementioned

areas. For example according Helm and Remingto@5Rih some cases the PM had
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to simplify things too much for the sponsor, whidlstorts the complexity of the

reality. As a result, when the sponsor is not ss&fte in his work, it might be that the
PM must compensate the poor work of the sponsoweder, it should be noted that
part of the lack of the sponsor’s support may stem the culture and structure of the

organization. (Helm & Remington, 2005)

All in all, the roles and responsibilities betwete sponsor, the steering and the PM
should be clearly agreed at the beginning of thgept. This includes reporting,
giving/getting feedback and support etc. This wéyttaee are contributing to the
success of the project in an optimal way. In thgt reection | review one specific
practice the PMs have to do in their projects whheesteering/sponsor may need to

participate.

2.2.5 Issue selling

In the project world many activities are inter-ftinonal and the PM must be able to
work with people from multiple functions and opéwats. One of the most challenging
tasks is to sell your own ideas, goals, methodstetteaders of different functions in
order to ensure adequate support and collabordétmn them. The support is then
realized e.g. in the form of “resources”. This refeanainly to working time and

knowledge input of experts. It is clear that mamag&fering resources to projects
evaluate what they are gaining from the activitysus how much they should invest in

it. This is where the PM needs to be convincing.

Jane Dutton et al. have written quite extensivédgua issue selling. Even though in
these articles (1993, 1997, 2001) issue sellimtefed as an activity of getting ones
issues on the top management’s strategic agend@ssunes are further distinguished
from projects, there are very interesting analogiethe project world as well. All in
all, it is clear that selling issues and getting@ion precedes change in organizations
(Ocasio 1997, Dutton et al. 2001).

Issue selling can be characterized as a two stegeps. First the “issue seller” has to

get the management’s attention and time and tharttvem on his/her side. (Dutton et

al. 1993) Naturally getting attention depends alsmther things and not just on issue
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selling ability. Ocasio (1997), for example, prasemne model on focusing attention in

organizations.

After getting the management to listen to you, eéhierstill a need to get them to agree
with your ideas. Dutton et al. (1993) indicate tbat aspect explaining partly what
issues become strategic i.e. important from theagament’s viewpoint is based on
social problem theory. It states that when manypfe¢n the organization) claim the

importance of an issue, it becomes important avsdHe top management. Naturally

there are numerous other arguments the PM careuti well in selling the issue.

Also the PM himself impacts the issue selling psscand its outcome. Dutton et al.
(2001) present categories of knowledge the PM nwaxe for lack, which condition
issue selling. Relational knowledge answers questike “who in the organization
knows about this”, “who is affected”, “who might jebt it” etc. Normative
knowledge, on the other hand, is about the daganaents and protocols related to the
issue. Strategic knowledge is about the organiz&ticstrategy, goals etc. And
relational knowledge helps the seller to talk woople and present things from their
viewpoint. However, Dutton et al. (1993, 2001) pgoout that the organizational

context affects notably on how to justify your idea

It should be also noted that issue selling migheben somewhat unethical at times.
E.g. Kunda (1992) has noticed that in some casesst required to give unrealistic

expectations to management about the project ierdadget it started.

In addition to succeed in issue selling itself, tDatet al. (1993, 1997) emphasize the
implications that a successful or unsuccessful ggecmight have on the seller's
career, credibility, image etc. They also point that it varies notably (due to many
reasons) whether a seller is more concerned abwis amage or the success of the
company. However, the significance of that phenameda questioned in the article of
Dutton et al. (2001).

All in all, issue selling can be summarized in thespects. There are things (moves)
the PM can do to make the issue selling procese rafficient. In addition to those,

there are internal and external factors in the mimgdion impacting the outcome.
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Personal characteristics of the PM also impactsinecess of issue selling. But in
general, the PM should get support from the stgeaaimd the sponsor in selling issues.

In section 2.2.6 | present one of the challengasréguires successful issue selling.

2.2.6 Resourcing

Getting resources for the project is one of thetrmoportant tasks of the PM. But it is
rarely a simple and straightforward issue. As staggy. by Hendricks and Kroep
(1999), the allocation of people in the multi-pegjenvironment is often difficult and
faces a lot of problems. Resourcing is one of tlestnobvious practices in project

start-up where the capability of selling issueepuired.

Empirical research regarding the allocation of meses in the project environment
exists. However, it often explores a situation vehgome resource pool exists such as
in R&D organizations (e.g. Hendricks and Kroep, 99%r where organization
structure is somehow supporting project-based dpesae.g. by matrix form (e.g.
Jolivet & Navarre, 1996). How to get resources ifuactional organization is more
seldom studied. This section presents a review takdwo are involved in the

resourcing of a project and what kind of issuedifams impact this activity.

Stakeholders involved in resource game

Depending on the responsibilities of the projecttip@ants, the key role in the
resource game is held either by the sponsor oPMeWhen acquiring resources, the
PM (or the sponsor) has to negotiate with functionanagers, process managers and
other project managers as any of these may havenes (generic or some particular
one) needed in the project. In addition to in-houssources, there is naturally a
possibility to get outside resources such as ctersisl and other sub-contractors

working for the project if the project budget alloit.

In addition to the abovementioned, the PMO is da&eholder to be involved in the
resourcing of the project. In many cases the PM©demeric resources to allocate to
projects or at least it can coordinate resourceatém in other functions. As stated
earlier, common methodology for managing all prtgen the portfolio enables good

resource management (e.g. Payne & Turner, 1999)inAall, in many cases the
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primary challenge of the PMO is the prioritizati@f the projects and resource

allocation to those as no excess resources arableajEngwall & Jerbrant, 2003).

Issues and problems impacting resourcing

As stated, resourcing is one of the most challentasks of the project manager. One
very eminent and often mentioned issue is the ggastresources. There are multiple

reasons for this. As Kettunen (2003) says, it ofieginates from the situation where

people have daily routines they have to do (in tidito project work). On the other

hand, resourcing problems in the multi-project semwunent may stem also from poor
project scheduling or commitment to too many prgeat the same time (Engwall &

Jerbrant, 2003; Payne, 1995). In general, in thiki4moject environment projects are

pursued in parallel with same resources in ordeptimize resource usage leading to

the lack of them in many cases. (Zika-Viktorssonlgt2006)

Issues and challenges related to getting resouorea project are in many cases
connected to the structure of the organization.example Jolivet and Navarre (1996)
claim that in traditional functional organizatiothe PMs have very limited power over
resources as described also in picture 4. All invathen the project-based operating
model is visible in the organization structure grecedure of acquiring resources is

much easier for the PM.

Projects get resources partly based on their impo&. How projects are perceived, is
a multi-dimensional and problematic issue. Accagdim Payne (1995), the size of the
project normally determines how the importancehaf project is seen. On the other
hand, the PMO has means to rank and evaluate tijects. In addition, there are
issues such as attention focus impacting this. &fbeg, resourcing is not an objective
and well-defined procedure in all cases, which eauproblems to the PM and

eventually also to the company.

2.2.7 Motivation and commitment in projects
When resources i.e. people are nominated for thgegir people need motivation and
commitment in order to perform in optimal way. Thdses not concern only the

project team but also the sponsor, the steeringran&M.
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Projects have some inherent properties which mia&e tunique from the motivation
and commitment perspective. It starts from thetpwsof the PM. Hendrickson (2008)
says that the PM creates the commitment of the teaongh a combination of formal
authority, reward and/or penalty power, expert polehen perceived to possess
special knowledge or expertise) and attraction powi@ personality. The first two
depend on the organization and its culture reggrgirojects whereas the last two
depend on the PM himself. The last two are pralyisamilar to line management, but
the first two are fully project related issues. fidiere the PM might or might not have

tools to motivate people in this respect.

Project context specific issues in motivation magns also from the project team
members. Kettunen (2003) writes that motivationhhige quite easy for people who
do not do projects as their daily work. For themj@ct work brings variation to daily

routines. But as Kettunen notes, it is extremelponant that people are willing and
motivated to participate in the project work frohetbeginning. However, that is not
always the case as people might be allocated fegiraork they don’t want to do.

According to Maturo (2008), there are simply someegde in projects that cannot be
motivated and they should be forgotten. But howgtmre people, if they are the only

ones you have?

People in the project team may have notably diffetgackgrounds. As Kettunen
(2003) and Otterholt (2009) point out, the PM mashsider differences in people
participating in the project. This means they hawebe supported, directed and
motivated in different ways. It is stated in mamickes and books (e.g. Boyer Smith,
2009; Thizy, 2009; Kettunen, 2003) that the rolad aesponsibilities of the people
should be clear in order to keep them motivated @mdmitted. This is stated by all
mentioned above, but what they emphasize aftenvtinags. Kettunen (2003) says that
allocating people to tasks they prefer in the mbjand changing the areas of
responsibility during it might motivate people (esfally people that do projects as the
main content of their work). Otterholt (2009) salat people should be allocated to
tasks related to their expertise. Boyer Smith (2008 the other hand, states that the
PM should be confident that people can do whakjmeeted from them. According to
Thizy (2009), people should also be aware of whdheir contribution to the project,
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why are they on that task, how they benefit fronantd what is the purpose of the
whole project. All in all, clarifying the issuesoamd the tasks of the people is essential
for motivation even if allocating them to optimalsks is not always possible due to

predefined resources.

Good communication and interaction among the ptdgam also creates motivation
and positive atmosphere in various ways. Nordgestal. (2004) indicate that
promoting emotional ties impacts the effectivenekshe team. In their article they
also refer to Guzzo et al. that have elaboratedeima potency in article “Potency in
groups: Articulating a construct” in 1993. Potensya collective understanding that
the group can be effective. When a team has thenpgtthey are committed and

willing to work hard.

In addition to the issues related to human relatiqus, there are other project related
factors impacting the motivation of people whiclke tAM can impact. For example
clear, established and challenging project goassamething which motivate project
members (Nordqvist et al., 2004; Zika-Viktorssorakt 2006). According to them, it
is essential that the team members share the \adiont the project’s goals. This can
be ensured partly by letting them participate ia foal setting. Participation in the
planning is naturally motivating and increases twmmitment of the project
stakeholders. In addition to project team’s pgption in the planning, Kettunen
(2003) suggests that the project plan should beoapd by the steering to increase

their commitment to the project.

All in all, there is a notable amount of ways in igéh the PM can impact the
motivation and commitment of people. Some projgetctic ones are presented above

but naturally there are numerous “generic” manajé&sues as well.

2.3 Process-relational thinking explaining theitgal

The contexts and practices presented in sectiona@®2in a constant change and
connected to each other. This leads to the situatioere stable, normative rules and

“truths” of the project-oriented working environmerannot solely explain the reality.
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In this section | present the concept of proceksiomal thinking which brings a new

viewpoint to the previously presented issues imtiodti-project environment.

Contexts and people in process

In this study | analyze how certain things evolwgrinlg the project start-up. One
possible approach is to consider them as proceblisgarally the term process itself
can be defined in many different ways. Pettigre®@9{@) thinks that Van de Ven's
definition “a sequence of events that describes how thingsgdeover time”is
something that fits the purpose when analyzing riggdions in longitudinal studies.
Even though there were two other definitions int tharticular article, according to
Pettigrew this is the best. His opinion is basedtenfact that this definition views
how an issue or entity develops and changes ower.tWhen Pettigrew defines a
process, he also adds the context i.e. how thiegsldp over time in a structured and
institutional environment. This emphasizes the fHwt processes should not be

studied in isolation of the specific context.

| use the concept process in describing how and thinygs evolve as they do.
Therefore, a distinction must be made to the canoéprocess that entails only the
idea of “input-transformation process-output”. he tearly days of the process research
the focus was on this sort of mechanistic inpuepss-output model, so called
variance theory. Today the process itself i.e. gw/ things change is a research
object itself. (Van de Ven & Huber, 1990) Even tgbwoth concepts contain the idea
that the process has some inputs and generates catpets, the development of

things is the research object here and outputsasare not analyzed.

| emphasize the profound idea of the processes usethis study by linking
Pettigrew’s (1997) descriptions such as becominggrging, developing, transforming
and decaying into the process. According to hindeulying mechanisms which drive
the processes are things that a process reseatutield ook for. He points out that
these can be directly observable or hidden in dmext somehow. Understanding the
sequence and the flow of events over time is ai@rwequirement for the process
scholar. All in all, Pettigrew notes that the dnigiassumption behind process thinking

is that the social reality is not a steady state.
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Analyzing processes from this perspective contamse issues to be solved. Even
though Pettigrew (1990) looks at the process rekeftom a somewhat different
perspective than | do in this study, he pointsrelgvant questions also for this report.
“When does the process begin and end? When is firepgjate moment to make
assessments about outcome evaluatioA®tording to him, there is no clear answer
for these, but it should be remembered that theisgoof the research from this
perspective defines what changes are observed @ndhey are explained. For me
this means that | must interpret issues beforelll kmow how everything ended. To
help partly to solve this dilemma | also use obatons which took place after the
actual temporal scope of the study. These obsenatire presented as footnotes in

my story.

Processes in context

As pointed out, the processes cannot be studisdlation. As Pettigrew (1997) notes,
the social processes are deeply embedded in tbeiexts and the processes impact
the context like the context impacts the processesn example, Pettigrew introduces
matters such as traditions or technological comemmiti: which might constrain the
processes but, on the other hand, processes nlightteachnological strategies or
corporate cultures. Therefore, when e.g. the dewedémt of the corporate culture can

be seen as a process, it can be said that thesgaxcare impacting each other.

It is impossible to list all different aspects tietcontext that should be taken into
account when analyzing processes. However, ong ttlmse to this research which
Watson (2006) points out, is that people are ndy aiserving and interpreting

organizations but they are living as part of it amaking it what it is. This is especially

important to understand in this study as | am phtte research object myself.

Process-relational thinking explaining the reality

As explained, things evolve as processes and sudegses should be studied in their
contexts. Process-relational (in this section Piking is one approach to put process
analysis in the context. Based on the writings @ttifrew and others, PR thinking is

defined by Watson (2006) as a way of understantiag human beings and their

social arrangements are always developing i.e. genér It means that they are not

fixed entities and are relational, meaning thetix relation to others. In PR research
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as such, the focus is ohdw things happen in practice, when people comethay’.
Even though Watson’s definition is about humans soaal arrangements, analogical
thinking can be applied to organizations and wagkpractices.

PR thinking is challenging the systems-controlt{irs section SC) thinking to some
extent. According to Watson (2006), the PR wayrafrfing reality is more useful than
SC thinking even though he points out that “the sneot right and the other wrong”.
SC way of thinking can be characterized as theittomdl way of looking at
organizations. From this perspective the orgaromais seen as a system taking inputs
and making planned outputs. It works as it is desigto work; it is controllable and is
producing outputs it is designed to produce. (Wa@06) This has a clear analogy to
the variance theory process analysis. It shoulchdied that there are inputs and
outputs also in PR thinking, but the processestthasforms inputs to outputs are in

constant change and PR thinking focuses on howghshange.

In the table below, there are some selected ideams YWatson’'s (2006) presentation

about the differences of SC and PR ways of frarongginizations and people.

Table 1. Comparison of systems-control and procefsdional ways

Organization People
Systems-control Process-relational | Systems-control Process-relational
Own entity Relational Individual entity Relational beings

phenomena
Based on design Emergent patterns  Fixed personaljtEmergent identities
Rules and Reason and . L Rational t_hlnklng
. Rational thinking | and emotional
procedures emotion
encounters

Clear differences between the SC and the PR thgn&am be noticed. First of all SC
looks at organizations and people as isolatedientithereas PR looks how they exist
in the context. Secondly, SC looks at organizatiassfixed, stable and designed
entities, whereas PR sees them developing congtaatl they are in emergence.
Thirdly, from SC point of view people and organiaat are totally logical and work
as instructed, whereas in PR point of view emotiars brought to organizational

encounters too.
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As pointed out, the profound idea of PR thinkingthat processes are in constant
change. According to Watson (2006), one reasorihigris the multiplicity of goals
organizations entail. In SC thinking, an organimathas one or several predefined and
aligned goals. However, according to Watson, omgtiuns have multiplicity of goals
leading to constant change. In fact they are trasgof different coalitions of people.
It should be noted that according to Watson (2066)anizations cannot have goals,
only humans can. From his viewpoint, organizatiexist only s arenas for performing
a task, such as making elevators or educatingrehildrhis would apply to projects as

well. It means that people have goals and the prbjas tasks to meet those goals.

Thus, according to PR thinking, organizations mayeha multiplicity of goals, which
are actually the goals of the people (or groupexdpbe) involved in the organization.
As there are many people, organizations ultimatelgtain controversies as people
have their individual goals. These controversies! [®d emerging processes. Therefore
one aspect of PR thinking is to look at constamthanging relationships in the
organization which help and hinder in performing task the organization exists for.
(Watson 2006)

In addition to the “goals” of the organization theare goals for organizing as well.
According to the PR view, the goal of organizingdsreate a productive cooperation
in order to do the task defined (Watson 2006).He SC approach cooperation is
thought to exist in organizations automaticallythe PR approach, on the other hand,
this is something that needs to be worked for. Mig&ans to achieve this include e.g.
issue selling, negotiations, bargaining and pefsnasn my mind the definition of
organizing should be used broadly (not only changebe company’s organization)
so that it covers many different aspects usedyingdrto affect the processes creating
the required outputs.

Linked to everything stated above, PR thinking ailscludes the idea of limited
control in organizations. It is partly stemmingrfrdhe idea that control exists between
humans and no human lets the other to have 100rfot@ver himself or herself. It
also entails the idea that the control is achiewga negotiation, persuasion,
manipulation etc. as well as via official rules gm@cedures. (Watson 2006) Even

though in some cases it may feel that the organizabtakes one do something and the
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organization is bureaucratic, there are always leeophind the rules. These people are
exercising their power and control over others. {8a 2006) This aspect can be
clearly seen e.g. when discussing about the resguand the performance of people,
but also when discussing about the applying ofsrtdedifferent cases.

In chapter 2 1 first presented such conceptuaktasl reflection and sensemaking that
help me in comprehending the research object. Alfigir | reviewed existing literature
about the research context and some practices. afhié last part of the section
provided a new aspect to the context in the forrprotess-relational thinking. In the
next chapter | present the methodology | used énftbld work and in the analysis
phase of the project.

26



3 Aspects of methodology

Doing the research requires knowledge about relseaethodologies and issues alike.
The relevant ones for this study are reviewed i $kction. However, they are not in-

depth analyses about the topics but representitw t did it” aspect.

3.1 Ethnographic research

This research is an ethnographic one. When we aking about intensive case

studies, we are already quite close to ethnogramsearch (Eriksson and Koistinen,
2005). Ethnographic research itself is an esseptal of anthropology where it is

stemming from. Ethnography is a methodologicaltsgy used to provide descriptions
of human societies. As a methodology it does nesgibe any particular method (e.g.
observation, interview, questionnaire), but instgaelscribes the nature of the study
(i.e. to describe people through writing). (WikipedField study is often used as a

synonym to ethnography in some contexts.

Vered (2000) defines ethnographic researcteagerienced as performed rather than

just communicated in dialoguelt means that ethnographic research is “livedpad

of the community. When collecting data ethnographmarticipate in peoples daily

lives for an extended period of time. They watchatvhappens, listen, ask questions
etc. The basic idea is that people are observedein daily context rather than in a

created atmosphere. Data collection is quite infbrifHammersley & Atkinson, 2007)

What | did was very close to the descriptions abdl@wvever, one distinction can be
made. Whereas stated above that ethnographerariygarticipate in the community
they study, | can actually say that | was parthef tommunity. That helped me in one
essential characteristic of this sort of study, ckhis that the researcher’s personal

relationship to the research object is a key igsumaking findings and observations.

3.2 Case study

This research is an ethnographic one, but it is alscase study. As Eriksson and
Koistinen (2005) state in the title of their boaase studies vary a lot. In some case

studies the objective is to create a theory orndeustand issues more extensively
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(instrumental or collective research). Yet, there studies which focus on the case
itself and consider it valuable as such. (Eriksaod Koistinen, 2005) Sometimes case
studies are criticized as their results cannotdrgernlized, but it should be noted that
this is only one objective of research. As Eriksaad Koistinen (2005) point out, the
strengths of case studies can be seen when studgimglex and changing entities.
Many corporate world development projects are thea, just like my case. It means
that a case study might be practically the onlyampivhen a deep analysis of the target
is needed.

It is commonly said that the goal of a classicalecatudy has been the making of a
thick description or a good story. As Eriksson &mistinen (2005) summarize it, it is
considered that creating a good narrative (stosytheory making itself. This is
justified with the viewpoint that for understandihgman activity it is important to
find connections between issues, to define entit@® pieces and to understand the
world around us by doing this. This means thatdbee of a case study is not just an
isolated description of a case. This is one aspet¢tow | see my study contributing to

science as well.

Thus, case studies may have different objectivesscbptive study and causal
explanation are two of which are close to eachrothe make a distinction between
these, the causality is more about why things happgeereas the descriptive study is
about what and how. (Eriksson & Koistinen, 2005)sT$tudy has both aspects even if

the descriptive side might have more emphasis.

3.3 Observing

When doing a case study one has to observe thetivgj€in most of the cases). At
least in my case observing is the key data cotlaamethod. The role of an observer
and his relationship to participation is discussedhe booklet of Laitinen (1984)
based on Junker’s well known typology. Four différeoles are described starting
from a complete observer to a complete particip@atween these two are the roles of

an observer-participant and participant as observer
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My role in this study is somewhere between the tipgant as observer’” and the
“complete participant”. In practice this means tha role is not hidden but some
people did not know about it. It also means thanl part of the daily activities in the
research object and have an access to informatémounal and informal channels
like discussions. Pure “complete participant” rel@s not the case as my identity as a
researcher was disclosed when asked or otherwtsmrigeapparent. In my mind the
benefits that | had when doing the research waa, thwas already part of the
organization and | did not need to learn any rolbd a part of the “culture”. | also had
a role which enabled my observation from all refgvaiewpoints to the research

object.

Therefore, in this research | clearly have twosole am the project manager i.e. the
object of the research, but at the same time IFmobserver/researcher analyzing the
project. In addition to these, | see some aspdcisreflective practitioner in myself,
meaning that | try to analyze my own work as weld dearn from it. This third role

positions itself somewhere between the first twego

3.4 Writing

How to write an interesting story based on an eghaghic research is one of the key
issues in making an interesting study in this aatggKirsi Korpiaho (2009) has
written an article about it. Her article contaimsn® very useful points. She says that
when writing about your own community, you shouid to see things from a new
perspective and to make it interesting. Korpiatgislithree tactics which help in
looking at things near and, on the other hand,ethaetics which help in looking at
things from a distance. One approach to get distéamche issue is to use (scientific)
concepts in writing, which | utilized in the anal/ghase. The other approach, which
is slightly broader, is to build a sort of framewaround the issue in question. On the
other hand, if one wants to come closer to theeisswitable tactics include e.g.
reflecting your own work and analysis, looking hings from different perspectives
(e.g. as a new recruit or as a packaging expedwaite about your own feelings and
experiences. | utilized all these three tacticsictvitan be seen in the story as well as

in the analysis.
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3.5 Research ethics

Research ethics is something that needs to be dmmesi in every research. A
researcher must keep in mind that the researchrauigsose any threat to the person’s
self esteem, career prospects etc. Issues relatpdviacy must also be considered.
(Auvinen & Kosonen 2006) Koskinen et al. (2005)maut another ethical dilemma
linked to the observation approach presented abbvat is the researcher’s identity
i.e. whether it is explicitly announced or not. Aoding to them, the identity should
not be hidden even though it sometimes decreasea®liability of the research. In this
study, | have not explicitly announced that | anindaresearch. On the other hand, |
have not denied it either, so some stakeholderghef project might have the
understanding what | have been doing. However nitcsee that as a big issue as the
project work has taken the attention of the stalddre and my research has not been
constantly on their mind. All in all, as | have their asked permission to do this study
explicitly nor have discussed with the people iweal, | will disclose neither the
people nor the company as a part of this studynyrmind such distance taking is not

hindering the interpretation made by me of the gsses under study.

3.6 Subjectivity

This sort of study is naturally somewhat subjectaved the subjectivity is actually a
key issue for some parts of it. This approach Hadoois issues with objectivity.
However, Saija Katila and Susan Merilainen (2008spnt some positive aspects
about the research methodology where you are thiectuand the object at the same
time i.e. you study your own work. They name issileésaccess to discussions which
are difficult to participate otherwise, you undarst and know people and you can put
things in context. They also point out that thist €6 research can be objective but at
the same time it can present a reliable picturesatsality. This is what | aimed for as
well, but it should be noted that some parts of iésgearch are clearly my view on

things.

3.7 Grounded theory methodology

Grounded theory methodology (GT) is a process lthadsely follow in my research,
as mentioned in the introduction. Grounded theefgrs to a process where a theory

or a hypothesis is derived from the empirical daséead of using deductive reasoning
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and existing theories (Glaser & Strauss, 1967)eBam Wikipedia, GT does not seek
the truth but aims to conceptualize what is goingand as Martin and Turner (1986)
put it “...goal is to represent conceptually whatadegflect empirically”. Saaranen-
Kauppinen & Puusniekka (2006) emphasize the firglioigpractical level logic in the
material. All in all, the general goal of GT is rtottest existing theories, but to create
new ones. However, in this research creating aryhiemot the key goal. | just utilize

the process and steps to analyze the data andiévstand the observations | made.

GT can be used in various contexts. Martin (20@3psghat GT is usually used when
making subjective/emic (i.e. participating) resdéarEven though Martin is writing
about studying organizational culture, it is venabgical to this case. On the other
hand, Martin & Turner (1986) point out that comptes, which e.g. organization
research contain, can be analyzed well with GT.ofding to them it is especially

useful in case studies.

GT is widely discussed, developed and analyzed odelbgy but the researchers are
unanimous (Saaranen-Kauppinen & Puusniekka 200®@tefore the steps to utilize it
and the emphasized issues vary between researtimenge formulated the following
steps of the GT process based on the followingcssurMartin & Turner (1986),
Molander, Koskennurmi-Sivonen (2004), Saaranen-iKagn & Puusniekka (2006)
and Wikipedia. The names of the steps can varydmtvwhe sources and not all steps
are emphasized alike:
1. Making of observations: Saturation principle is alufollowed, thus data is
collected until it saturates.
2. Open coding (first stage of coding): Observations eoded, rephrased etc.
hence they can be followed up and understood later.
3. Axial coding or selective coding: Observations amdassified to
concepts/categories. These are still somewhateabstr
4. Selective coding: Finding relationships betweenegaties. Possibly also
finding the core category — the most importantiarthing other issues relate
to.
5. Making theories.

6. Comparing theories to existing ones and the rekdaaicl
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As stated previously, my goal was not to create tieeries and therefore my focus in
the described process was in the steps 1-4. Theegsatself is iterative as e.g. the
concepts can be merged, renamed and modified cddéstion can be continued after
entering the next steps etc. When continued th/sisanoves towards a higher level
of abstractivity and a theory emerges from relaiops between categories. All in all,
applying the GT methodology is not a straight-fordvg@rocess that goes similarly

every time.

When applying the GT, some fundamental and usefues should be noted. These
issues are modified based on the same sourcegdd$anghe process steps. First point
is that all observations are data. This covers oy interviews and traditional

observations but anything that helps the reseatohgenerate concepts.

Secondly, an open mind is essential when forming cencepts and theories. Some
researches even say that no literature reviewslglbeudone prior to analysis, but the
opinions differ regarding this. All in all, the ditature should be read during the
research process in order to understand what headgl been coded and generated,
but this should be done only in later stages ofptfeess partly due to the fact that in
the beginning it is impossible to say what sorfindings emerge, thus what literature
to read. This leads partly to the fact that theaesh question is more of an end result
than a starting point. Even though the researclstoques were somewhat familiar to
me in the beginning of the project, | neverthelesad the literature after collecting
empirical data.

In this chapter, | have presented relevant mettoggicdl issues and approaches related

to this research. The aim was to highlight howplega these general rules of research.

After this it is time to move on to the issue ifsethe next chapter contains my story.
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4 My story and the context

So now we are going to see my world. In this chaptfiest describe some relevant
issues about the background of the project. Aftat ttell my story in order to create a

picture about what | experienced and did duringfimsy ten months at this workplace.

4.1 Background of the project

In this section | briefly describe some issues Whielp in understanding my story.
Organization of the company, project managemenhaouetiogy and the project itself
are introduced briefly.

Organization of the company

The organization of the company is somewhat amhigublowever, it is essential to
understand some relationships of different funationthe organization in order to get
a full understanding of this study. Simplified ongeation of the company is depicted
in the picture below.

| Product
category
Manufacturing and
Product — supply to all product
N categories
e _ .
category i Packaging
Geographical Geographical Geographical Sourcing
Area Area Area
l l | —| Function xx
| PMO ——1  swpon | :

| Support |——| Support |

o |

Picture 6. Organization of the company and the platsome key functions in it.

Organizational key issues to notice include:

* Global development (GD) is a support function un@&O. The GD manages
company’s project portfolio (excl. R&D projectsei.the GD is company’s
PMO
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« Company-level process owners (process developnesponsibles) of the
manufacturing and supply area are located in thef@iotion, which creates
one additional matrix organization aspect

» Technology is a function on the same level in thganization as the supply
and manufacturing operations

» Packaging is located under one product categotyit boanages packages for
all product areas

Company’s project management methodology

All IT-development resources of the company areated in the corporate function
called Global Development (GD). Thus, the GD masagkso the company’s IT
development project portfolio. This means that vevem IT resources are needed in a
development project, the project must be managea gmrt of the GD project
portfolio.

Whenever a project is managed as a GD projead)ldws the company level project
management methodology and the GD monitors it tfoSehis is always the case
regardless of the share of IT development in thal tbudget of the project. For
example, in my project three sub-projects out aif fare fully business driven i.e. no

GD resources are needed for those, but still mjeptavas part of the GD’s portfolio.
It is worth mentioning that the background of thB €inction is in the IT and system

development, which means that also the GD projeahagement methodology is

guiding projects much from the system developmewpoint.
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Mositoring and costrolling

Initiation _ Planning _ Ezecution Closing
Project phases W.w&n Research Concepting Analysis and Planning and
- AL Prioritisation Preparation
=

k=3

ONIES: o & & &

Permission to start Project Closed
project preparation
-

Project milestones

Project Management

Areas
i H lmpranrarsl lidea lmpranrarsl lid, lyerd /. A l. wrileeiamalidaled
Project Integration g e ol T 5
Management: Poschaceiivglecverrc Poet PP crney  Mechielere |- el
Prorlivee Plrepeieling Frvwoscrcha

Lanrargs and Frrdbask ol Charler ~Filsluululiss

Project Scope
Management:

Picture 7. Part of the GD project management methagly template.
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The picture 7 is a fragment of the project managemeethodology template. In this
methodology project phases before KO are considerdse project initiation and the
phase before K1 is called “Planning and preparatibhe management methodology
itself gives guidelines and requirements for prigeim the areas like integration
management, scope management, HR management et@rdject phases preceding
particular milestones are named in the picture. gitogect management methodology
follows relatively closely the principles of the mmercial PMBOK project

management mentioned earlier.

The Project
The project which is the research object of thiglgtconsists of four separate sub-
projects. The sub-projects are all related to pgickpand have some interrelations, but
are nevertheless clearly separately manageabl&eentTherefore all of the sub-
projects have their own project teams and refergnoeps. The sub-projects have the
following contents:
« Packaging development road map: plan about futtoggs and activities in
the area of packaging development in the company
» Packaging design process: definition of how packagjeuld be designed as
part of the company’s R&D and product life cyclemagement
» Packaging documentation: renewal of company’s pgiokarequirements (for
suppliers and own manufacturing), documentatiocuofent packaging
* Package item list: implementation of the documesdcdbing the content of a
package in paper and electronic format for ownsuaitd suppliers (later also
discussion about illustrated list)
Regardless of the individuality of the subprojetit® project is followed as one from

the GD viewpoint.

The initial idea and the scope of the project wetsialy just one of the sub-projects.
However, when | started to analyze the situatiod plan the project, | noticed the
need for some other developments in this area dis @eginally the project was

planned to fulfill some packaging related needshef geographical areas, which take

care of product sales and installation. In addittonthe geographical areas, the
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extended project with all four sub-projects is depeng solutions also for

organizational product categories.

Picture 8 presents the project organization as# im September 2008. At the time my
plan was to manage two sub-projects myself and trevethers managed by someone
else. Most relevant project stakeholders are ptedeim the picture. Their roles as
defined in the project management methodology efcttmpany can be summarized as
follows:

» Steering group (steering committee)gives guidelines to a project and to the
project manager (PM), grants milestones (exceptkkOand K5) and proposes
milestone approval for the corporate project goaaoe council (KO, K1, K5),
approves project deliverables, PM reports to teergig group

» Sponsor: chairs the steering group, owns the project anante the project to
succeed”, supports and guides the PM, providesrrdtion to the PM, solves
conflicts, requests the project to start, contretources

* GD PM: reports to the steering group, manages systergrdasd solutions

* Business PM (me): manages business process design, manages
communication and documentation, reports to theristg group

* Reference group:has interest in the project, gives feedback andeguin

finding/accepting solutions
Resources (people) for the project teams and #erisgy group were planned to be
chosen mainly from my product category area, i.eomf manufacturing,

supply/logistics, sourcing, quality and technology.

It should be noted that the actual roles are netipely according to these guidelines

mentioned above as e.g. | am chairing the stegriogp.
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Project steering group
10 members from different functions

T

GD Project manager
Demand phase PM

PM after KO

Sub-project 1 Sub-project 2 Sub-project 3 Sub-project 4
Project team & ref group Project team Project team Project team

Me (chairman) Mr. XX (chairman)* Ms. XX (chairman)** Me (chairman)
8 others Me Me GD PM

2 others + consultant 2 others 2 others

*) Not confirmed at that Reference group Reference group Reference group
time 4-8 persons 4-8 persons 4-8 persons
**) | had to take that place
eventually

Picture 8. Simplified project organization as itsva September 2008

4.2 My story

So welcome to have a look into my project from neyspective. The story is written
based on what | saw, felt and observed during ithe bf the project. In addition, |
provide future perspectives on the issues in faesorhese are observations | made
later regarding that particular issue/event so tingp in understanding the big picture
or explain the future, but are something | did krmbdw/realize at the time. The bolded
issues are essential parts of the story (or at ledsnk so). The story is basically
written in chronological order so themes jump frome issue to another as in daily
work. Brackets mark “quotations” of my thoughtsthat time. Some parts of the
project were still going on when writing the stowhich might be visible from the
tenses.

Start-up

All this can be considered to have started in ant@®07. | was once again updating
the cost competitiveness Excel-model on my deskerconsulting company | worked

for. Even though the work was important for theots, it was so damn boring. Then |
decided that it was time to get my hands on reakvagain and leave this Excel and
PowerPoint world behind — at least for now. So ratiefew job applications and

interviews | saw an ad in the newspaper. It st#tat there would be a vacancy for a
packing expert in a large stock listed company. pbsition was a new one and its

holder would be responsible for the packaging dawekent of the whole company. |
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thought it would be just the right position for rag in that position | could utilize my
project work skills; it's about packaging (my sudiste expertise) and | had heard
mostly positive things about the company. So | iggipand finally got the job. My first
day in that position was on March thé™2008.

From the first interview, it was clear that the ragement of a notable development
project would be one of my tasks. It was actualbpanentioned in the ad. It seemed
that they (my supervisor and some others) hadalréd out and my duty was just to
execute it. However, | noticed later that the plagnwas actually on the level
“something needs to be done to this as there atdgms”, which meant notable work

for me also in the area of project planning.

Starting to work with the project

The first months in the work were mostly introdoatiand getting to know people etc.
Naturally there were bits and pieces about theeptayork as well, but | can say it got
really started in June 2008.

As stated, | had an impression in my mind that wildgust plan and execute the
project. However, approval and support for the gobjfrom the management of
different functions was also something | neededam. The support would have been
mainly resources (i.e. in this study always workiimge unless indicated otherwise).
So the selling of the project to the managementestaas soon as | had some ideas
about the project content and goals in my mind.t Wes what | needed to sell. The
selling procedure was mainly discussions with défé managers and directors in the
organization e.g. from supply and manufacturingjreimg, support functions, area
representativesThe purpose of the meetings was to create awareness thie
project and at the same time gain the management'sommitment to it. These
meetings were, in most cases, very positive inreadnd the management seemed very
interested about the project and ensured that thidrée a need for it. One challenge
regarding the start-up was that the decision toehiéms project was done before |
joined the company, but the internal marketing #redacceptance had not been gained
yet.
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During these discussions the operational probleegarding packaging took most of
the attention from my marketing agenda. It seenhed geople had a lot on their
minds regarding packaging as there had been no “p&aging expert” position in
the company before.All this made me feel that | was going to do ampanrtant job

and was extremely excited to get things moving foolf

The “road show” continued till the end of June. Athé management’s commitment
was strong — at least in their talks. (I alwaysenaeme skepticism in my mind...) In
addition to creating awareness, for me this wae alsout acquiring resources i.e.
participants for the project teams and the referagroups. | had a good feeling that
getting resources from the business would be relagly easy — even easier than |

had expected® | felt that the problems my project was trying $olve were so

immanent in everyone’s daily life, that by promgito solve them, people would be

willing to make some resource allocations for thajqxrt.

First set-backs with resources amdernal marketing

The discussions mentioned earlier took place moastiyde my product category
organization. The GD was (and still is) a totallffetent story as resources from that
unit are allocated based on their internal decssimd | had very little to do with that.
| noticed this on June the 8vhen | received information thptanned GD resources
were postponed to be available only in 2009’ here was no one available in the GD.
Postponing endangered some parts of the projectatable, but | believed we could
start the project by doing things which required mae business than GD (IT)

resources’

At the time the project selling still continued alndoticed some criticism towards the
project from some managers. Some parts of it wecemed quite easily, but one was
criticized to be too theoretical as it was onlylanpfor future actions (Road map). |
personally believed that plain fixing of the prablevouldn’t give us permanent results
and we needed to have long term solutions. Thisnimeay. that we should have

planned packaging development process insteadsbfr@alesigning poor packages. |

2 However, this overflow of issues will eventualéal to problems in defining the project scope.

% This opinion is about to change later.

* I noticed later in the autumn that all the hasst®uind this postponing of the GD resources hasechus
more problems to the project than | expected.
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thought, “convincing all parties about the facttthl these actions should be done,
even if fast benefits are not in sight, will be adtask.t is good that the project

sponsor is backing me upand sharing my opinions about the importance ofehe
actions.” My supervisor was also acting as the gmogponsor and the sponsor has

(should have) a key role in the project.

People | had met so far were mainly from Finlan@(Bind other locations including
my work place). But during July | took a tour anetna lot of people in Mexico,
China, Italy and Finland. These are the locatidnsup factories. For me this tour had
two main purposes — informing people about thegmtopnd collecting information
and contact network from the local operations. Agrgone still had their own
opinions about the project contentsyeeded to communicate the planned project
scope very firmly. All in all, | felt that | met a lot of relevant pple from the project

point of view.

Planning continues with some challenges (relatepetople)

Our company is relatively big. However, there wiamees when | felt quite lonely. For
example, when | was planning the project, it wauddre helped, if the experts of some
areas would have been available for the planninidp@foroject together with me. But
as people always have full calendars and are sg lius not easy to get help every
time when it's needed So this kind of occasional loneliness and unaestawere
something | needed to learn to live with. Therefdrpist worked and tried to figure

out things by myself.

The steering group and the sponsor should be tke dontacts where to look for
assistance for missing contacts and reducing uaiogrt After the first individual
meetings with the steering group members | hadtipesieelings. Howevergetting
constructive feedback about the project plan, docuentation etc. from them via
email seemed to be relatively difficult That was also the case regarding the feedback
from the installation reference groupeople seemed to be very busynd as going
through a notable amount of PowerPoint- and Wordéd material requires time and

commitment, emails asking for feedback are easlylected Anyway | felt that ‘the
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biggest issue here is, how to involve these peojte participate and answer me

and take more responsibility for the project?”

At the beginning of August challenges started t@eya also in the area of resourcing.
My project consists of four sub-projects. | hadidea that one of the sub-projects
should be lead by a person whose background iserteéchnology function because
the project outcome is for their use. However, idging that person was difficult.
Some suitable candidates were pointed out, buR&I® organization seemed to be
loaded with work and resources allocated to this mject were very scarce.l
realized that this might lead to the situation vehkewould be running this sub-project
myself (suggestion from R&D). In theory | could leadone it, but | did not have time
for everything. Nevertheless, at that time, we itwrgd with the idea of someone else

running the sub-project and tried to identify thght person.

Summer was ending and | had a vacation (honeymabihe end of August. That
meant only limited progress for the project becdusad a significant role in all sub-
projects. Keeping the timetable got some new chgéls, but | was hoping that we

would be able make up for some of the lost timénduthe autum#.

Breaking the rules to get forward

After getting back to the office | started to netihat even though this project is highly
business driven and the system development repgesety a minor part of itGD
bureaucracy was hindering the project For example, numerous reports and
documents defined in the methodology took timendierstood that the GD project
management methodology was supporting project nemegt by being very
consistent and extensive, but | did not like altpaf it because it was designed from
the IT project perspective. | was told that | slibutilize the PM methodology in a

way that best fits my project, but | can say it wasalways so easy.

The bureaucracy was also clearly shown when theni@stone was not granted for

the project only because the resources of the GE wetavailable for 2008 As

® Later | noticed that the responsibility for thecidéons made with the limited background knowledge
and preparation are easily “forgotten”. It is frasing that people making decisions don’t familieri
themselves with things when they should, but theEwssome interest six months later.

® Later I will learn that this was only a small dekven if it worried me to some extent at that time
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there were no GD resourceswe did not get the GD’s approval to proceed withte
project. Everything else defined in the methodology (docutsiestate of planning
etc.) would have been ready and the project coale ltontinued with business side

work force. What a disappointment!

But we figured out a way to go on — “plain manaalkedecision”. | was so relieved
when we decided to continue as if we have got treen light”. A high ranking
participant from the GD supported me and the proje¢ “to break the rules”. |
hoped this would not slow down the project morenthialready had. Even though the
official funding was not granted, | had been tdhattthis was a key project and it
would get the GD resources for 2009. This gave ameesfaith for the future of the

project.

Resourcing still an issue

The issue with the resourcing and finding the stdjegt leader continued. On the™.0
of September | had a discussion with a directoa irelatively high position in the
R&D organization.The aim of the discussion was to get the R&D comnbéd in
finding a solution to the sub-project managemesties As the director got more
familiar with the project and its goals as wellmg expectations regarding the sub-
project team leaderye received a common understanding that the R&D shubd
provide that resource to the project He promised to discuss this issue with his
subordinates and in a couple of days he told men#mee of the candidat&etting
this name required a lot of work and communicationfrom the management at the
adequate level of the organizationl think discussing with the right person and

getting to meet him was the key issue for this esst

In addition to this kind of “getting resources” uss | faced a “changing resources”
issue. There are constant changes in the orgasmzatibig companies and all projects
with long duration will eventually have changedhe project organization. | thought,

“OK, it is not so dramatic, but it takes time arftbe to get new people on-board.”

’ But this issue was not solved at all even thouiélieved so.
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Budgeting with the GD

Around mid-September it was time for budgeting.adhto make a budget for the
whole project but also participaitethe budgeting for the GD. | was thinking “we rhus
pay close attention to the harmonization of the &mil project budgets so that
project’s business case equals to the cost estimatiesented to the GD.” At some
point | realized that the GD budget had some mdgwiations compared to my initial
budget. | believed it was a better estimatérasiot familiar with IT-resource needs

in this kind of project. So we changed my initial budget to be the samthessD
project manager’s budget regarding the GD resoulnageneral, the monitoring of the

GD resources is much more detailed than the mamgaf the business resources.

Communication back to focus

Since mid-August 2008 | had had a feeling tiha&t marketing of the project should
be aimed also at other levels of the organizatioman just management.l believe
that is the only way we can involve and get comraittrfrom the relevant people i.e.
potential people in the project and reference teaiee targets were identified based
on the know-how required in the project. As thetbsay to do the information
sharing, is to involve people in the project worknh the planning phase on and by
this way letting them know about the progress effitoject and the development work

ahead. This was dofie.

All in all, I felt that more consistency to commaation was needed to avoid ad hoc
messaging and information sending, and the GD ndelbgy would provide a

solution to this. Thus, | created a simple commaitan plan consisting of some basic
guidelines about the communication to the steegraup, working teams, reference

groups and other stakeholders.

My project started to get more and more typical rabgeristics of the project’s
execution phase. On Septembe??2eld the first steering group meeting. | wasta b
nervous but it went quite well. | was a bit unsorehow to present issues but | felt

(and still feel) that presenting also unsolved éssiwclearly and openly to the

8 Later in 2009 | will notice that when participatiof these people got less intensive, the uncéytain
and speculation about the project progress andsstahong the stakeholders on the field increased.
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management is the only way to promote construgirogect management. That way |

could expect guidance and support from the stegniogp to my challenges.

However, there was one problematic issue regartiegsteering group.How to
activate them in the project work i.e. guiding theproject and participating? How
can | increase their commitment to the project®#idught that one way would be to
use individual and focused requests and contacts¢oparticular person and avoid
contacting the steering group as a collective. Mnay the steering group members
would know they are responsible for answering anely tcould not rely on the
responses of otherStill | wondered whether it is enough. Or coulexpect more sort
of a general interest towards the project from thdndid not find a silver bullet but

this issue was definitely on my agernda.

Within a week a new issue got my attention. Manag@non the upper level of the
organization wanted the project to achieve andegmtequick wins i.e. improvements
that can be achieved relatively fast. | did notwnehy they were intervening. But
they said (and | agreed), that in addition to quiéks’ usefulness as such, they would
also motivate the project participants and stalddrsl “It is possible that they also
want to show some results to the top managemerdrh Fny perspective the challenge
was that planning and executing long term solutiwase not as fast as wanted and at
least in some cases, there weoatradictions between the long term and the short
term solutions. “All in all, communicating and showng some constant progress in
both of these fronts is essential to get enough pEafor the project team to work.”
Because of this we started to plan short term astis well?

Managing myself and others

In the beginning of October daily project work issuwere already very familiar to us
all. This made me starting to wonder that my mansege style might need some
development. This came into my mind when reflecting management style. In a
nutshell, my dilemma was thashould trust others and let them do their job even if

their working style was not similar to mine. Andathwas (and probably still is) not

° Now it is September 2009 and I'm still working Wihis same issue. How sad!
1 That is how we bought and still “buy time” for riections. It feels that a chance to go forwardtbas
be earned all the time with the progress of things.
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easy for me. | tried to solve this issue by dismgssvith the project team members to
get to know them better. | discussed with someheint also about what kind of

management style they prefer. That might have kedpkit, but did not bring any final

resolution to the issuélevertheless | had some problems to get the team rkimg

as | would have liked.Particularly | wanted to see more active approadbethe

issues and more independent working.

| also noticed a need to manage my own work. Thne a lot of otheemerging
tasks outside the project work! and spending time on those issues slowed down the
project work. “These tasks are a natural part ofwayk, but if they keep emerging,
they might have a notable impact on the projecty’ dlemma washow to manage

both? | thought that being aware of the issue is beimg step closer to the solution.

Issues regarding the GD PM arise

Discussions with the GD had been going on all tinie, but finally | got some good
news. The GD had allocated 20 % of the GD projeahager’s time to this project
already in 2008. They also promised that the PMIdvbe available full time from the
beginning of the 2009. The pressure from the topagament to get things forward

with my project seemed to pay off.

However, the implementation of this decision was sw straight forwardThe GD
PM had her hands full of work and shes not able to participate in the projectas
much as needed or promised. | also feared thatglie not be fully available even in
2009 as her projects were not ending preciselyhen3tt' of December! indicated

my worries to the sponsor in the middle of October.

A few days later | got an email from the GD annaogdhatthe PM allocated to my
project could start working for me not until in Mar ch 2009 | god damn knew it!
This would again postpone my project. Luckihe project sponsor and one high-
ranking GD member in my project’s steering group wee saying that this is not
acceptable.| felt some relief because they supported ineas confident that we

could find a solution to this.

" This included many different packaging relatedsahiat were not part of the project scope. | was
also involved in some other development actiongdirectly dealing with packaging.
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Despite the support, the negative news and isstmm@ the project lead to the
situation where the project timetable started wkltike mission impossible. But as
said earlier, my approach from to start has bedretbonest to the steering group and
present also the negative issues clearly. Manyedd issues were not in my control

but they surely affected me. “I hope steering membederstand?

Back to the resourcing

On the 11 of October | heard alarming news from the supenig my team member.
There was a chance thHatvould have to let go one of my key resourcg$ consider
the number of key people to be under 5) due toraleks he had. immediately
contacted my team member’s supervisor's superviso(as he was also part of the
steering group). He indicated that he favors caimig the participation and the current
arrangement, but cannot decide on behalf of thersigor. | then had a discussion
with the supervisor and the team member again &edrésolution was thabe
continued his work for the project | felt that “now there was some use of a steering

group member.”

The resources were needed because so far | hadndgsedf a notable part of the
project planning and preparatidnfelt that other members of the project working

groups should be involved as soon as possilite ensure their commitment to plans
and also to get fresh ideas during the planning@hidowever, getting teams going on

had been quite hard due to somissing allocation of resourceso the project.

If not all, at least one resourcing issue was iadgbands. | thought that the received
support from the top management most likely helpedn getting the key resource
(the sub-project team leader). A person originplanned to do this task was again the
top candidate. Also the sponsor’s contacts to apenmtanagement had helped a lot. It
seemed that we finally got the team leader fromRB®. | was excited to be getting

forward.

But the feeling of luck was premature. Few weeksrlagot confusing news from the

Technology Director. He had discussed this issublisnorganization, but there was

2 And in general they have been understanding...
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actually no clear response, who will take the lead of the byproject
notwithstanding the commitment | thought | had frtwm. He gave us two names
which would support us in the work, but the actesponsible was not named. | felt
“this issue needs to be discussed more thoroughlgomn as possible as it is a
bottleneck for the sub-project progres3he project sponsor promised to be a
driving force in the discussion This was good as | had had the feeling that his
relationships inside the company had and wouldrdmrte in this discussion. | left this

issue for him to handle.

Things not moving forward

During those days | also faced an issue regardiegub-projects’ progress. The sub-
project needed a decision about the final spetifinaThere was not an easy way to
make that decision as translating proposed sollilmmonetary terms was not an easy
task. Nevertheless we needed to have the resolotiothis to go forward. As the
decision was to be made relatively high in the oizition, it seemed to take some
time, which again was hindering the project’s pesg: My dilemma walsow would |

be able to speed up the decision making processRoped well prepared material for
the management was helping the issue, but stilddwsion was pending... too long.
But even though | asked every now and then fordelution, | had little real tools to

speed up the process.

| had also noticed thatressure (from top to down) to get things forward atually
does get things forward. Another sub-project was not so critical from the
management's viewpoint and therefore was not urstermuch pressure. When
resources are limitedt tends to happen that the things which don’t confont so
much pressure are easier to neglect, which happeneaso to this sub-project

Anyway | must say this is not the optimal way tptize tasks to be done.

In general | felt that the project facetbre pressure from the organization than it
got support However, as the resource scarcity from the GDuwed, also the
pressure decreasetihe management understood that getting progress witnon-

existing resources is not possiblé.thought “they are not totally unreasonable.”
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But obstacles were stemming from my team, too. muthe end of October | had had
discussions with an experienced colleague in myadayent. | liked to discuss with
him as he had valid points and comments regardy@nmoject. But he had also a very
pedant approach to things and suggested a morepitdsalidation of stakeholder
requirements regarding one proposed solution. Heahpoint, but on the other hand,
my supervisor urged me o on even if there would be some unknown issues
ahead. There was a dilemma, whether | should look deepemio this issue or

should | go on.| decided to follow my supervisor's proposal toogeed. His

organizational position and time pressure drovihitsolution even though both ways

of proceeding had their pros and cohs.

Managing the project back on focus

The “real project work” started to take bigger haf my time. When reflecting my
management practices | had started to wonslewuld | be more “bossy” As my
background is in the consulting business wherestask allocated and then performed
without questions, my expectations here were soraewsimilar. However, it seemed
that at least some participants of the projectiredwcloser management and guidance.
Naturally there are differences between persogaléind a manager should adjust his
style accordingly, but it is not always that easspecially when | don’t have years of

supervisor experience. But | try to learn every.day

It was mid-November when | felt that “now peopleg(drom R&D) seem to have the
willingness to participate to the project by commi@n our plans, results etc.” But |
still wasn't totally happylt seemed to be quite hard to get actual doers fathe
project. | had indicated this issue to the project spoasat the steering group, but we
continued like we had done befofhe issue was not that serious if the timetable
could be prolongedrespectively. “It would mean that | would do more myself but

during a longer period of time. | think that thésthe direction we are heading.”

First milestone granted!!!
Few weeks went by and on November"10e finally got the fixed budget and

resources from the GD for 2009 — now it is officialYes! This also meant that we got

13 The decision turned out to be good as we have &llerto clarify the issues we have confronted.
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the KO milestone and could officially start plangithe project. KO means that a
project moves from “Analysis and Prioritization” tBlanning and Preparation” This
was very good news even though we were c. four hsop¢hind the original schedule
— so much work done even before the official plagrphase. But naturally there has

been a lot of planning already. All in all, it weame for a small celebration.

Communication in positive and negative

But soon it was time to go back to business. Twantim® ago we had had first
discussions about the quick wins and their impantshe project. At this stagbose
were ready to be implemented, which was going to\g@ us some time to make long
term solutions. The stakeholders were requiring fast progress vaedcould show
them that. This kind of communication of achievetsernlso created a positive
atmosphere around the project as was intendedh®wother hand, | kept wondering
that if we had concentrated only on the long teotut®ns, we would have gotten

them implemented sooner. All in all, quick winsseel to be a good thing.

“It's now the middle of November and the projectrivaurns piece by piece from
planning into doing.” During the project | work skely with colleagues from China,
Italy and the USA. | have to admit that working twthem has not been as smooth as
with the Finnish peoplelhe biggest problems | had was with the people frorthe
USA. It felt like | couldn’t get a hold on what theyeve doing. Even though the

project sponsor contacted them, we faced delaysadpeblems with therft

But the communication challenges continued alsdh Whte steering group. | felt
frustrated agyetting input from the top management and the steémg group in
solving project bottlenecks (e.g. with the resourceand timetable) was difficult. |
didn’t have any clear ideas on how to improve tigation. | had explicitly informed

them about these issues and they knew they sheipdtbut nothing happened...

But at least something positive happened in theristg group meeting on November

24", The steering grougecidedto change the approach of a sub-project and this w

14 L ater I will learn that the long term solutiongarot implemented on time. Therefore it is good to
have some evidence that the project proceeds &ed ggsults in some parts.

15 Whenever our main contact from there has visiiethRd (now maybe 2 times during the project) |
have met him face to face in order to increaséduigs on my project. Probably it has worked now.
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not even my suggestion. When | presented the apprpeoposal, they felt it was too
complicated. “It feels good, that they discuss @abdeias and make concrete decisions
about the direction of the projediow it finally feels that they participate.” All in

all, |1 felt that getting only yes/no answer froneth was possible, which indicated that
they needed very concrete proposals when making dsions. Sprawling discussion

and figuring out something not on ppt-presentatias not something they did.

Resource issues and some solutions

By the end of the month there was some other gesdsrioo. A solution for the GD
PM dilemma was found — they nominated a new PMfgiproject. “It is good that we
got one, but now | have to give him an introductiorall this work.” | could not wait

to start the work with him.

During this time a conclusion about the sub-projeeim leader was also reached. |
was happy that we made this decision, but | didliketthe resultWe (I and some
management representatives) had come to the condls that | will be the team
leader of the sub-projectand the future process owner of the DFP-processi@D
for packaging). It seemed to be the only possybititget forward as we had discussed
with so many managers already without a result. drilg good thing was that this way
there would be no more hassle around this issuevancbuld concentrate on working.

“It took more than three months to clarify this issue — unbelievable!”

| have found some uncertainty in me, which is rmtcemmon. For example, some
solution and capability issues were still bothenmg. In this project | was (and still
am) dealing with the issues that were new to niigouight 1 am learning all the time

but I am not an expert on those yetHowever, | hope that | can get help from
experts. With some parts of the project | feel likem heading towards the unknown,
but | hope I can survive with my team.” Regardlesghe uncertainty | was confident

that by working hard we would get things done.

Positive feedback gives energy
But there were also issues boosting my self-confide | received positive feedback
from one of the reference groups (i.e. operativepfe. Many of them indicated that

we were doing a very good joBven though we were in the planning phase, people
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seemed to be happy that something was being doaad things were going forward.
This created a positive atmosphere and gave thegbreeam time to do what was
planned in a somewhat lower pressure. All in @N,olving relevant people quite
broadly and pre-marketing the results had proven tobe effective.This kind of

issues gives you good energy to continue througtbéu days.

Learning about me and management

It was already the beginning of December when wetweough the business case and
the budget of the project with the new GD PM. Hiel $hat thebudget was very big
compared to the work required | had that kind of gut feeling when we made the
budget with the previous GD PM, but | did not halke competence to question her.
The fact thatve were both quite inexperienced in the IT projectmanagementhas
caused this “over-budgeting”. We adjusted the budlyghtly down, but did not make

any significant changes to it. This caused someexork but nothing dramatf€.

During the project | learned some issues regartiregculture and practices of the
company. And one really started to bother me. | haticed that if you really need

something to get done, you should not use emaiérAdractices and the culture of the
consulting company, it seemed quite unbelievalaé pleople do not answer or react to
emails. | did not find out any other solution tastissue than calling to these people

before or after sending the mail. How much extrakweith no additional value!

Things went forward “on their own” and before Chmas | had some time to look into
the old documentation prepared for the project dueceacy. | realized that | had not
used the communication plan actively, but | alsticeadl that a notable part of the plan
was realized as planneldbelieve thinking those issues when making the @h had

helped in the realization of the communication.There had been only a very few

comments about the poor communication or infornmasioaring in the project.

Altogether, the project was (and still is) a bigrleing experience to me. At one point |

remember thinkingl have tried to develop my leadership style regarihg trusting

16 Later I will learn that these “over-budgeted” resmes (man days & opex) are most likely needed due
to new issues added to the scope and high costgefal development work. The funny thing is that
the project budget is fixed already during the kaiohg season even if the scope would be fixed.later
Then one just figures out, what can | do with thislget.
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others, but it is still quite hard.” There was some improvement in that area (at least
think so) as | deliberately focused on trustingeosh But anyway | had a feeling that
“I'm not sure whether the problem is in my mindiothe performance of others, but |

would like to see more proactive approach from spewmple in the project work.”

On December 31| had a discussion with the project spondbdidn't bring any
solution to the "actual doers" issue.l had a feeling that it is harder to get new
resources than to do more by myself. Managing ethe&s turning into managing me.

It was not how | planned, but | had to do somethanget things forward.

As it was difficult to get resources in-house, dlized thatone possibility to ease my
workload would be to use consultants. In additiorthie work contribution, | thought
they would bring essential technical knowledgeh® project team. However, in my
mind the probability of using consultants was quae due to budget limitations. |
had to continue the discussion regarding the fundiith the business representatives
as well as with the GD people (about whose budgase)'®

Good and poor communication

Few weeks back | had been proud of the communitatmcerning the project. But in
the beginning of January | was copied in an en@it ¥y a steering group member to
a manufacturing manager. He forwarded a specifinatd be used as a basis of the
development of the future solution. He asked in #mail, “are these already
implemented in the factory”. Sending forward thigdk of mail without knowing
properly the status of the issue only creates cioifu | could not believe how little the
steering group member knew about the project stdtois highlights how extremely
important it isto be proactive in communication towards all stakeholdersto

prevent rumors and other kind of false informationfrom spreading.

To improve the commitment and to make the work lué steering group more
efficient, we decided that from now @omments for approval and feedback were

acquired from one of the members at a timginstead of all). This focuses the

7 By autumn 2009 my leadership style has turned‘iméing one in the team and making decision
when needed”. This bossy thing has preserved isghee that people seem to be little self-orienting
But I'm not sure if being bossy helps as they aemy direct reports...

18 To my surprise, at the end of the day we used sorernal consultants in the project.
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responsibility to reply and, on the other hand relases the work load of busy people.
| started to collect the feedback in face to fasewksions to emphasize the steering
member’s responsibility and to increase the comeniinto the issues. This was a
totally new way to do steering group work and I gelbit proud of organizing it that

way.

To keep myself learning constantly, | also lookedoi myself regarding the
communication issues. | believed thadt getting feedback had stemmed from
multiple reasons— not just from the earlier mentioned “they are answering my
emails”. By improving the focus on feedback regseshd making the questions
concise | hoped to increase the amount and ddfirthhe quality of the feedback. The
dilemma here is that, if you only ask from few plegpou get better answers, but

others may feel that they are left out of the denisnaking.

Later | asked comments from the GD to this new wetbf managing the steering
group work.The GD liked it and wanted me to give feedback on howt works in

projects. The PM methodology was still quite new and the @& learning all the
time and we (the projects) were sort of “guinessmfthe GD”. | was satisfied that |

had an opportunity to participate in the developnoétthis methodology?

Scope expansion

On January 201 presented the cost analysis about the implertientaf illustrated
package item list to the steering group. The decisvas that the illustrated list must
be implemented. It meant scope expansion and delayaddition to this, also the
cancellation of a project we had depended onihacased our scopeas we needed
to do what they did not deliver. Luckily we had sormver-budgeting of the GD
resources. But | was not sure, what the commentddae if we still had to propose a
budget increaseAnyway we had to expand the scope, increase the lpet and

delay the timetable.l hoped that we were not creating a “project matiste

As the steering group made the decision to incrédaseroject scope, | indicated my

worries a few days later as | felt that the decisiwas made without thorough

19 |n the summer 2009 this way of managing the ptajezering group was included in the official
methodology with a slightly finer version, but argyv..
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investigation. “It is good that before the next estione | must do a more thorough
analysis regarding the proposed solution and thendecision of the steering group
will be re-evaluated — and hopefully reverted.” Be&ching that re-evaluation would

take time and we didn’t have too much oit.

Pressure from the top

But that was not my only problem. In the end ofulag the pressure from the top got
bigger again. | got an email. It was regarding gazkage item lists, agaif.op
management wanted to see result$/e communicated them what we were planning
to do and how these quick fixes were proceedinginragCommunicating progress and
making presentations to them always takes some twnel hope it is worth it.” The
discussion was going on in a very high level of theganization (corporate
management team members and their subordinatesy. nEturally increased the
pressure, but on the other hand most likely enstireccommitment of others to this
activity. But the best way to show this commitmerduld have been by providing
resources, which were still lacking... | thoughistivhole thing was stemming again
from the area director(s) who were complaining teaerything regarding the package

item lists sucks” and their complaints were basedeelings more than facts.

Closing words

The storm went away as we were able to convincendr@agement about our progress.
However, every now and then, still even today (Seatter 2009) we get questions and
comments that something needs to be done regattdgdout luckily not from the top
management anymore. | believe that our constantmogmtation about facts

(compared to complaints from areas) have conviticeih.

The work continued for preparation of the K1 readm | even spent two weeks on a
vacation in February. The preparation of the documwas a huge task, but finally in
March both the steering group and the corporatel lggvernance council granted the
K1 milestone. Yahoo! Second milestone received twedplanning phase was over.
We shifted officially to the design phase of theject, but mentally we had been there

already for some time as many tasks of that phadexieady been done.

20 And | was right about this. In September 2009 aneestill wondering on whether to implement this
illustrated package item list or not.
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When writing this story, the project has receivied milestone K2, much behind the
schedule. Problems at the moment are mainly inr @tbigvities my project relies on —
they are behind their timetables and we can’tadiliheir outputs. It has also been

decided that my project will be combined to anotpesject from the beginning of
2010.
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5 Emerging Categories of Practices

A number of interesting series of events can beaeté¢d from the story and the diary
preceding it. | started to put these under cettiles and after a few iteration rounds
interesting practices started to shape up. Evdgtlidiormed four categories from

those practices and an “additional category” faogisin me and my feelings during
the observation period. It should be noted thaterent may belong to many practices
and therefore also many categories even if fronghdli different perspective.

Practices, respective observations and their catgion are presented in picture 9 on

the next page.

The identified categories containing the practaes(1) Resource game, (2) Methods
and directions of internal communication, (3) Cieatand sustaining of motivation,
commitment and positive energy and (4) Work wité gnganization that is divided in
the two sub-categories of the project manageméited(i.e. the GD) and the steering
group and the sponsor. In addition to that afordarored (5) Me experiencing the
project is the category looking for the projectnfrony perspective from the emotional

point of view.

In this chapter these categories and respectiveipea are described. The focus is on
the most interesting issues and on the analydiwwfthese issues emerge and evolve

during the observation period.

Chapter 6 (Analysis) deals with how these emerggges relate to each other, and to
some extent also to their relationship to extaetrditure. Chapter 5 may even leave
more open questions than offering answers but tdrform a more comprehensive

picture in the analysis in chapter 6.
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ne-July

August-September

October

November

December

January

Resource game

126 Marketing road show among
management to get resources

17 6 Feeling that getting resources from
business is easy

0.8 Mo identified leader to sub-project from
technology organisation yet

08/09 GD resources missing for 2008 and 2009 (=
no K milestane)

10.9 R&D directar promises me a sub-project
leader

11.10 Key persans' participation in danger - immediate
communication saves the situation

13.10 Doubts that GD PM has time for project even if 20% of
her time allocated in 2008

14.10 GD' PM participation postponed to March 2009

16.10 My need to get project members nominated and
wrarking

16.10 Based on Technelogy Director's propasal we finally get
sub-project team leader from R&D

25.10 Lower pressure on results due to limited resources
26.10 RAD sub-project team leader withdrawm

15,11 People are willing to paricipate by
commenting issues hut hard to get actual
doers

2911 Mew GD P nominated

2,12 I'm gaing to be the team leader after
maote than 3 months discussion

31.12 Discussion with =ponsor brings no
resolution 1o the "actual doers” issue

101 Using outside consultants under
investigation, hut budgets are limited;
consultant would bring also technical
knowledge

Methods and
directions of
nternal
communi-cation

During first months getting to know people
12817 6 Road show brings positive
feedback; people share their improvement
ideas

27.6 People needs to he convinced about
necessity of planned wark

0607 Getting contacts and intorducing
project outside Finland

29.7 Pressure to include different things in
scope - consistent communication helps in

13.8. Partisipation of intemnal stakeholders in
project work to do communication and marketing
(seemed to work)

10.9 Cormrmunication in high level of R&D to get
resources

22.9. Simple communication plan done

22.9 | prefer open communication to steering
about problems

End of 09: High level manager wants quick wins
30.9 Contradictions between short and long term
goals; communicating project progress in both is

11.10 Fast communication to keep resources
13.10 Pressure fram top helped in getting GD PM?7
16.10 Sponsar ing R&D helped in i

16,11 Cammunication of quick wins buy us
tirne 1o make longer term solutions
16.11 Cooperation with different

hical units vary, most dificulties

wiith LISA

5.12 Marketing proven to be effective

16.12 E-mail not effective

20,12 Communication plan has helped even
though not in active use; no negative
feedhack about s0 far

2.1 More detailed communication plan done -
it used?

9.1 Steering committee member makes
migleading communication; proactive
comrmunication needed fram me?1?

26.1 Top management wants to see progress;
reply with what is and will be done

29.1 Discussion about the progress on high

avoiding scope increase

essential and wanted hy top

17.10 Low pressure on Road map has slowed it down

level partly based on feelings

Creation and
sustaining of
motivation,
commitment and

Work with
Project
Management
Office

126 Positive feedback for project during
marketing

17.7 Steering committee and field reference
groups are not answering mails; how to
motivate and involve them?

10.9 High ranking manager's decision to proceed
without official approval creates good fesling
10.9 We were said to be among GD key projects
22.9. Steering lacks entt

8.10 Trusting others more would mast likely help in
management; discussion with team members to get to know
them hetter

16.10 Gthers should be included in the wark to get their

End of 09: Mativation expected to emerge from
uick wing

17.10 Low pressure on Road map has slowed it down
30.10 Uncertainty about should | be mo bossy.

1811 My outdated bonus plan makes me
think how should | motivate my team?

16,11 Quick wins create positive atmosphere
17.11 Mat getting help from steering lowers
feelings

5.12 Positive feedback from operative people
brings energy

31.12 Feeling that it is harder to get new
resources than do more myself

18.6 GD resources (PM) available only in
2009

5.9 GD hureaucracy hinders the project

10.9 Proceeding without official milestone as per
GD ranager’s decision

17.9 | lack the experience in making IT budget

During first days in the company | had the
impression that the project was already

12.9 Changes in organisation changes members

229, Steering committes lacks enthusiasm
(already in first meeting)
22.9 | drive apen communication to steerin

planned
Work with 276 Sponsor is backing me up in selling the [in steering
steering project
committee and 17,7 Steering committee members are not
sponsor answering mails

10,10 Mo help in making the [T budget from anyone
13.10 I worried if GD PM has time for this project
14.10 GD PM participation postponed to 2009

1011 KO milestane and GD resources for
2009 officially granted
29,11 Mew GD P naminated

8.12 [T budget of the project turns out to be
very large (previous GD PM was
inexperienced)

11.10 Steering member supports in keeping project member,
but with not too forcefully

14.10 Steering members do not accept GD PM move

18.10 Cormrmunication about challenges to steering

16.10 Sponsar contacting R&D helped in resourcing

16.10 Qne decision takes time in upper management (above
steering)

28.10 Spaonsar promised to help in finding the solution to
RED sub-project leader issue

16.11 Sponsar asks better support from

USA with limited impacts

17.11 General support from steering is

limited

24.11 Steering makes “finally" concrete

decision

2411 Decision to investigate the including of
ustrated package item list into scape

Me experiencing

126 Positive feedback felt good, but | was
someswhat sceptic sti

17 & Feeling that I'm doing important job
7.7 Planning unfamiliar issues alane is
challenging, lonely and evokes uncertainty
06/07 | had positive feelings about steering

08/09 Honeymoon and positive feelings; but | felt
some pressure about timetable

09 Dissapointment when KO was not granted;
relief when we continued

5.9 | don't like GD bureaucracy at all

22.9 |was nevous about first steering meeting,
but their lack of interest took away the positive

5.10 | feel my management style needs improvement

10.10 Tasks outside project take time; | need to manage
myself

1310 I worried about GD PM issue

14.10 I'm confident that GD PM issue will be solved

25.10 | feel the project gets more pressure than support; but
less than hefore as GD resources are taken away

2810 I'was confused after withdrawal of sub-project leader
30,10 Limited supenvisor experience makes me uncertain

31.12 Discussion with sponsor brings no
resolution 1o the "actual doers” issue

7.1 Trugting others is still hard far me

20.1 Feedback reguests to anly part of steering
at the time to increase responsiveness

22.1 | yot bonus not based solely an bonus plan
251 | asked project members about their
motivation to leam mare about them

10.1. Dizcussion if GD budget can be used for
consulting

21.1. GD likes the new approach far project
management {regarding steerin

9.1 Steering committee member makes
misleading communication as he knew so little
about project status

20.1 Nustrated package item list included in
scope without "proper justification”

20.1 Feedback reguests to anly part of steering
at the time to increase responsiveness, face-to-
face discussions my preference

10.11 Excellent news; we got KO milestone
and I'm a bit proud

18.11 Some frustration due to people’s
urwillingness to participate

1811 My bonus plan is outdated - not a big
issue but definately not motivating

1711 Ifeel helpless with poor commitment
of steering

24.11 Steering making a decision is good;

212 Ilearn a lat by doing myself, but it wi
post-pone the project

312 I'm dealing with issues new to me but |
learn all the time; heading towards unknown,
but I'n confident that by working hard we get
there

5.12 Positive feedback from operative people
brings energy and corfidence on what we
are doing

20.1 Motable uncertainty regarding decision
about illustration

21.1. | hope we |earn fram new management
approach and 'm a bit proud of it

221 | ot bonus not based solely on bonus plan
ag it was impossible 1o reach with current

the project

after first individual meetings

feeling

should | be mo bossy?

about including illustration

16.12 Inefliciency of e-mail hathers me

project set-up - it felt good

9. Emerging practices in the project stapt-and their categorization.

Figure
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5.1 Resource game

Getting resources is a self-evident task belongmghe beginning of all projects.
However, how that works is not so straightforwardl an organizations with many

functions, limited resources and many own agend#fg resources is not easy.

| started the collection of resources (labor inpat, money) by introducing this project
to the middle management. The intention of the lamlv was to let them know what
could be expected, how | can help them in theilydaies and finally to let them know

what | required from them. At the beginning evemyonmas interested and | had a
feeling that getting resources would not be aneiskthink this was due to the fact that
| had to introduce the project first, which showtbd managers only what they were
about to benefit. Only in the later meetings moomatete discussions about the

resources took place.

Finding the sub-project leader was the most difficssue in this stream of events.
After many discussions and proposals, three moattes the road show started, the
R&D director promised to get me that person. | tiefeeling that this was clarified,
but after a month the team leader was withdrawmnBwntil today | don’t know the
exact reason for this but | assume the directoedastrong opposition from his
subordinates and had to change his mind. Afterl thigs chosen to be the team leader,

but it took half a year to reach the decision.

The other significant battle in this area was alibatGD project manager. This issue
was not directly in my hands, but it affected thejgct progress notably. The GD
organization was responsible for managing it asdaittions are discussed in more
detail later. All in all, the same phenomenon cansken here with the sub-project

team leader. Resources are promised but then \aitimdand so on.
An issue reflecting the same sort of problem wasfétt that people were willing to

comment the project but actual doers where noasy ® find even with the “help” of

the sponsor.
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What is causing this resource game? Is it thetfadtso many projects are run at the
same time and the organization cannot handle &P tRunctions have their daily
routines and at the same time they should parteipadevelopment projects. Or is it
in the matrix and the project forms of the orgati@awhere responsibilities are not as
clear and the practices of getting resources ateclearly defined? One interesting
question related to these is, why it took six mertth reach the conclusion about the
team leader? Is it in the slow communication (cl@gp@mails, decisions standing on
email boxes etc.), while all relevant parties sdudve been around same the table

making the decision in one meeting.

5.2 Methods and directions of internal communicatio

Communication is something that has a link to pecally everything in the project.
Even if it is a routine action, the way communioatis done, to whom it is directed

and how it impacts people and issues is an iniagesipic.

At the beginning of the observation period, durihg marketing road show, the
communication was information sharing to the refgvstakeholders. However, as a
part of that | listened to people’s comments abibwgt project scope. They partly
guestioned my proposal and, on the other hand,aesatat include something from

their agenda into it. The need for the justificatimf the project scope was something
that | did not expect to face that much, but | dadi it emerged partly due to the new
position | had in the company. Everyone believedould release them from the

packaging problems immediately.

| found out that the communication should be tardetn the several levels of the

organization. Selling issues and the resource gameomething that should be started
from the top. | wasted much of my time in lookirgg the team leader before | went to
present the issue high enough in the R&D orgarmnattven though | ended up being
the team leader, the discussion was the one thaghbt the conclusion to the issue. On
the other hand, getting actual doers to participatie work as early as possible is a
good way to promote the project as well. When peapbrk as a part of the project

they will tell by their functions how things proacka the project.
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After a few months the quick wins started to emergthe discussion. Especially the
top management wanted to see some progress fast.batkground of this was
stemming from the time before the project as proslevith the package item list had
occurred for some time already. This reveals orietpo the internal communication.
The problems that get the management’s focus faoe pressure and are dealt with
fast. For example, in this case the discussion dasge even in the corporate
management board level and when problems escélate, tthen finding solutions is
most likely speeded up. It should also be noted tthe discussion at that level is not
always based on facts; people have heard some aonpin their organization and
suddenly everything concerning this issue is “10f2d quality in their minds”. These

sort of unofficial discussions are clearly impagtthe decision making.

The discussion about the quick wins continued fofoar months. By explaining
calmly over and over again the progress and hongthivere proceeding we could
finally work in peace. Even if these quick wins ueggd work, | am not saying they
were a bad idea. As we got something done, itdiftee atmosphere and it gave us
time to develop long terms solutions as we couldaspeople that we are delivering

results already in a shorter time frame.

During the observation period, | noticed that enimihot the most effective tool to
handle the communication. This was totally diffédreampared to my previous work
place in the consulting company where emails wassvared very promptly. | am not
sure what is causing the neglect of emails, butktlaee many people doing it. Could
this be partly in the corporate culture that “emaibt coming from your supervisor can
be neglected, just based on your feelings”?

To summarize these events and practices categanizéer communication | would

say that most of the communication in the projeattsip phase took place between
me and the upper management. They wanted resuftbed their own agenda and put
pressure on the project, whereas | communicated the achievements and the future
of the project. The communication on the steerirmupg level and on the lower parts
of the organization was more random and it wasigavith issues ad hoc. Naturally

daily work with them was also communication thatrat be seen in the notes.
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5.3 Creation and sustaining of motivation, commitmand

positive energy

Positive feelings among the project team are aroitapt enabling feature during the
whole project. They should first stem from myseiidathen spread to other project
members. In this section | focus mainly on the essulealing with the project
members. Issues related to my own feelings arelaédnd more detail in the section

Me experiencing the project.

In my mind one of the most important motivationaihgs is the feeling that we are
doing something meaningful and important and weialt get things done (cf. the
quick wins). During the road show, | started to ddkie feeling that this work is
important. The reason for this was that | had dised with people about the
packaging related issues in our organization and ae to formulate the project
scope accordingly. This led to the situation whieneas impacting people’s everyday

life, which created a positive feeling for them,igéhthen reflected back to us.

The creation of motivation and commitment with gteering group was a completely
different issue. Even though they were the mostomgmt stakeholders whose work
we were going to impact, the general level of esiem among them was low. One
reason for this might have been the fact that these so high up in the organization
that these daily packaging related issues werdalistant to them. On the other hand,
they probably were too busy with other tasks, bentthey should have refused the
proposal of being a part of the steering group. éxneless during the first months |
was “helpless” with the low commitment of the memsbef the steering group.

These issues emerged for the first time in Julg, still in November | was wondering

how to improve the situation. In January, | starteddiscuss and collect feedback
about the issues with one steering group membex t@he. This person was then
responsible for presenting his view on that paldicissue to the steering group and
that made them really think about the issues amduate my proposals as they were
responsible for the issues in front of the whokeshg group. There was a dilemma
between individual and collective responsibilityheTlarge number of steering group

members (ten) was probably also enabling this tmdut | wanted to have a steering
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group representative from all relevant stakehoffteups and at the same time keep

the different geographical functions representeithiénsteering group.

During the start-up | reflected my own managemeylesegarding how to motivate
and manage the project team members. At the begjrwaeé had some issues with the
project progress and therefore | had become akbptE about the performance of
others. This led to the situation where | did ndtyftrust others and that consumed
energy from me but also from others. To improvediteation, | had discussions with
the individual team members to get to know thenebetnd to understand what kind
of leadership style was needed. The discussions usaful but did not solve the issue.
| had the most difficulties with a man almost daubly age. How to manage him as he
was much older than me and not even my direct tepatarted to wonder if | should
be more “bossy”. All in all, | tried to involve thein the planning and not just in the
execution. | also continued the activities to getknow them better in order to

motivate and manage them more effectively.

There were also some individual events affectirgyriotivation and positive feelings
among the project members. For example, the dectsigproceed with the project
without official milestone approval was one of tao3he decision made us feel that

we had done things right and getting forward isontgint, not the bureaucracy.

5.4 Work with Project Management Office

The GD (i.e. corporate project management office) the other important

organizational body with which the project workesgly. The other one (the steering
group) is covered in the next section. The GD sihtmalve an enabling and controlling
role in the project management context in the camiphut during the project start-up

the cooperation had many different aspects.

Already during the first months | felt that the Gidreaucracy was hindering the
project progress. There were so many reports amgléges to fulfill that | had a
feeling that | could not focus on the actual dogtgall. This kind of situation is
obviously emphasized during the start-up phase eva#ithe plans etc. are made. But

all in all, somewhat lighter documentation would/@deen sufficient for me.
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The resource game with the GD was another issueorimg us. In the summer 2008
there was no GD project manager available and whkenvere ready for the KO
milestone, we decided to proceed without one. Wherfirst PM was nominated, the
GD promised only 20 % of her time to the projediatl doubts that she could provide
even that. In October the GD postponed her padiip until 2009 but finally in
November the resources for 2009 were officiallynged. That meant also the KO
milestone for the project. But as the PM was &t with the other issues, the new
GD PM was nominated to the project in the end oféiober. To sum this up, | would
say that the GD had no clear vision on how to marthg resourcing of this project.
There were promises, cancelled promises, pure agee; etc. This created the
situation where | was not confident at all regagdimow the project would succeed in
cooperation with the GD. Naturally, | understandttlallocating people from a
“resource pool” to projects is not always easyhespuzzle has so many pieces which,

on top of all, tend to be late in many cases.

The other thing decreasing my confidence on thewab the lack of support when we
were making the IT budget for the project. | peelyrwas not responsible for doing it
as it was the task of the GD PM. However, she Wss quite new in managing IT
projects. Thus, the budgeting and using budgetintstwas a bit unfamiliar to her as
well. We asked for support, but did not receive aowcrete help, training etc. This

seemed a bit strange to me.

The cooperation with the GD was not all negativieeil PM methodology gave me
many good ideas and a systematic way to managgsthand | was able to give
something back to them. The GD liked the new apgrda managing the steering
group. In the summer 2009 (after the observatianogg that idea was incorporated

into the GD project management methodology.

5.5 Work with steering group and sponsor

The steering group and the sponsor as the headheofsteering group are other
important organizational institutions for the piijeMy work with the sponsor had
many aspects during project start-up as he wasnaysorganizational supervisor. All

in all, I would say that a more active approachrfrboth the steering group and the
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sponsor could have been beneficial to the projEtat was seen already when we set
up the steering group. Normally the project sponsdhe head of the steering group,
but we decided that | was going to chair it. | didt mind that as | got more
responsibility but probably that indicated alresdynewhat low commitment on things
from others.

There were many times during the project whentltfelt the sponsor was backing me
up and supporting me. It really felt that he lig@rio my problems and wanted to help
in resolving them. However, looking back, the attugpact he had on these issues
were mostly quite low (e.g. the sub-project teamdér dilemma, issues with the

passive participation of the subsidiary in the USA)

The poor participation of the steering group durihg start-up was something |
noticed already in the first meeting. This was udurprising as the personal
“recruiting” meetings with the steering group memsb&ere quite promising. The
discussions were lively and | felt that they reallgnted to participate. However, |
shortly noticed that the steering group memberewet answering to my emails and
lacked enthusiasm. However, the work with the stgegroup improved notably when
we took into use the practice that one steering@member is a stakeholder for one
issue. All in all, the responsibility of the colteity seemed to be no one’s
responsibility. Even though their participation imped to some extent with this new

practice it was still not the best possible.

There were also some single cases where an indivadeering member participated in
the resource game. In one case the steering gramber was indicating that he
prefers the participation of a subordinate of hism@subordinate to the project. | do not
know how much the member’'s comments impacted theejsbut the project member
stayed in the project team. In another case, gexisg member from the GD helped in
getting the new GD PM for the project. In this ctssr contribution was clear.

5.6 Me experiencing the project

What | felt during the project start-up was dirgattlated to the issues | was dealing

with and those are the topics presented in othigoaes. Even if my daily feelings
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varied, deep in my mind | was constantly confidéatt we could do this thing even if

it might take some time and be frustrating timértce.

The daily feelings varied a lot. At the beginnihgyas encouraged and happy because
| was told | am doing an important work. All in adlt the beginning when everything
was new to me | had more positive feelings and et get things moving forward.
| was also a bit anxious in some new occasionsl, thik that is only a positive thing.

When you have butterflies in your stomach it makms try harder and be better.

From time to time | felt quite lonely. This happdne.g. when | was doing things
unfamiliar to me and there was no clear supporil@va. Every now and then | was
also disappointed and frustrated when things didpnaceed as | wanted. On the other
hand, | was happy and proud when we achieved tbgegirmilestones or finalized

some other notable tasks.

During the observation period, | reflected my warkipractices a few times. | know
that there is always room for improvement and Ittrydentify those when things are

not proceeding as planned.
My personal experiences are fully related to ofiractices presented in this section. In

the next section these relationships are descriepdrately and a deeper analysis

about them in constructed.
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6 Analysis

In the previous chapter | identified and analyzeel @merging practices in the project
start-up, which was one research objective. | lzdse reviewed some existing areas of
the project research that are closely connectatigqractices. In this chapter | first
analyze the interrelations of the emerging prastic&econdly, | try to connect my
observations to the extant literature by highligbtithe project management
interventions and their impacts. Specifically,yl to approach these from the personal
point of view of the project manager. | try to lgiforth issues that can be clearly seen
from my observations but also to dig out some issilat might not have been so

obvious.

6.1 Relationships of emerging practices

In this section realized relationships betweenpitaetices are described. As seen from
the figure 10, where the red arrows are represgritie impacts/relationships, there
were a notable amount of interrelations of prastidering the observation period.
Every practice either impacted on or was impacte@ob both) some other practice(s)

described.

The resource game had a significant amount of aiomes to other practices. It can be
even characterized as the platform practice. Abttginning of the observation period,
during the road show, the focus of the communicati@s in getting resources. This
was done by “selling” an image of a very importand meaningful project. As the
feedback | received was positive, | got the imgmsthat this was going to be an easy
task. This created a positive atmosphere for thaept. In addition, the sponsor
promised to back me up in selling the project idad he seemed to take the role he
was supposed to in getting the resources. At thgesthe communication and the role

of the sponsor were well aligned with the resogame.

But the resource game started to have also a megatpact on the motivation. The
problem was that | had no resources (team memlzs)ified and could not involve

them in the designing and planning of the projétten people are not participating in
the planning it tends to have an impact on the ciiment in the execution phase of

the project.
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June-July

August September

October

December

January

Resource game

126 Marketing road show amang
management 1o get resourcgs

17 B Fesling that getting resouices fom
business is easy

5.5 No identified leader to sub-praject from
technology organisation yet

08/09 GO resources missing for 2008 and 2009 (=
ng KO milestone)

10.9 R&D director prarmises me m»Ew.EEmQ

leader

11.10 Key persons' participation in danger - immediate
communication saves the situztion

13.10 Doubts that GD' PM has time for project even if 20% of
her time allocated in 2008 A

14.10 GD PM participation postponed to March 2009

16.10 My need to get project members nominated and
working

16.10 Based on Technology Director’s proposal we finally get
sub-project #eamaeader fram R&D

25.10 Latwer pressure on results due to limited resources
26,10 R&D sub-project team leader withdrawn

Methods and
directions of
internal
communi-cation

During first months getting to know people
12817 & Road Show brings positive
feedback; peaple share their improvement
ideas

275 People needs to be cominted about
necessity of planned work

0B/07 Getting contacts and intorducing
project outside Finland

237 Pressure to include different things in
scape - consistent communication helps in

13.8. Partisipation of intermal stakeholders'in
project work 1o do communication Snd marketing
(seemed to wark)

10.9 Communication in‘high level of R&D 1o get
resouIces

24 Simple comrmunication plan done

22.9 | prefer open comniunication to steering
about problems
End of 09: High level manager wants quick wins
30.9 Contradictions between short and long term
goals; cammunitating project progress in both is

15.11 People are willing to participate by
issues but hard to get actual

doers

212 I'm going to be the team leader after
mare than 3 manths discussion
31.12 Discussion with sponsor brings no

11.10 Fast communicatioo keep resources
13.10 Pressure fiam top helped in getting GD PM??
16.10 Spansor g R&D helped in

129,11 New GD PM nominated
%

1811 Communication of quick wins buy us
time to make longer term salutions
16.11 Cooperation with different

phi ,ms_a vary, most dificulties
with USA

10.1 Using outside consultants under
investigation, but budgets are limited;
consultant would bring also techical

resolution to the "actual doers" issue: knowledge

5.12 Marketing proven to be effective

16.12 E-mail not effective

2012 Communication plan has helped even
though not in active use; no negative

2.1 More detailed communication plan done - is
it used?

9.1 Steering committee mernber makes
misleadipy communication; proactive
communication needed from me?|?

26.1 Top management wants to see progress;
reply with what iz and will be done

29.1 Discussion about the progress on high

avniding scope increase

17.10 Low pressurs on Road map has slowed it down

lewel partly based on feelings

Creation and
sustaining of
motivation,
commitment and

v
12 Positive feedback for project during |
marketing
17.7 Stegring committee and field reference

graups ate not answering mails; how to
motivate and invalve them?

essential and wanted hy top
A

Iy
10.9 High rankinig manager's decision to proceed
without official approval creates good feeling

10.9We were s3id to be amony GD key projects

8.10 Trusting athers more would mast likely help in
managernent; discussion with team members to get to know
them better v i

16.10 Others should: be included in the work to get their

22.9. Steering lacks entt
End of 09 Matiyation expegted to emerge from

17.10 Low pressure on Road map has slowed it down

1511 My outdated bonus plan makes me
thimk how ghould | mativate my team?

15,11 Quick wins create positive atmosphere
1711 Not getting help from steering lowers

feedback about 30 far

5%2 Positive feedback fram Du.m_mgm peaple
brings energy :
31.12 Feeling that it is harder |3 et new

7.1 Trusting athers is still hard for me

20.1 Feedback requests to anly part of steering
at the time 1o increase rasponsiveness

22.1 | got bonus not based solely on bonus plan
25.1 | asked project members about their

positive energy

quick wins

30.10 Uncertainty about should | be mo hossy

feelthgs

than do mare_ mysglf

ta learn more ahout them

Work with 5.9 GD bureaucracy hinders the project H 10.1. Discussion if GO ?amﬂqnmj be used for
Project 10.9 Proceedingfwithout official milestane as per |10.10 Mo help in making the IT budget from anyone 1011 KD milestone and GO resources for  |8.12 [T budget of the project tams out to be  |consulting
Management 185 GD resources (PM) available only in - |GD manager's decision 1310 I worried if GO PM has time for this project 2008 officially granted very large (previous GD PM was 21.1. GD likes thg new approach for project
Office 2009 17.9 | lack the exy in making T budget 14.10 GD PM partigiy postponed to 2009 29.11 New GO PM [ ) (regarding steering)
11.10 Steering member supports in keeping project member, v
but with not too forcefully 16:11 Sponsor asks better support fram 9.1 St¥ering commitiee member makes
During first days in the company | had the 14.10 Steering members do not accept GD PM milve USA with limited impacts misleading communication as he knew so little
irnpression that the project was already 15.10 Communication about challenges to steering 1711 General support from steering is about project status
planned 12.9 Changes in arganisation changes members  |16.10 Sponsor contacting R&D helped in resourcing limited 20.1 lllustrated package item list incloded in
Work with 27 & Sponsar is backing me B in selling the [in steering 16.10 One decision takes time in uppier management (abave |24.11 Steering makes "finally" concrete scape withgut "proper justification
project 22.9. Steering committee lacks enthusiasm stegring) decision 20,1 FeedbBek requests to only part of steering

committee and
sponsor

17.7 Steering committee members are not
answering mails

(alrgady in first meeting)
22.9 | drive open cormmunication to steering

25.10 Sponsor promised to help in finfing the solution to
R&D sub-project leader issue

2411 Decision to investigate the including of
ustrated package item list into scope

31.12 Discussion with sponsor brings no
resolution to the "actual doers" issue

at the time 1o increase responsiveness; face-o-
face discussions my preference

Me experiencing

126 Positive feedback felt good, but [ was
somewhat sceptic still

176 Feeling that I'm doing important job
7.7 Planning unfamiliar issues alone is
challenging, lonely and evokes uncertainty
0B/07 | had positive feelings about steering

08/02 Honeymoon and positive feelings; but | felt
some pressure about timetable

09 Dissapointment when KO was not granted;

relief when we continued

5.9 1 don't like GD bureaucracy at all

22.9 | was nervous about first steering meeting,
but their lack of interest took away the positive

5.10 | feel my management style needs improvement

10.10 Tasks outside project take time; | need to manage
myself

1310 I worried about GD PM issue

1410 I'm confident that GO PM issue will be salved

25.10 | feel the project gets more pressure than support; but
less than before as GD resources are taken away

28.10 | weas confused after withdrawal of sub-project leader
3010 Limited supenvisor experience makes me uncertain:

10.11 Excellent news; we got KO milestone
and I'm a bit proud

15.11 Some frustration due to people's
unwillingness ta paticipate

1511 My bonus plan is outdated - not a big
issue but definately not motivating

1711 | feel helpless with poor commitrment
of steering

24,11 Steering making a decision is good;

212 I leamn a lot by doing myself, but it wi
post-pone the project

3.12 I'm dealing with issues new to me but |
learn all the time; heading towards unknown,
but ' confident that by warking hard we get
there

5.12 Positive feedbhack fram operative peaple
brings energy and confidence on what we
are doing

20.1 Motable uncertainty regarding decision
ahout illustration

21.1. | hope we learn from new management
approach and ['m a bit proud of it

22.1 | got bonus not based solely on bonus plan
as it was impossible to reach with current

the project

after first individual mestings

feeling

should | be mo bossy?

ahout including

16.12 Inefficiency of e-ail bothers me

project set-up - it felt good

Figure 10. Relationships between the emerging mest
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As mentioned earlier, there was also a tight conmebetween the resource game and
the GD. Due to lack of resources the project wasabée to proceed as defined in the
GD rules. Regardless of this we proceeded alonlg thié decision of the high-ranking
GD member, which partly created a positive atmosph&he GD was impacting the
resource game also in the form of consulting as thelget was eventually used for
the external help. To summarize this, there weablpms to get the GD PM for the
project. The sponsor and the steering group hdlpédding the solution and all this

had impacts on the atmosphere of the project.

One sequence of events connected to the resounce was the battle of getting the
team leader for the sub-project. In September whesalized that | might have a
problem regarding it, the R&D director promisedhtelp me with that. In addition to
my personal communication, the sponsor had corddbee R&D management and all
that seemed to create a positive result. Howeuee, promised resource was
withdrawn. After that the sponsor still promisech&p me in finding a person for this

role. Notwithstanding all that, in the end | was tine managing that sub-project.

During the whole start-up phase the communicatiod motivation practices had
direct link to the work of the steering committdéneir lack of enthusiasm decreased
my motivation and positive feelings to some extéinetheless, | developed a new
way to manage project steering group in cooperatibin the GD. The responsiveness
and the commitment of the steering group increasken they took the individual
responsibility on the issues. Later the GD tooks thipproach as part of their

methodology and | was able to provide something tdghem.

As can be seen from the figure 10 there is a netabiount of inter-relations between
the emerging practices | experienced during thgeptostart-up. In this case, the
resource game can be characterized as the plagicaatice. It was a decisive factor
for the directions and issues regarding the comaation. It impacted strongly my
motivation and was a major issue in the discussiatis the GD, the sponsor and the

steering group.

| think this sort of platform practice phenomenauld be found in other projects as

well. If e.g. the quality of delivery was the issué¢ would dominate the
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communication, be a clear focus in the steeringugrand probably impact also the
atmosphere, first negatively and when solved paditi The work with the PMO
would probably be the only practice (I noticed) doectly linked to that. On the other
hand, new practices concerning that platform pcaatiould most likely emerge. All in
all, it should be noted that the practices are lgighter-related and do not occur in

isolation.

Only a part of the emerged connections were higteig in this section. There might
have been many others that were not even recognidsd some of the connections

are presented in the next section as a part d?kbhénterventions.

6.2 Project management interventions

Section 6.1 described the self-evident connectibesveen the practices. In this
section | try to set forth a more detailed desmipabout the practices as well as some
causality i.e. how and why the practices were irtgdh@ positive and negative ways.

| also try to elaborate the connections between ph&ctices more from this
perspective. All this should describe some of tteget management interventions i.e.
how the project management (not just the projecatagar) can impact the practices in

the project start-up.

Quick wins

One issue among the observed events which turneth due very important were the
quick wins. Communicating achievements as soon asething was done and
planning the actions so that some things can bzeedafast was important for the
project; communicating these might have been evearenimportant than the

development itself.

The quick wins were also an interesting sequencevehts in the sense that they
emerged from the strong pressure of the top managerhey kept the project alive
to some extent during the time when the progresthefproject was not as fast as
planned as in the contemporary work life things tbesdone with a high speed and

one achievement must follow another.
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| also believe that motivation and positive eneagg partly created via single events
and achievement. That was proved when the quiclk wirated positive atmosphere

among the project team, which also then radiatésideithe project.

All in all, the quick wins were a very positive tigi even if | was a bit skeptic about
them at first due to somewhat contradictory appneacof the long and short term
goals. It was also an interesting connecting fadtor some of the practices as

described.

Behavior of steering group and sponsor

The role of the steering group is essential inpifegect’s success. The project sponsor
often as a head of the steering and as a primagrisg partner of the PM, is the
embodiment of the steering. In my case, steerinmipees’ ability to act respectively
was very much compromised. Their lack of commitmemd enthusiasm resulted in
the fact that they put little effort on the projeetd eventually knew very little about it
in general. And I, as the PM, was leading the whioleg. This was a bit exaggerated
statement and there were differences between therisj group members, but

nevertheless this was more or less the situation.

The interesting question is what led to the sitratwhere the contribution of the
steering group was so minimal. One thing | noticedhat the responsibility of the
collectivity is no one’s responsibility. The sizEtbe steering group was also too big,
which again led to the dilemma concerning the ctile responsibility. Other thing
that might have impacted the motivation was thatdteering group members did not
participate in the preparation of the project. bknthat all the people in the steering
group had some interest in the project and theyewatr least partly, motivated when
named to the steering group. However, as theyrarelatively high positions in the
organization, they may lack time to participatertughly. Their subordinates might
have more time and commitment to participate indteering group, but they would
then lack the authority that people in the highesifions of the organization have.
How to nominate the steering group is a challengjogstion, and | as the PM was

responsible for proposing the steering group memipethis case.
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The sponsor is the single most influential persothe project. It seemed to me that in
my project the sponsor did not have the ambitibas he should have for the job. | see
two reasons leading to this, but naturally therghihbe others as well. First of all, the
sponsor was working in a part of the organizatidmclv utilizes only a very small part
of the deliverables of the project. However, thaaapt of the project was so complex
that | cannot say whether it was possible to finth@e suitable sponsor from that
perspective. The only way to handle this would hbgen to have different sponsors
for the different parts of the project. Secondlge tsponsor’'s participation in the
definition phase was limited and he did not knoe inoject in detail. This might have

also decreased his value-adding capability andestéowards the project.

The behavior of the steering group and the spohsdr also impacts on the other
practices. The impacts in the resource game weite fmited even if they should
have supported me strongly in that. This was ariialation between the practices that
was observed only few times even if it should hexisted all the time. In the end, |
noticed that the sponsor couldn’t help me in trs®uece game, which created a feeling
that | can manage the project work most efficientlyself. The lack of interest
regarding the status of the project lead also éosituation where the steering group
members could not participate to the external ptop@mmunication efficiently and

even messed up things in some occasions.

The situation was partly improved when the resguligés in the steering committee
were reviewed but that did not solve the wholeghiall in all, | am not able to say
how the lack of enthusiasm and commitment of thenspr and the steering impacted
the success of the project. However, I'm sure their commitment and performance
were not optimal and in the sense the managemémvantions were occasionally
missing when needed. From the perspective of thehey should have been the most

important stakeholders of the project.

Fight over resources

The resource game was the area of events that h#iiplen connections to other
practices as described earlier. One essential thityget an understanding about what
is causing this resource game at first place. Tigarozation was impacting the

resource game from the cultural and structuralgeative. As stated in the literature, a
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traditional functional organization that has nojpcd culture and common practices
built in, can be very challenging for a PM. Thididigely was the case. | had very
limited power over the resources and other mattdrish the project had in common
with the functions. The culture of the company wastially impacting the issue that

people were more willing to set demands for thggatahan to participate in the work.

From the perspective of the PM, issue selling was of the most important issues
related to the resource game. | was able to geatthation from the directors, even if
it did not lead to action as much as | would haanted. | have no clear answer for
why that was the case. The incentives or pres$atecbuld have made them act just
were not strong enough. | believe the directorseustdod my situation regarding the

scarcity of resources, but they did not feel strpregsure to act accordingly.

However, the presented aspects of the issue sedkegn rational. Presenting facts,
showing incremental steps (the quick wins in myegaseing prepared and tying
things to valued issues like profitability were iab in my communication activities
but they were not enough. One thing missing in ragertoire though was the
utilization of formal processes as these were nefindd in most parts of the
organization. This may have partially hindered timaing of enthusiasm into acts of
directors. | was also relatively new in the orgation and did not know all the
relevant people and ways to get things done. Thasa/ledge categories presented
also in the issue selling theory would have propakelped me to get things done more

efficiently.

I am not fully satisfied with my own work either.n® example where | could have
done better was the case where it took six momthgdch the conclusion about the
team leader. | should have been more determineccalh@ne meeting where all the
relevant people would have been around the sanhe dal the issue could have been
solved. This summarizes the fact that the PM B large extent responsible for getting
resources to projects. Nevertheless, he is thesaffering mostly from the lack of

them.
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6.3 Connections to extant literature

The observations, the emerging practices and timaigeanent interventions have some
connections also to extant literature. In thisiseck describe those very briefly as this
has not been the primary goal of the project. Ipassible to find interesting future
research topics from this section. The relatiorshliterature are presented by the
categories of practice. Relationships presentedermprevious sections are not repeated
anymore.

In table 2 it is presented how the practices amdetkisting research areas are linked.
Theories are grouped and named based on the divisiothe chapter 2. Me
experiencing the project practice is not as releimthis connection as the others. As

noted all handled areas of theory have links feast three categories of practices.

Table 2. Link between practices and existing PMtesl theory areas
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. . 3] S 3| o
Emerging categories %’._g o S| <
of practices| o - 2. |55 |53 2
S o CD| oo | 0 'S
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5 32 82823938 ¢4
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Sections of P I SE|BEQ | 58|65 vo
: x| E8|=288|2€ |25/ =5
theoretical framework — @ o= 2 =
Multl-prOchts in X X X X
organizations
PMO X X X X
Portfolio management and X X
PM methodology
Focal stakeholders X X X X
Issue selling and resourcing X X X X X
Motivation and commitment X X X

Resource game

The multi-project environment and the organizatiac@ntext (culture and structure)
are important factors in the resource game. Thecgaof resources is a commonly
identified issue in literature, and the multi-prdjenvironment is partially causing this.
This was clearly seen in my battle for the GD reses that were at first allocated to
other projects. This lack of resources is not oalyproblem in project-based

organizations. The same issue can be observedrafsmrmal business” that has no
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resources to allocate for development projects wiegnired. The daily work people
have might already be too much for them. In theses, clear rules and commitments
to resourcing should be agreed as otherwise thjeginmanager ends up in drifting in

the quest for resources.

Methods and directions of internal communication
The analysis of internal communication in projecen be done via the project
stakeholders. They are the target group for thensomcation. In my project the

communication had also close ties to selling issunekgetting resources.

As stated earlier, the communication in the progtatt-up phase was directed mainly
to the management and upper levels in the orgamizathey wanted results, pushed
their own agenda and put pressure on the projduyeas | communicated them the
achievements and future plans | had made in oadselt them my ideas and to get the
resources. One thing to be noticed in the commtioicao stakeholders is that it

should be targeted high enough in the organizafibe.target of the communication is

as important as the amount of it.

Attention focus and pressure stemming from multgdarces (cf. issue selling theory)
were also impacting the directions of communicationrmy case, the top management
received complaints about the packaging impactagr tsubordinates’ work and the
issue became very important. It should be noted tiia phenomenon has also a
reverse nature. When an issue does not face mesBue or focus, it is delayed. The
selling of issues in general is a notable partahmunication in projects and mainly
the responsibility of the PM. For project manageh® have technical background or
otherwise no orientation to selling, this might dehallenging task. This is one part
where the roles of the sponsor and the PM mustxpécé and optimized and they

need to have a fluent cooperation.

The importance of communication can be easily ftiegp especially in internal
development projects. However, it is essentialdosuring the project progress and
success, and eventually even the project’'s existeAcproject might fade away, if

right people are not aware of it, pushing it fordvand providing resources for it.
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Creation and sustaining of motivation, commitment ad positive energy
Creation of positive energy and motivation shoudvéh been targeted primarily into
two stakeholder groups — the project team andtéeziag group. Both had challenges

in this project, even if different ones.

One of the most important features impacting theivaton of people joining the
project team is their background. According to tewbks people are assigned to
projects based on their expertise etc. Howevergdaiity it might be that the project
team is formed based on the resource availabititompletely other reasons. It might
mean that people’s background, expertise, availkitle and willingness to participate
are not optimal at all. This creates a challengitagting point for creating motivation.

| am not saying my project had this kind of sitaatibut there were some signs of it.

In my mind, common commitment to objectives createsivation. One reason for the
lack of motivation, in this case, might have bele® tinclear expectations from me to
the project team. This can be seen on the tearhdsweell. When we had a task that
we believed that it was totally useless, we proedezktremely slowly with it. On the

other hand, based on the observations about thevachents such as quick wins, |
definitely share the idea of potency. It predidtattwith the increase of our team’s

confidence also the motivation and efficiency iased.

Work with Project Management Office

The impact of the multi-project environment on tlesources was discussed earlier,
but it has also other influences on projects. Oheghe most self-evident is the
existence of the PMO that coordinates all proje€tee PMO aims to bring project
perspective on the organization that otherwise beyotally driven by functions (see

figure 4). In this the GD succeeded quite well.

However, for me the work with the GD was two-foldéd said, | felt that the GD
bureaucracy was hindering the project progressrapdrting was too extensive. On
the other hand, the project management methodal@gyguiding me well to take into
consideration all the relevant issues in the ptggeart-up, and | got some advices from
the GD as well. All in all, the work with the GD gale went well, but we just had very

different perspectives on many things, which issk pointed out also in the literature.
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They looked after the corporate portfolio whereasé responsible for one project, its
progress and success. These are in some casesrgaijectives. Finding the balance
between the focus on ones own project and comphitiythe PMO is a challenge to

any PM.

Me experiencing the project

Even the definition of the project says that eyangject is unique and this surely is the
case. A project manager faces something new irygureject. Depending on the case,
it might be exiting and positive, or a source akss. This leads to an observation
about the project manager’s personal perspectiveroject management. A PM must
endure different kinds of feelings. The positiorad?M between multiple stakeholders
is quite lonely. Sometimes | was frustrated, evexspérate, but generally | was
confident that | will get things done. AltogetherPM must tolerate stress stemming

from multiple sources as indicated in the literattgview.

Occasionally, | felt that the project and the pcojevork did not get the prestige it
deserved. Behind this might be the functional oizgtion that does not recognize the

importance of projects in development work.

One single observation presented in the literatheg | cannot agree with, is the
opinion that project managers estimate the impattthe project success to their
career during the selling process. | believe thHagma PM truly believes in his issue, it

diminishes this kind of thinking, as was the cagé we.

All in all, project managers have strong persoira to the project. However, this

aspect is seldom studied.
In this chapter | analyzed the connections betwheremerging categories of practice,

presented some management interventions observedhyinproject and shortly

reviewed some connections between the extanttliterand my observations.
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7 Conclusions

To conclude this research | shortly describe tieaech itself and present the strengths
and weaknesses of it. | list its objectives and reamize the practical implications of

the research. In the end | give some suggestiorfsitiaore research ideas.

Description of the research

The starting point of the research was me as @grajanager during the project start-
up in a global corporation. | observed the progead my work in it for eight months. |

wrote a story about that time and wrote down natiesut the observations | made
during that period. By following the logic of ther@ainded theory methodology |

categorized the emerging practices in the projet-sp. After that | reviewed the

theoretical background regarding the context of tbeearch. Based on all this |

analyzed the issues in question.

Strengths and weaknesses of the research

The strengths of this research are definitely enitliensive empirical research. When |
was observing myself in the role of a project mamad) was able to form a deep
understanding about the situation | worked in, adl \ws about my performance.
Relatively seldom in a master's thesis work a resea can have such a long
observation period in a real organizational envinent. | also see that the objectives
are relatively well met and the approach is ratedgd and therefore this case study is

something new among master’s theses.

Subijectivity, which is an essential part of thisaarch, can be seen as both a strength
and a weakness of the study. Personal stand pwinihaolving my personality can be
seen as somewhat novel and different kind of agpré@research, and as a strength as
such. On the other hand, subjectivity can be seeanaopposite to the old ideal of

objectivity in scientific research.

This study also has some weaknesses. Firstlyhallobservations and analysis are
based on one single case. However, that is inhévethis kind of research. | also see
the broad scope partly as a weakness. Even ifttitly $s only about the project start-

up, there is a notable amount of issues and raspetieoretical literature to handle,
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which limits the possibility to look those very gy All in all, a lot of issues
concerning this study can be evaluated only aftenestime has passed and as the
project has progressed. Then it would be posslevaluate the identified practices

and all aspects in them more efficiently.

Project objectives

The main objective of the research was to obsewe@sa project manager in a project
start-up, identify what kind of issues | face anowhl handle them. The second

objective was to contribute to scientific resealgh providing a project manager’'s

personal perspective on the research in this aralso wanted to learn to become a
better project manager and to contribute the ptopmanagement practices in the

company | am employed.

| believe this research was successful regardiadfitt objective. The issues were
identified and the emerging practices were depictetl. The identification of the

practices and their relationships enabled the tnriton to scientific research. | was
also able to bring the PM’s viewpoint into thiseasch area. However, in my mind
this objective was not met as thoroughly as | wdwdste wanted. | also learned quite
much and was able to have an impact on the projertagement methodology

development at my workplace as well.

Practical implications of the research

| believe this study contributes in a few differemays to practical work in project

management by looking at things from the projechaggr's perspective. From the
practical and normative perspective the impactshmaeeen and realized primarily on
the development of the project management methggicdmd practices in my work

place. Some issues, like allocating the respoityibdnly to one steering group

member per issue, are already incorporated in thetipes. Further recommendations
could include e.g. that the PM should ensure thernsibment of people and resources
already at the early stage of the project, the ecatpn between the GD and the PM
should be developed and the sponsor’'s nominatale,alarification, preparation and

cooperation with the PM should be emphasized. bfitiah to these, clear rules and
procedures for project management should be agrped when the organization is

not project-based.
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The study also provides contribution to researckhan area of project management.
My story itself can be considered as an importastieé from a scientific perspective.
The identification and classification of the emargpractices can be considered to be
another. Finding out some project management iatgions is also a relevant issue, as
well as the depicting of the relationships of thmeeging practices and project

management interventions.

One observation which is relevant to research enarea of project management as
well as to real world is that some issues look \@fferent from the perspective of the
project manager compared to others, or to exiglimgirines of project management.
Even if not totally different, the issues may lodikferent, which would be good to
understand by the sponsor, the PMO and other reig@aaties.

Suggestions for future research

As this research was limited in scope and deptifefinitely evokes some ideas about
future research. | list here some ideas which k@ most interesting. The first could
be the quick wins i.e. how they are formed, howtibze them in communication and

do they really have a positive impact on the projébe second could be how project
managers can impact on the motivation of the ptdiggm members that have their
home base in the functional organization. The tpiotential research topic could be

the platform practice in project work. What form&as and do these really exist?

The context impacts the research and its resultabho By varying the contextual
factors, one might get interesting research apemco this subject. Different
organizational structures and cultures, as wedl ddferent kinds of project (external,
R&D etc.) could be examples of factors worth vagyin a study. | have also tried to
set forth the perspective of the PM in this redeaktowever, it should be extended

with future research as well.
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