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ABSTRACT 
 
This thesis studies the most significant critical success factors in effective project management in 
different organizational conditions. Companies are increasingly using projects in their daily work to 
achieve company goals. In recent years researchers have become increasingly interested in factors that 
may have an impact on project management effectiveness and the success of projects. However, there 
is little research that shows how effectively projects are managed in a business organizational context. 
This study aims to partly fill this gap by presenting results from a case study and surveys of business 
organizations practicing project management. 
 
The purpose of the first article – the management of two investment projects and changes in project 
management over a 10-year period – is to investigate and analyze the status and significance of 
investment management systems in the implementation of partnership investment projects. The case 
study focused on two air gas plant projects, OKSO and NiCu, conducted as partnership projects by Oy 
Aga Ab and Outokumpu Oy/Outkokumpu Harjavalta Metals Oy. The projects were carried out over a 
10-year period. Project analysis showed that factors in the OKSO and NiCu projects corresponded with 
factors in the study's framework, identified through recent study. According to project success 
estimates, these projects avoided certain conventional failures. On the basis of empirical observations, 
it can be said that it is important that project managers have a firm grasp of project management and 
especially of contracts and contract technique. Experience, especially in the management of change, 
was perceived to be a significant factor in project success. In managing projects, it is important to know 
how to handle both the tools and the people and to achieve a balance between the two. Matters 
pertaining to the partnership projects were agreed beforehand and in writing. An arbitrator to handle 
cases of dispute was also assigned in advance. In the future, more attention should be given to resource 
planning, the earned value method, communication networks and the making of contracts. The results 
gained show the perspective and initial importance ranking of different skills and knowledge areas of 
project management.  
 
The second article examines project management effectiveness in project-oriented business 
organizations. The aim of the study is to investigate the effectiveness of project management in terms 
of organizational structures, technical competency, leadership ability and the characteristics of an 
effective project manager. The subjects of this survey were modern project-oriented business 
companies. The results indicate that organizational design is associated with project management 
effectiveness. For example, they indicate that project matrix and project team-based organizations are 
the most effective. Moreover, respondents are reasonably satisfied with the currently available selection 
of project management tools, yet the need was stated for a multi-project management tool. The 
characteristics of an effective project manager were measured by means of leadership behavior in 14 
managerial practices. The results suggest that planning/organizing, networking and informing are the 
most significant managerial practices in the leadership behavior of project managers. This study 
provides empirical evidence of project management effectiveness with the intent of contributing to a 
better understanding and improvement of project management practices. 
 
The third article documents the success of projects in different organizational conditions. The main 
purpose of this study is to evaluate the critical success/failure factors in project management and to 
examine the relationships between critical success factors and organizational background variables. 
This study also aims to gain an understanding of how project clients, owners and sponsors present their 
needs and expectations to ensure project success. On the basis of the survey responses received, it is 
possible to identify critical success factors in project management that are significantly related to 
company/organization size, project size, organization type and project managers’ work experience.  
The project implementation profile is also analyzed on average and by phases. The results indicate the 
importance of project communication that is related to company size, however. In contrast to some 
prior studies, communication was ranked the highest in most project phases.  
 
Keywords:  project management, project analysis, project success, planning modes. 
 
JEL classification: O21, O22, M49, M54.  
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LIST OF KEY TERMS  
 
Project  
Projects are performed by people, constrained by limited resources, and planned, executed, and 
controlled. A project is a temporary endeavor undertaken to create a unique product or service. 
Temporary means that every project has a definite beginning and a definite ending. Unique means that 
the product or service is different in some distinguishing way from all similar products or services. 
Projects are often critical components of the performing organizations´ business strategy. (PMBOK 
1996, Wideman 2002). 
 
Project management  
Project management is the application of knowledge, skills, tools, and techniques to project activities in 
order to meet or exceed stakeholder needs and expectations from a project. Meeting or exceeding 
stakeholder needs and expectations invariably involves balancing competing demands among: 

- Scope, time, cost, and quality. 
- Stakeholders with differing needs and expectations. 
- Identified requirements (needs) and unidentified requirements (expectations). (PMBOK 1996, 

Wideman 2002). 
 

Project management effectiveness  
Project management effectiveness is a measure of the quality of attainment in meeting objectives. It is 
the extent to which the goals of a project are attained, or the degree to which a system can be expected 
to achieve a set of specific requirements. (Wideman 2002).  
 
Success factors/ Critical success factors 
Critical factors are factors that will ensure achievement of success criteria. While critical success 
factors are essential for completing the project success, other success factors are also needed, but they 
have merely a contributing role. Success criteria are criteria to be used for judging if the project is 
successful. Project success criteria are the criteria upon which the relative success or failure of the 
project may be judged. Three basic sets of criteria can be identified: 

1. From the sponsoring organization, owner or user. 
2. The traditional or classical project management one of on time, in budget or to specification. 
3. Project profitability. 
It is important to note that criteria change with time. The fact that the original objectives were not 
achieved does not necessarily mean the project was a failure. (Wideman 2002). 
 

Successful project 
A project is successful when: 

1. The objectives of the project have been achieved to the full satisfaction of the users 
2. all closeout activities have been completed, and 
3. all designated interest, including the project’s sponsor and/or initiator officially accepts the 
project results or products and closes the project. (Wideman 2002). 

 
Project management system 
A project management system includes process, organization, and techniques, tools and methods. 
Project phases build a process. Project phases include: definition, planning and organizing, 
implementation and control, and closeout. 
 
Organizational conditions  
Organizational conditions include the general background and the context where project management is 
carried out. It includes factors such as the organizational form, size, and industry of the organization as 
well as some more specific context factors such as project size, type, and the number and experience of 
the people involved in the project. 
 
(Wideman2002)Copyright 
Wideman Comparative Glossary of Common Project Management Terms v3.1 is copyright by R. Max 
Wideman, March 2002. 
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PART I: OVERVIEW OF THE DISSERTATION 

 

 
1. INTRODUCTION 

 

This dissertation is about project management, the roots of which go back to 

investment project management methods developed from the Gantt chart during the 

First World War. Since then, project management has developed through the critical 

path method (CPM) and program evaluation and review technique (PERT), to the 

whole project management process. In the 1980s, the use of automatic data processing 

(ADP) for project management was emphasized. The problems of project 

management techniques were further analyzed in the 1990s, and some new techniques 

were presented. Information systems along with ready-made project control systems 

have been developed and the investment follow up, after closeout and project pre-

studies influencing better investment implementation have been emphasized 

(Kähkönen 1996). There have also been calls for research on how project 

management acts in practice (Engwall 1995).  

 

Concurrent to these developments, the importance of the project group and team 

(Williams 1997, Katzenbach & Smith 1993), empowerment and organizational 

learning (Argyris 1977, 1990,  Hammuda & Dulaimi 1997, Ayas 1996, Senge 1990), 

as well as communication in project management have been recognized. Regarding 

risk management, the focus has turned from quantitative methods to the development 

and organizing of the risk management process in different project phases (Chapman 

& Ward 1997, Artto 1997, Kähkönen 1997). As a response to the needs of project 

managers, A Guide to the Project Management Body of Knowledge (PMBOK® 
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Guide) has been created, and a certification process for project managers has been 

launched.  

 

Although cooperation and networks between companies have increased lately, 

research in this area is still rare (Hedberg & al. 1997, Guss 1997, Weston & Gibson 

1993, Larson 1995, Cook & Hancher 1990, Bartha-Johnson 1997). In prior studies, in 

the area of project management research, the project manager’s leadership principles 

and duties were examined. It was concluded that organizational effectiveness requires 

project management to combine technical competency, i.e. tools, with the ability to 

develop and display leadership. The leadership factors in the success of projects, the 

factors contributing to making project management effective, and the characteristics 

of effective project managers were examined by Zimmerer and Yasin (1998), Kim 

and Yukl (1995), Yukl (2002)  and  Hyväri ( 2000, 2002). Project evaluation and 

improvement and strategic alignment are both increasing their significance for project 

management, according to an article analysis over the last 10 years (Crawford & al. 

2006). Jugrev and Muller (2005) concluded, in their study of the evolving 

understanding of project success over the past 40 years, that the understanding of 

project success is also important because it has a bearing on the future directions of 

project management in the strategic context. 

 

The current knowledge is inadequate in relation to understanding the factors enabling 

the success of projects in different organizational conditions. Companies increasingly 

use projects in their daily work to achieve company goals. There is a growing need for 

competent project management in various business organizations. In recent years 

researchers have become increasingly interested in factors that may have an impact on 
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project management effectiveness and the success of projects (Jugrev & Muller 2005, 

Crawford & al. 2006). However, there is little research that shows how effectively 

projects are managed in a business organizational context. This study aims to partly 

fill this gap by presenting the results from a case study and surveys made of business 

organizations. 

 

The main research question in this study is: What  factors, if any, contribute to 

successful project management?  

 

In order to provide an answer to this question, the purpose of this study is to recognize 

the most significant critical success factors in effective project management in 

different organizational conditions. The thesis will be conducted in three separate 

articles. The purpose of the first article is to investigate and analyze the state and 

significance of investment project management systems in the implementation of 

partnership investment projects. This study is the basis for further research of project 

management effectiveness and success/failure factors. The second article investigates 

the effectiveness of project management in terms of organizational structures, 

technical competency, leadership ability and the characteristics of an effective project 

manager. Finally, the third article evaluates the critical success/failure factors in 

project management and examines the relationships between critical success factors 

and organizational background variables.  

 

The overall methodology of this study is based on different approaches comprising 

both case studies (the first article) as well as surveys (the second and third article). 
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This whole research increases the understanding of project management and provides 

answers to the research question in a new way compared with previous studies. These 

pointers to future research may well contribute to a better understanding and an 

improvement of project management practices in the project management context. 

 

In the next section, the project management literature and research – which illustrate 

how this study is related to previous literature/research – are briefly reviewed. The 

literature is presented using five themes:  1) organizational structures, 2) technical 

competency, 3) leadership ability, 4) the characteristics of effective project managers, 

and 5) critical success factors in project management.  

 

After this, the original papers are summarized. The summaries consist of research 

objectives, research methods and data, results and conclusions.  

 

In Part II, the original articles are presented. 

 

2. RELATED PRIOR LITERATURE/RESEARCH 

 
Lately, researchers have become increasingly interested in project management 

effectiveness and the factors that affect it. The research addressing project 

management effectiveness and the success of projects in different business 

organizational conditions includes the following themes 1) organizational structures, 

2) technical competency, i.e. tools, and methods in project management, 3) leadership 

ability, 4) the characteristics of effective project managers, 5) critical success factors 

in project management. The following review of previous research concerning these 

aspects points to the state of current knowledge and missing knowledge concerning 
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project management effectiveness and the success of projects in different 

organizational conditions. 

 

Organizational structures 

Organizational structures exhibit great diversity, ranging from classic, purely 

functional organizations to projectized organizations (PMBOK). As defined by Gobeli 

and Larson (1987), matrix organizations take the form of functional, balanced and 

project matrices, whereas PMBOK assigns matrix types to weak, balanced and strong 

matrices. Most modern organizations contain a mixture of all of these structures at 

various levels. In a fundamentally functional organization, for example, a special 

project team can be established to handle a critical project, and a project managers’ 

interaction with upper-level management can be more intense than with functional 

managers (Kerzner 1990). The use of different types of organizations, according to 

Gobeli and Larson (1987), involves functional matrices, project matrices and project 

teams. Chuad et al. (1995) examined the use of different types of project management 

structure in 84 case studies. They found the matrix structure was used in 68 % of 

cases. Turner et al. (1998) examined a USA government research and development 

center and found that the project matrix was selected in 64 % of cases, the functional 

matrix in 23 % of cases and the balanced matrix in 13 % of cases. Most organizations 

in a multi-project context are matrix organizations (Payne 1995). The project 

management environment in a multi-project context and in (semi-) project-driven 

organizations was noticed to be an area where project management theory does not 

provide sufficient support for the management of projects (Payne 1995, de Boer 

1998).  The matrix form was seen to be the most dominant (Chuad & al. 1995), and 
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the research concluded with a note that further research is needed on the human and 

social issues.  

 

Technical competency 

In this study, project management effectiveness is identified in technical competency, 

i.e. the tools and methods used in project management.  As indicated by a survey of 

PMI (Project Management Institute) members, project management software is 

commonly used by project management professionals in the USA (Pollack-Johnson 

and Liberatore 1998). While there are a large number of project management tools on 

the market, most project managers use, however, only a small subset of these tools, 

such as Microsoft Project (Fox & Spence 1998). In general, project managers seem to 

be satisfied with the tools available, even if they are not using them to their intended 

capacity. Yet, the need was stated for a multi-project management tool (de Boer 1998, 

Payne 1995). The literature (Zwikael & al. 2000) offers several methods for 

forecasting the final project cost. Earned value (Fleming & Koppelman 1994, 1996, 

Brandon 1998) is a quantitative approach to evaluating the true performance of a 

project in terms of both cost deviation and schedule deviation. However, the effective 

use of this important technique is relatively rare outside the U.S government and its 

contractors. Earned value is one of the underused cost management tools available to 

project managers.  

 

Leadership ability 

When the respondents in the previous study of Zimmerer and Yasin (1998) were 

asked about the factors contributing to an effective project manager, it transpired that 

positive leadership accounted for almost 76 % of project success. The most important 
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factors according to Zimmerer and Yasin (1998) were leadership by example, being 

visionary, and being technically competent. In the study of Hohn (1998), the question 

“What are the conditions in the start-up phase for success in an innovative team” was 

answered by the leaders (including project managers) from their own experience as 

follows: 1) motivation, 2) group dynamics, 3) clear goals, 4) selection (people).  The 

overall evidence of recent research supports the view that successful projects are led 

by individuals who possess not only a blend of technical and management 

capabilities, but also leadership skills that are internally compatible with the 

motivation of the project team and externally compatible with client focus strategies. 

(See, e.g., Hetzberg & al. 1967, Turner & al. 1998, and Slevin and Pinto 1988.) In 

addition, Posner 1986, as well as Thanhaim and Wilemon 1977, 1975 have studied 

conflict management styles and issues that cause conflict.  

 

Leadership can be defined in many ways (Yukl 2002, Ropo 1989, Dansereau & al. 

1995, Yammarino & Bass 1990, Yammarino & al. 1993). The most commonly used 

measure of leadership effectiveness is the extent to which the leader’s organizational 

unit performs its task successfully and attains its goals. Yukl (1994) states that in most 

leadership definitions it is assumed that leadership involves a social influence process 

whereby intentional influence is exerted by one person over other people in an attempt 

to structure the activities and relationships in groups or organizations. Project 

management literature is mostly based on team literature. The knowledge developed 

by social science in the 1960s and 1970s on the dynamics of small groups is rarely 

used, if at all (Hohn 1999).  
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The characteristics of  effective project managers 

Leadership behaviors are sometimes measured by a questionnaire called the 

Managerial Practices Survey (MPS) (Yukl 2002, Kim & Yukl 1995, Yukl & al. 1990). 

The taxonomy has fourteen behavior categories, or “managerial practices”, with Yukl  

(2002) providing a definition for each one. MPS measures categories of managerial 

behavior that are relevant to managerial effectiveness and applicable to all types of 

managers. The fourteen behaviors can also be related to the four general types of 

activities (Yukl 1994) – making decisions, influencing people, building relationships 

and giving-seeking information. Kim and Yukl (1995) have studied the relationships 

of managerial effectiveness and advancement to self-reported and subordinate-

reported leadership. They have also presented a rating scale by using nine-response 

choices. In this study the characteristics of an effective project manager were 

measured by the Managerial Practices Survey (MPS) method.  

 

Critical success factors in project management 

The concept of project success has not been well-defined in project management 

literature (Munns & Bjeirmi 1996, Baccarini 1999, Wideman 2002). Failure is also an 

imprecise and ill-defined term used by practitioners and in the literature, without deep 

meaning (Rae & Eden 2002). Shenhar and Wideman (2000) conclude that there does 

not appear to be any agreed understanding of the concept of success in either business 

or project management literature. Cooke-Davies (2002) also notes that decades of 

individual and collective efforts by project management researchers since the 1960s 

have not led to the discovery of a definitive set of factors leading to project success. 
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On the basis of previous research in project management, the critical success/failure 

factors in project phases and conflict situations have been reviewed (Pinto & Slevin 

1987, Pinto & Prescott 1988, Adams & Barnt 1978, Cleland & King 1983, Belassi & 

Tukel 1996, Schultz, Slevin, & Pinto 1987, Honko, Prihti, & Virtanen 1982). A 

survey of critical success/failure factors has also been carried out by dividing the 

factors into strategy and tactics. A few success/failure factors in the project process 

have been observed.  

 

The success factors are usually expressed as either very general factors or  very 

specific factors affecting only a particular project (Cleland & King 1983, Baker & al. 

1983, Pinto & Slevin 1987, Finch 2003). The Project Implementation Profile (PIP) 

was developed by Slevin and Pinto (1986, 1987) in an attempt to identify which 

aspects of a project determine success or failure. Its aim is to assist in identifying and 

measuring 10 critical success factors (CSFs) for a successful project outcome. This 

PIP was applied by Pinto (1990), Pinto and Prescott (1988), Dilisle and Thomas 

(2002), and recently Finch (2003), who applied PIP to an information systems project.  

Pinto and Prescott (1988) examined critical success factors over the project life cycle. 

They found that the relative importance of several of the critical factors changes 

significantly based on the life cycle stages. 

 

There is little research on dependencies between organizational context and critical 

success factors in project management. Fortune and White (2006) presented critical 

success factors mapped onto components of the formal system model. They used this 

model's features to make comparisons between this model and two projects. Belassi 

and Tukel (1996) found in their literature review that, although most authors tabulated 
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individual success factors, they did not group or classify them. Belassi and Tukel 

(1996) emphasize, in their summary of previous research, the importance of 

understanding the critical success/failure factors and how to measure them and the 

interactions between these factors. They grouped the critical success factors into five 

categories (project, project manager, project team, organization, and external 

environment). The research review above reveals that there is a gap in research 

concerning the success of projects in an organizational context. Conflict management 

has been found to be a prerequisite for effective project management (Blake & 

Mouton 1964, Burke 1969, Barker & al. 1988, Thamhain & Wilemon 1975). Conflict 

management has been noted to require (in order): collaboration, compromise, 

accommodation, dominance, avoidance (Posner 1986).   

 

There are still a great many examples of projects exceeding their budgets, running late 

or failing to meet other objectives (Frimpong & al. 2003). Numerous methods and 

techniques have been developed, and many examples exist of project management 

tools used for tracking the harder technical aspects of projects. However, there have 

been few attempts to combine a tool to aid project tracking and control in relation to 

the softer human elements of project management (Pinto 1990). However, additional 

future research concentrating on the relationship between critical success factors and 

measurement techniques and human elements in project management can be expected. 

It would seem to be of interest to give increased research attention to the behavior and 

organizational factors of project management (Zimmerer & Yasin 1998, Hyväri 2000, 

2002). 
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In conclusion, the review of previous literature suggest, there is not enough 

knowledge of how projects are managed in organizations where projects are used to 

achieve other goals. There are a few studies of project management in business 

organizations and only a few studies of the effectiveness of project management in 

these kind of organizations. There is an evident need to analyze organizational 

arrangements, technical competency such as project management tools and methods, 

leadership ability and the characteristics of an effective project manager. The research 

review above also reveals that there is a gap in research of the success of projects in 

an organizational context. There is not enough knowledge about the dependencies 

between organizational context and critical success factors in project management. 

There is also an evident need to understand priorities of different success factors in 

different project phases. 

 

.  
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3. SUMMARIES OF THE ARTICLES 

 
 
3.1 MANAGEMENT OF PARTNERSHIP PROJECTS: THE MANAGEMENT 
OF TWO INVESTMENT PROJECTS AND CHANGES IN PROJECT 
MANAGEMENT OVER A 10-YEAR PERIOD. A CASE STUDY. 
 

Research objectives  

As noted in the literature review, although many studies of project management have 

been carried out, many investment projects still fail. Theoretical analysis has shown 

that there has been very little research on the whole project management system 

process, and even less research on partnership investment project management 

systems. Empirical studies, too, are rare. Empirical studies have pointed out that much 

more attention should be given to the whole investment process, i.e. from the 

definition to the close-out. There are very few studies on the investment 

implementation phase. However, in that phase there seem to be numerous problems. 

In project management behavior studies, therefore, more attention should be paid to 

the implementation phase and problems in it. Research was expected on how project 

management acts in practice. There are only a few studies of human resource 

management. Lately, cooperation and networks between companies have increased. 

However, research in this area is still rare. More investigation is needed for it to be 

possible to estimate the value of the partnership concept. On the basis of previous 

research in project management, critical success/failure factors in project phases and 

conflict situations have been reviewed. Conflict management has been noted to be a 

prerequisite for effective project management.   
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The purpose of this study is to investigate and analyze the state and significance of 

investment project management systems in the implementation of partnership 

investment projects. Therefore the study 

- explores the theoretical framework of investment project management on the basis 

of previous research   

- describes two partnership investment project management systems  

- analyzes empirical results using the theoretical framework  

-examines differences between two empirical investment projects  

-investigates observations connected to project success  

Finally, a summary of the main results of success factors and threats in managing 

investment projects is presented.  

 

Research method and data 

The investment process has been the basis of the investment management process 

framework (the framework is founded on a Licentiate thesis, Hyväri, 2000). The 

investment project management phases were specified on the basis of the previous 

research: definition, planning and organizing, implementation and control, and close-

out. The phases build a process. In the empirical part of this study, two investment 

project management process and system factors were formed and described, and these 

were analyzed using the theoretical framework. The aim of the study is to increase the 

understanding of the special features in the implementation of partnership projects, 

and the possible differences in the project management process over a 10-year period. 

 

The case study (Ferreira & Merchant 1992, Yin 1989, Scapens 1990) was chosen for 

the reason that, to understand the investment project management process and system 
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features, one needs depth and an intensive research method. The case study method is 

generally considered to fit the research of complicated phenomena in their practical 

settings. This case research can be mainly classified as descriptive, exploratory 

research. The objective of research is to provide information concerning the nature 

and form of existing practices (Scapens 1990, Ryan & al.1992). To assess the validity 

and reliability of the research, evidence was collected from multiple sources 

(triangulation) (McKinnon 1988, Ryan & al. 1992, Ferreira & Merchant 1992). 

Observation and participant-observation (Yin 1989) were essential to this study. 

 

The case study focused on Oy AGA Ab, a gas company. AGA is the biggest and the 

most remarkable producer of industry and medical gases in Finland. For the empirical 

part of this study, two partnership projects were chosen. These project 

implementations required their own project organization and fulfilled the 

characteristics of large projects. These projects, two AGA air gas plant projects – the 

OKSO and NiCu management systems – will be described. The OKSO project was 

built by AGA during the years 1983-1984 as an on-site plant connected to the 

Outokumpu Oy Harjavalta plant. The NiCu project was built during the years 1993-

1995 by AGA in connection with the Outokumpu Harjavalta Metals Oy Harjavalta 

plants.  Outokumpu Oy is an important customer of AGA.  

 

The first investment was implemented during the years 1982-1984. The research 

material for the OKSO case study consists of interviews, participant observations and 

written documents. In addition, the researcher actually participated in the 

implementation of this project. The researcher worked in the company studied during 

the years 1980-1986. In the second NiCu investment project, implemented during the 
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years 1993-1995, the researcher interviewed the project personnel. The written 

material consisted of annual reports and articles about these projects. In addition, 

internal project guidelines such as the project administration handbook, the 

investment guidelines handbook, the project descriptions (project plans), and other 

project material of the implementation phase were available.  

 

Results      

It seemed in the empirical analysis, just as in the framework, that the basic system in 

project management stays unchanged, but it is controlled and changed to respond to 

each project separately. According to empirical observations, project managers should 

have a good knowledge of project management and especially of contracts and contract 

techniques. The experience of project personnel and project managers was perceived to 

have great significance for project success, especially in change management. In 

managing projects, it is important to know how to handle both the tools and the people 

and to keep a balance between these. Concerning the project management organization, 

it was stated that an organization chart and job descriptions had been completed and 

communicated. Responsibility and power questions and the way to handle crises and 

organization were decided and made clear to all participants. The project people had the 

opportunity to participate in goal setting. In that way, learning in the organization and 

commitment could be secured. Decision-making in the right place and ongoing 

communication directly with people, without a middleman, commits and motivates.      

 

The special features of partnership can be noticed in organizations that have started 

partnership projects for synergy advantages. The facts in these partnership projects 

were agreed beforehand and in writing. The organization to handle critical facts was 
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agreed beforehand. Contract negotiations, contracts and goal setting were crucial in 

the decision to participate in the partnership project. 

 

The success of the OKSO and NiCu projects was influenced by the qualified and 

experienced project organization. In addition, good conditions prevailed in AGA's 

environment, and the sales performance was good. The building of plants as 

partnerships was profitable for both AGA and Outokumpu. Profits came through both 

investments and reduced production costs. The management of the OKSO and NiCu 

projects was partly outside the investing company, which caused some problems in co-

ordination and responsibility, but this did not have any effect on the project success.  

 
 
3.2. PROJECT MANAGEMENT EFFECTIVENESS IN PROJECT-
ORIENTED BUSINESS ORGANIZATIONS 
 
 

Research objectives 

There is a growing need in business organizations for the management of projects. 

The use of different types of organization in project management and different ways 

of organizing project management have been examined. Technical competency, i.e. 

project management tools, and methods, have been researched. Payne (1995) and de 

Boer (1998) have studied projects carried out in a multi-project context.  Fabi and 

Pettersen (1992) have studied human resource management (HRM) in project 

management, producing evidence that HRM practices are little researched. It has been 

concluded, by Zimmerer and Yasin (1998) and Hyväri (2000, 2002), that 

organizational effectiveness requires project management to combine technical 

competency, i.e. tools, with the ability to develop and display leadership. However, 
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there is little research that shows how technical competency and the process of 

leadership in project management are combined. 

 

Research in project management, its critical success and failure factors (Belassi & 

Tukel 1996, Pinto & Prescott 1988, Schultz & al. 1997, Wilemon & Baker 1988), has 

pointed out the need to research how project management techniques are used, and 

how these could be used to improve project management quality. In addition, it is 

only partly known how these tools are used in project management.  Previous research 

has also raised the question of how different kinds of organization are used in project 

management and how effectively.  

 

This paper presents the results of a survey made in organizations among modern 

progressive companies. This study investigates the balance between technical 

competency, i.e. tools, and leadership ability, within the context of organizations 

which are managing projects to achieve other goals.  

 

Research method and data 

In this research the results of previous qualitative, descriptive case studies (Hyväri 

2000, 2002) have been utilized to avoid bias and errors attributable to the limitations 

of the survey. In previous case studies, problems in the management of projects were 

observed in a profound and intensive way. These studies formed the basis for this 

further research and the previous studies were utilized to make the survey questions. 

Besides this survey, three interviews on the basis of the survey questions were made. 

This study made use of the t-test for equality of means and Spearman's rank 
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correlation test (Cooper & Schindler 2001, www.wellesley.edu). Data from the survey 

was imported from Microsoft Excel to the SPSS statistical software for analysis. 

  

The Project Management Association Finland sent an e-mail to 78 company members 

and 368 personal members asking them to participate in the project management 

research. 30 responses were received overall and these respondents were asked to 

participate in a survey. Data were collected via the survey between December 2002 

and February 2003. 25 responses were received. All questions were answered. The 

results were statistically analyzed for correlation and reliability, with the aim of 

deriving insights into various relevant factors. 

 

In this research the survey started with the question: “Are you interested in learning 

how projects and their management appear in your organization?” The survey 

included a great amount of data, fifty-four questions in all, including about 400 

subtitles. The number of open questions was fourteen. The survey included questions 

on the general background of the respondents, projects, and questions on respondents’ 

organization, tools and leadership styles. In addition, the survey included questions on 

success/failure factors and the ways of handling conflict. People were asked to take 

part in the survey only if they had been actively involved in managing a project, and 

were asked to base their responses on their most recently concluded project, even if 

that project had been curtailed or abandoned. The survey focused on the perspective 

of the project client/owner/sponsor, and included projects carried out for their own 

purposes. 
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Results 

The company/organization size in terms of turnover ranged mostly between EUR 31 

million and 50 million. Nearly 60 % of the companies/organizations had between 100 

and 1000 employees, 8 % had fewer than 10 employees and 4 % had more than 5000 

employees. 32 % of respondents identified themselves as top-level, 52 % as mid-level 

and only 16 % as some other level. During the previous 12 months, 60 % of their 

work effort on average was project management and they participated on average in 6 

projects. The projects were carried out in a multi-project environment. The projects 

were classified into eight types on the basis of the responses.   

 

In this study the organization types most used by respondents were functional matrix, 

project matrix, and project team. The least used organizations were functional 

organization and balanced matrix. The respondents also rated the effectiveness of the 

different structures in their organization. They felt the project team to be the most 

effective, and the project matrix to be the second most effective. In this study the 

respondents indicated the year in which they started to use the project management 

tool to be between 1969 and 2000, on average in 1985. Project management tools 

were used in the last 12 months on 75 % of projects, and five years ago on 60 % of 

projects. Microsoft Project was the most popular tool. The link between the use of 

project management tools and project management effectiveness was made by asking 

people's satisfaction with these tools. People were satisfied with these tools in 84 % of 

cases. 
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This study aimed, through a survey, to identify leadership ability in project 

management in business organizations. The survey consisted of questions concerning 

project management effectiveness in leadership ability. The most critical finding was 

that five of  six characteristics were managerial in nature. In this study, conflicts most 

likely emerged in the implementation and control phases.  

 

 In this study, the characteristics of an effective project manager were measured by a 

method called the Managerial Practices Survey (MPS) (Yukl 2002, Kim & Yukl 

1995, Yukl & al. 1990). The respondents were asked to describe and scale the 

leadership behavior of the project manager in their latest project. The MPS taxonomy 

had fourteen behavior categories, or “managerial practices”. In this study of these 

taxonomies, planning/organizing and informing were ranked the highest, and 

rewarding the lowest. In unsuccessful projects these ratings of “managerial practices” 

were lower on average. The most remarkable differences between successful and 

unsuccessful projects were found in the networking and planning/organizing factors.  

 

The overall effectiveness of each project manager in carrying out his or her job 

responsibilities in most of the projects in this study was well above average, ranking 

in the top 10 %. In total, 90 % of the projects were in the top 40 %. Only 5 % were 

seen as moderately below average in the bottom 25 %, while another 5 % were seen 

as a little below average in the bottom 40 %.  

 

There was a correlation (Spearman's rho) in this study between the leadership 

behavior of the project manager and the overall effectiveness rankings of the project 

manager. The correlation was the most significant in the planning/organizing, 
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networking and conflict management/team building factors, and significant in the 

monitoring, informing, motivating/inspiring and developing factors.  

 

In analyzing the leadership behavior of the project manager in this study (using the t-

test for equality of means), satisfaction with the tools was found to be significant 

(p<0.1) only with the supporting and delegating managerial practices. The 

planning/organizing, networking and informing managerial practice factors were 

significant (p<0.1) with project success. In the grouped factors, giving-seeking 

information was significant (p<0.1) with project success. 

 

According to this study, it seems that planning/organizing, networking and informing 

are the most significant managerial practices in the leadership behavior of the project 

manager. An integrating taxonomy giving-seeking information is the most significant.  

 

3.3 SUCCESS OF PROJECTS IN DIFFERENT ORGANIZATIONAL 
CONDITIONS  
 

Research objectives 

Previous research results indicate that the relative importance of several of the critical 

factors change significantly based on life cycle stages (Pinto & Prescott 1988).  

Nevertheless the success factors are usually listed in either very general or very 

specific terms affecting only a particular project. Knowledge and understanding of the 

critical success/failure factors, as well as of how to measure them and the interactions 

between these factors have great importance for project management effectiveness 

(Belassi  & Tukel 1996). However, there have been few attempts to combine a tool to 

aid project tracking and control in relation to the softer human elements of project 
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management (Pinto 1990). However, additional future research concentrating on the 

relationship between critical success factors and measurement techniques and human 

elements in project management can be expected. It would seem to be of interest to 

give increased research attention to the behavior and organizational factors of project 

management (Zimmerer & Yasin 1998, Hyväri 2000, 2002). 

 

This study examines the success factors of project management in organizations 

actively involved in the project and how the project clients, owners and sponsors in 

organizations present their needs and expectations to ensure a successful project.  The 

main purpose of this study is to evaluate the critical success/failure factors in project 

management and to examine their relationships with organizational background 

variables.  

 

Research method and data 

In this research the survey started with the question: “Are you interested in learning 

how projects and their management appear in your organization?” The survey 

included a great amount of data, gathered in response to 54 questions, including 

altogether about 400 subtitles. The number of open questions was 14. The survey 

included questions on success/failure factors and the ways of handling conflict. In 

addition, the survey included questions on the general background of the respondents, 

the projects, and the respondents’ organizations, tools and leadership styles. People 

were asked to take part in the survey only if they had been actively involved in 

managing a project, and were asked to base their responses on their most recently 

concluded project, even if that project had been curtailed or abandoned. The survey 
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focused on the perspective of the project client/owner/sponsor, and included projects 

carried out for their own purposes. 

 

An e-mail enquiry was sent to 78 company members and 368 individual members, 

inviting them to participate in the project management survey. A total of 30 responses 

were received. These respondents were then asked to participate in the actual survey, 

which was carried out between December 2002 and February 2003. 25 responses were 

received and all the 54 questions were answered. The results were statistically 

analyzed for correlation and reliability, with the aim of deriving insights into various 

relevant factors. 

 

The present survey utilizes the results of previous qualitative, descriptive case studies 

(Hyväri 2000, 2002) to avoid bias and errors attributable to the limitations of the 

survey. In addition, three interviews were conducted.  The study made use of the Chi-

Squared Test Statistic introduced by Karl Pearson (Agresti & Finlay 1997, p. 255). 

Data from the survey was imported from Microsoft Excel to SPSS statistical software 

for analysis. 

 

Results 

The industry sector breakdown of respondents’ organizations is as follows: 

telecommunications services, software and IT accounted for 32 % of the responses, 

the manufacturing sector and engineering & construction for 20 % each, public 

administration & education for 12 %, and others for 16 %. 
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Most of the companies had an annual turnover of EUR 31-50 million, while 4 

companies had a turnover in excess of EUR 150 million. With regard to respondent 

backgrounds, 32 % of the respondents identified themselves as top-level, 52 % as 

mid-level and only 16 % as some other level. Most of the respondents were Project 

Managers with 19 years (on average) of employment and 12 years (on average) as a 

leader or member of a project team.  During the previous 12 months, an average of 60 

% of their work effort in their organizations had been in project management 

(standard deviation 35.5).  And they had participated in 6 projects on average 

(standard deviation 8.3).  

 

The projects were classified into 9 types on the basis of the responses. IT/software and 

investment projects each accounted for 24 % of respondents, while staff 

development/training and business change/reorganization projects each accounted for 

12  % of respondents. R&D, business reallocation and engineering projects each 

accounted for 8 % of respondents, and construction projects for 4 % of respondents. 

 

The responses concerning critical success/failure factors were used to identify 

relationships between these factors and the organizational background variables on 

projects, organizations and respondents. The three most commonly selected factors in 

each group were identified for further analysis. There are a total of five groups and 15 

factors. The hypotheses were used as a way of determining whether the background 

organizational variables on projects, and on project type and organization type, was 

significantly related to success across the most critical success factors. The Pearson 

Chi-square showed the factors which were significantly (p<0.1) related to success. 
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The relationships were as follows: Company/organization size in terms of turnover 

had a significant relationship with communication. Communication in project teams 

was found to be a more significant critical factor in bigger companies/organizations 

than in smaller ones. A significant relationship was found between project size in 

terms of millions of euros and adequate funds/resources. In terms of environmental 

factors, organization type had a relationship with the subcontractor and a weaker 

relationship with the client. The total work experience of project managers was 

strongly related to the project factor, “end user commitment”. Project managers with 

longer work experience had a stronger connection with end user commitment. A clear 

organization/job description was more significant for project respondents whose work 

experience was fewer than 11 years 

 

The results of this study were also compared with the widely used Project 

Implementation Profile (PIP) method to find out how the results of this study support 

the results of PIP. In the ranking used in this study (1 being the most important and 10 

being the least important), respondents ranked communication, client consultation and 

client acceptance as the most important factors, as project managers in the IS project 

had done in the previous study of Finch (2003). 

 

The critical success factors were also ranked in the different project phases of the 

project life cycle. The rank correlation analyses carried out in this study showed a 

strong relationship in factors between the definition, planning and organizing phases.  
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4.  CONCLUSIONS 

 
The purpose of this study was to recognize the most significant critical success/failure 

factors in effective project management. As described in the previous literature and 

studies that kind of research is needed.  This whole research increases the 

understanding of project management and provides answers to the research problem. 

 

The empirical analysis of project management systems in the case study found that the 

basic system in project management stays unchanged, but is controlled and changed to 

respond to each project separately. Recently, more attention has been given to the 

definition and planning phases. According to the empirical observations, project 

managers should have a good knowledge of project management and especially of 

contracts and contract techniques. Project personnel and especially project managers´ 

experience, especially in change management was perceived to have great 

significance for project success. In managing projects, it is important to know how to 

handle both the tools and the people, and to keep a balance between these. 

 

The results indicate that organizational design is associated with project management 

effectiveness. The project matrix and project team-based organizations are the most 

effective. The respondents in these empirical studies were reasonably satisfied with 

the currently available selection of project management tools. Yet, the need was stated 

for a multi-project management tool. When measuring the characteristics of an 

effective project manager by means of the leadership behaviours of fourteen 

managerial practices (Kim & Yukl 1995, Yukl & al. 1990, Yukl 2002), the results 

suggest that planning/organizing. networking and informing are the most significant 

managerial practices.    
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The overall finding of the second paper imply that technical managerial tools and 

methods are so developed and widely used that now it is time to turn the focus on 

developing leadership skills. The survey respondents in this study ranked the 

characteristics of an effective project manager as follows: (s)he must be able to 

communicate and inspire people to become motivated, and in addition (s)he must be 

decisive enough.  These results support the previous results (Hohn 1998) that social 

science and small group research could be credible for project management. 

 

A strong relationship in this study was seen between the factors in the different 

project phases of the project life cycle, a strong relationship between the factors in the 

definition, planning and organizing phases. In ranking the importance of the critical 

success factors in the Project Implementation Profile (PIP), respondents ranked 

communication, client consultation and client acceptance as the most important 

factors in this study. 

 

In relationships between the project critical success factors and the organizational 

background variables, significant relationships were found between 

company/organization size and communication. The total work experience of the 

project managers was strongly related to the end user commitment factor.  The 

organizational type had a relationship with the subcontractor and a weaker 

relationship with the client. Matrix organizations (functional, balanced and project 

matrix) and project team organizations were positively related to the subcontractor 

factor, while the functional organization was negatively related. 

 



 

 

 

28

The overall contribution of this study is that it indicates some new critical factors for 

successful project management not documented in related prior literature and suggests 

how these factors may depend on different organizational conditions. In doing that, 

this study provides a partial response to the requests put forward in related prior 

literature on project management. 
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Abstract

The aim of the study is to investigate the effectiveness of project management in terms of organizational structures, technical com-
petency, leadership ability and the characteristics of an effective project manager. The subjects of this survey study were modern pro-
ject-oriented business companies. The results indicate that organizational design is associated with project management effectiveness.
For example, they indicate that project matrix and project team-based organizations are the most effective. Moreover, respondents
are reasonably satisfied with the currently available selection of project management tools, yet a need was stated for multi-project man-
agement tool. The characteristics of an effective project manager were measured by means of leadership behavior in 14 managerial prac-
tices. The results suggest that planning/organizing, networking and informing are the most significant managerial practices in the
leadership behavior of project managers. This study provides empirical evidence on project management effectiveness with the intent
of contributing to a better understanding and improvement of project management practices.
� 2005 Elsevier Ltd and IPMA. All rights reserved.

Keywords: Project management effectiveness; Organization structures; Project management tools; Leadership

1. Introduction

Companies are increasingly using projects in their daily
work to achieve company goals. There is a growing need
for the management of projects in business organizations.
In recent years, researchers have become increasingly inter-
ested in factors that may have an impact on project man-
agement effectiveness. Prior research in the area has
examined different ways of organizing project management
[1–6]. Projects carried out in a multi-project context have
been studied [7,8]. In addition, issues relating to technical
competency, i.e. tools and methods in project management
practices have been considered [9,10]. In particular, final
cost methods [11] and earned value [12–14] have been stud-
ied. Critical success and failure factors in project manage-
ment [15–18] point out the need for empirical studies of
how project management tools and methods could be used
to improve the quality of project management. In addition,

there is an increased need for knowledge about how these
tools are used in actual project management practices with-
in organizations.

A human resource management (HRM) study in project
management has indicated that HRM practices are little re-
searched [19]. It has been concluded [20–22] that project
management effectiveness requires project managers to
combine technical competency, i.e. tools, with the ability
to develop and display leadership. However, there is little
research that shows how technical competency and the pro-
cess of leadership in project management are combined
[20–22].

This paper aims to partly fulfill this gap by presenting
results from a survey made on organizations in modern
project-oriented business companies. The subject compa-
nies are project-oriented in the sense that their main mode
of operation builds on developing and selling large-scale
business-to-business products and services (for example,
engineering and construction projects) tailored to fit cus-
tomer needs. The survey, carried out between December
2002 and February 2003, focused on the perspective of
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the project client/owner/sponsor, and included projects
carried out for the company�s own purposes. More specif-
ically, this study investigates the effectiveness of project
management in terms of: (1) organizational structures, (2)
technical competency, i.e. project management tools and
methods, (3) leadership ability, and (4) the characteristics
of an effective project manager within the context of orga-
nizations which are managing projects for their various
own particular purposes.

This paper is organized as follows. First, a literature re-
view and the purpose of this paper are presented. Then, the
key results of the survey are presented and discussed. These
results are also compared with previous results presented in
the literature review. Finally, the paper concludes with a
brief summary of the main findings and some of their
implications.

1.1. Literature review

The research addressing project management effective-
ness in project-oriented business organizations includes
the following themes: (1) organizational structures, (2)
technical competency, i.e. project management tools and
methods, (3) leadership ability, and (4) the characteristics
of an effective project manager. The following review of
previous research on these aspects indicates the current
state of knowledge and the gaps in knowledge concerning
project management effectiveness in different organiza-
tional conditions.

Organizational structures ranging from the classic purely
functional organization to the opposite end of the spec-
trum, the projectized organization, have been presented
(PMBOK [23]). In projectized organizations (or project
teams) most of the organizational resources are involved
in the project work. Matrix organizations are a blend of
functional and projectized organizations. Matrix organiza-
tions are defined by Gobeli and Larson [4] as functional,
balanced and project matrix organizations. PMBOK has
named these matrix types as weak, balanced and strong
matrices. Most modern organizations include all of these
structures at various levels. Even a fundamentally func-
tional organization may create a special project team to
handle a critical project. Project managers interact contin-
uously with upper-level management, perhaps more than
with functional managers. Kerzner [5] has presented the
effectiveness of dealing with upper-level management.
Within organizations, companies have organized project
offices which specialize in managing projects more effec-
tively [6]. The project office is an organization developed
to support the project manager in carrying out his duties.
The project team is a combination of the project office
and functional employees. In larger projects and even with
some smaller investments it is often impossible to achieve
project success without permanently assigning personnel
from inside and outside the company. Project management
effectiveness refers to the success of the project. Both the
success of the project and the career path of the project

manager can depend upon the working relationships and
expectations established with upper-level management [5].

The project matrix and team organization structures
were rated according to their effectiveness in a sample of
European and Japanese firms. Project managers of multi-
national projects should be aware of the differences in
structures and their relative effectiveness so that they can
agree on the approach that will best meet project objectives
[2]. It has been observed that efficiencies provided by the
matrix structure may be negated by a lack of job satisfac-
tion experienced by the functional manager [1]. The matrix
form was seen to be the most dominant [3], and research
was concluded with the note that further research is needed
on the human and social issues.

Technical competency means the competency to use pro-
ject management tools and methods to carry out projects.
Technical competency has been researched by Fox and
Spence [9], and Pollack-Johnson and Liberatore [10]. A sur-
vey of project management institute (PMI) members in the
USA shows that most project management professionals
rely a great deal on project management software [10]. An-
other survey confirms that there are literally dozens of pro-
ject management tools on the market [9]. However, the
majority of project managers tend to use only a small subset
of these tools, the most widely used being Microsoft Project
[9]. In general, project managers seem to be satisfied with
the tools available even if they are not using tool to their in-
tended capacity. Payne [7] concluded in his paper that it is
estimated that up to 90%, by value, of all projects are car-
ried out in the multi-project context. In that environment,
one needs a project management tool that is capable of deal-
ing with time and capacity simultaneously. De Boer [8]
states that we may conclude that the project management
theory does not provide sufficient support for the manage-
ment of (semi-) project-driven organizations. De Boer has
developed a decision support system to assist the manage-
ment of resource-constrained (semi-) project-driven organi-
zations in planning and scheduling decisions. To test the
system, a prototype was developed in cooperation with
the Royal Netherlands Navy Dockyards.

The literature [11] offers several methods of forecasting
final project cost, based on the actual cost performance at
intermediate points in time. The Zwikael et al. [11] study
was the first empirical study to carry out a numerical
comparison. Earned value [12] is a quantitative approach
to evaluate the true performance of a project both in
terms of cost deviation and schedule deviation. It also
provides a quantitative basis for estimating actual comple-
tion time and actual cost at completion. Earned value is a
very powerful project management tool. If an organiza-
tion can effectively integrate this tool into their procure-
ment, timekeeping, and executive information system,
then it is probably the single best method for measuring
and reporting true project performance and estimating
time and cost to complete [12]. However, the effective
use of this important technique is relatively rare outside
of the US government and its contractors. Earned value
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is one of the underused cost management tools available
to project managers [12–14].

The respondents in the previous study of Zimmerer and
Yasin [20] were asked via open-ended questions about the
factors contributing to an effective project manager. It
was found that positive leadership contributed almost
76% to the success of projects. Negative or poor leadership
contributed 67% to the failure of projects. In interviews
with five vice presidents of major engineering consulting
firms, it was found that, of 1000 large and small projects,
the executives could recount only 10 failures that were
due to lack of technical competence. All the evidence of re-
cent research supports the idea that successful projects are
led by individuals who possess not only a blend of technical
and management knowledge, but also leadership skills that
are internally compatible with the motivation of the project
team [1,24,25] and externally compatible with client focus
strategies. Posner [26], Thanhaim and Wilemon [27,28]
have studied conflict management styles and issues that
cause conflict.

Leadership can be defined in many ways [29–34]. Leader-
ship is a process of influencing others so that they under-
stand and agree about what needs to be done and how it
can be done effectively, and a process of facilitating individ-
ual and collective efforts to accomplish shared objectives
[29]. The most commonly used measure of leadership effec-
tiveness is the extent to which a leader�s organizational unit
performs its task successfully and attains its goals. Most
researchers evaluate leadership effectiveness in organiza-
tions in terms of the consequences of the leader�s actions
for followers and other organization stakeholders, but the
choice of outcome variables has differed considerably from
researcher to researcher [29]. Yukl [29] states that in most
leadership definitions it is assumed that leadership involves
a social influence process whereby intentional influence is
exerted by one person over other people in an attempt to
structure the activities and relationships in groups or orga-
nizations. Project management literature is mostly based on
team literature [35]. The knowledge developed by the social
science in the 1960s and 1970s on the dynamics of small
groups is rarely used, if at all [35].

Leadership behaviors are sometimes measured with a
questionnaire called the Managerial Practices Survey
(MPS) [29,36,37]. The taxonomy has 14 behavior catego-
ries, or ‘‘managerial practices’’, with Yukl [29] providing
a definition for each one. MPS measures categories of man-
agerial behavior that are relevant to managerial effective-

ness and applicable to all types of managers. The 14
behaviors can also be related to the four general types of
activities [29]: making decisions, influencing people, build-
ing relationships and giving-seeking information. Kim
and Yukl [36] have studied the relationships of managerial
effectiveness and advancement to self-reported and subor-
dinate-reported leadership. They have also presented a rat-
ing scale by using a nine-response choice.

In conclusion, a review of previous literature suggests
that there is not enough knowledge on project management

in organizations where projects are used for other own par-
ticular purposes. There are a few empirical studies of pro-
ject management in business organizations and only a few
studies of the effectiveness of project management in these
kinds of organization. There is an evident need to analyze
the status of technical competence and leadership ability in
project management. This paper aims to partly fill this gap
by providing empirical evidence of project management
effectiveness in the context of business organizations. The
focus of the paper is on issues relating to organizational
arrangements, technical competency such as project man-
agement tools and methods, leadership ability and the
characteristics of an effective project manager.

2. Empirical data

First, in order to test the validity of the questionnaire, it
was sent on a pilot basis to five project managers in five
organizations. Their responses were used to revise and im-
prove the questionnaire. Then an e-mail enquiry was sent
to 78 company members and 368 individual members invit-
ing them to participate in the project management survey.
A total of 30 responses were received. These respondents
were then asked to participate in the actual survey, which
was carried out between December 2002 and February
2003. Twenty-five responses were received and all the 54
questions were answered. The results were statistically ana-
lyzed for correlation and reliability, with the aim of deriv-
ing insights into various relevant factors.

In this research, the survey started with the question:
‘‘Are you interested in learning about the nature of projects
and project management in your organization?’’ The sur-
vey, which included 54 questions and about 400 subtitles,
collected a great amount of data. There were 14 open ques-
tions. The survey included questions on the general back-
ground of the respondents and projects, as well as
questions on the respondents� organizations, tools and
leadership styles. In addition, the survey included questions
on success/failure factors and the ways of handling conflict.
People were asked to take part in the survey only if they
had been actively involved in managing a project, and were
asked to base their responses on their most recently con-
cluded project, even if that project had been curtailed or
abandoned. The survey focused on the perspective of the
project client/owner/sponsor, and included projects carried
out for their own purposes.

3. Research method

The present survey study utilizes the results of previous
qualitative, descriptive case studies [21,22] (Hyväri 2000,
2002) to avoid bias and errors attributable to the limita-
tions of the survey. In addition, three interviews were con-
ducted. The study made use of the t-test for Equality of
Means and Spearman�s rank correlation test [38,39]. Data
from the survey were imported from Microsoft Excel to
SPSS statistical software for analysis.
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4. Survey findings

4.1. Background variables

The industry sector breakdown of respondents� organi-
zations is in Fig. 1.

The company/organization size in terms of turnover and
number of employees is shown in Appendix of descriptive
statistics of the survey organizations. Most of the compa-
nies had a group turnover of EUR 31–50 million, and four
companies had a turnover exceeding EUR 150 million.
Nearly 60% of the companies/organizations had 100–
1000 employees, 8% had fewer than 10 employees and
4% had more than 5000 employees. In the previous Pol-
lack-Johnsson and Liberatore survey [10], over 50% of
respondents worked for organizations with more than
1000 employees.

The respondents� background profile is also shown in
Appendix. Regarding the respondents� backgrounds: 32%
of respondents identified themselves as top-level, 52% as
middle-level and only 16% as another level. During the pre-
vious 12 months, 60% of their work effort on average had
been project management (standard deviation 35.5), and
they had participated on average in six projects (standard
deviation 8.3). The projects are carried out in a multi-pro-
ject environment. Most of the respondents were project
managers with 19 years (on average) experience in total,
and 12 years (on average) as a leader or member of a project
team. In the previous Gray et al. [2] study, 40% of respon-
dents were project managers. Over 35% of these respon-
dents had 5–10 years experience and 25% reported over

10 year�s experience as a project manager. The size of pro-
jects was EUR 85 million on average (from EUR 0.02 to
1500 million) and the average project duration was 18
months (from 3 to 42 months).

The projects were classified into eight types on the basis
of responses. 24% of the respondents were involved in IT/
software development and an equal percentage in invest-
ment projects. More responses are shown in Fig. 2. In
the previous study [2] approximately 60% of respondents
were most familiar with construction projects whilst 40%
were familiar with development projects.

4.2. Organizations

In this study, the use of different types of organizations
and their effectiveness in project management in modern
progressive organizations was examined. The respondents
were asked to select the organization type that best de-
scribed their organization. The definitions used for organi-
zation type ranking (functional organization, functional
matrix, balanced matrix, project matrix, and project team)
are in [4]. The organization type most used by respondents
was the functional matrix and the project matrix (both 28%)
and the project team at 24%. More results are shown in
Fig. 3.

The previous study [2] indicated that respondents famil-
iar with construction projects more frequently use a project
matrix. Development organizations appeared to use all of
the matrix structures. Chuad et al. [3] examined the use of
different types of project management structure in 84 case
studies from different industrial sectors in Hong Kong. It
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was found that the matrix structure is by far the most widely
used (64%) project structure. In this study, the matrix was
used in 68% of cases. In Turner et al.�s research [1], the
use of matrix structures in a USA government research
and development center was studied. 17 functional manag-
ers and 14 project managers responded. They found that the

project matrix was selected in 64% of cases, the functional
matrix in 23% of cases and the balanced matrix in 13% of
cases. (See the respondents of this study in Fig. 3).

The respondents in this study also rated the effectiveness
of the different structures (a description of organizational
structures is in [4]) in their organization. They felt the pro-
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ject team to be the most effective, and the project matrix to
be the second most effective. The functional organization
was felt to be the least effective. The project matrix and
project team were also rated as the most effective in the
Internet [2] sample.

Most organizations in the multi-project context are ma-
trix organizations [7]. In (semi-) project-driven organiza-
tions a standing committee can be an effective instrument
for coordination among parallel projects. This is called
portfolio management [8]. Project management environ-
ment in this study represents multi-project management.
Project management in this study was defined in half of
the respondent organizations on portfolio level, on project
level in about 70% of organizations and some on program
level. According to this study, during project implementa-
tion, the project board (steering committee, representing
the owner/sponsor/client) and project manager mostly
made decisions in the case of deviations. Respondents were
also asked how they felt concerning the communication
effectiveness in projects. Respondents felt that projects usu-
ally had written procedures/practices (project guidelines,
project implementation plans or similar documents).
Respondents usually understood their roles and responsi-
bilities in projects. They also felt that they got accurate
information and had adequate access to people with the
information necessary for them to perform the job well.
They also understood well enough what information their
supervisor and other groups in the project in question ex-
pected from them.

4.3. Technical competency

In this study, project management effectiveness in tech-
nical competency, i.e. tools and methods, was identified.
Respondents were asked to indicate the approximate year
in which they first used project management tools. This
was between 1969 and 2000, and on average in 1985. Pro-
ject management software tools had been used in 75% of
projects in the past 12 months, as they had 2 years earlier,
and in 60% of projects 5 years earlier. In a previous study,
Pollack-Johnson and Liberatore (1998) [10] found that
project management tools had been used in the past 12
months in 92% of projects. In the past 12 months respon-
dents used project management software for project plan-
ning (96%), project control (76%) and general work
planning and presentations (60%). In the previous study
[10] project management software had been used for pro-
ject planning (95%), control (about 80%) and general work
planning and presentations (nearly 70%). Microsoft Project
was the most used (44%), followed by companies� own
models, Microsoft Excel, and others. In the study of Pol-
lack-Johnson and Liberatore [10], the package most fre-
quently used in the previous 12 months was Microsoft
Project, cited by nearly half of respondents. The next most
popular was the Primavera Project Planner P3 at 21%, with
all others at 5% or less. In another PMI survey [9] Micro-
soft Project was also first in the top 10 project management

tools, at nearly half, and was followed by Primavera Pro-
ject Planner, Microsoft Excel and Project Workbench
and others.

In this study, the link between the use of project man-
agement tools and project management effectiveness was
made by asking about people�s satisfaction with these tools.
People were satisfied with these tools in 84% of cases and
dissatisfied in 16%. People were dissatisfied because a good
tool for the management of a multi-project was not avail-
able (for similar results, see [7,8]), or public sector manage-
ment tools were not good enough in some cases. Project
managers are reasonably satisfied with the currently avail-
able selection of project management tools according to
this and the previous study [5].

The literature [11] offers several methods for forecast-
ing final project cost, based on actual cost performance
at intermediate points in time. The Zwikael et al. [11]
study was the first empirical study to carry out a numer-
ical comparison. This study concluded that methods to
estimate final project cost were only used partly. Only
60% of respondents admitted to use that kind of method.
The named methods were just Excel sheets or companies�
own methods, work estimations, and budgeted costs ver-
sus actual costs. The reasons given in this study as to
why the method for final project cost was not used or
only partly used were that the method is not known or
that projects are too small. Earned value is one of the
underused cost management tools available to project
managers [12–14]. In this study, usage of the earned value
method for evaluating project performance was 0–19% in
22 projects and 50–79% in 3 projects. The main reasons
given for the low use were that the system is too cumber-
some and large to use, the projects are too small, or that
it is not known.

4.4. Leadership ability

Project management needs leadership skills in order to
carry out a project. How this is done in practice in organi-
zations has been little researched [20]. This study aimed,
through surveys, to identify leadership ability in the project
management carried out in business organizations. The
survey consisted of questions concerning the importance
of leadership ability in project management effectiveness.
The survey respondents ranked the first three factors of
an effective project manager as being a good communica-
tor, being a good motivator and being decisive. The most
important factors according to Zimmerer and Yasin [20]
were leadership by example, being visionary, and being
technically competent. These factors were the next three
characteristics of an effective project manager identified
in this study. The most critical finding was that five of these
six characteristics were managerial in nature. The technical
competence factor was ranked only sixth in this study,
whereas it had been third in the previous study. In the
study of Hohn [35] to the question ‘‘What are the condi-
tions in the start-up phase for success in an innovative
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team’’ was answered by the leaders (including project man-
agers) by reflecting their own experience (1) motivation, (2)
group dynamics, (3) clear goals, and (4) selection (people).

Concerning conflict management the respondents were
asked the following: In what issue are conflicts most likely
to emerge in the named factors? The answers in rankings
were (a) manpower resources (staffing), (b) cost objectives,
(c) schedules, (d) personality conflict, (e) project priorities,
(f) technical conflicts, and (g) administrative procedures.
In the studies of Thamhain and Wilemon [27] and Posner
[26] schedules were the first in conflict factors. Manpower
resources were in the first place in this study, in the fourth
place in Posner and in the third place in Thamhain and
Wilemon. More results are shown in Table 1. In rank corre-
lation, a positive correlation was found between this study
and Posner�s study at the value 0.607 and between Posner�s
study and Thamhain and Wilemon�s study at the value
0.571. This study and Thamhain and Wilemon�s study were,
at the value 0.107, nearly statistically independent (i.e. 0).

Conflicts were most likely to emerge in the implementa-
tion and control phases in this and the previous study of
Posner [26]. In this study conflicts were the second most
likely to emerge in the planning and organizing phase.
The third most likely conflicts emerged in the definition
phase. In the previous studies [28,27], conflicts emerged
in the early project phases and diminished towards the
end of the project.

The conflict management styles used were confrontation
or problem solving, compromising, smoothing or accom-
modating, forcing or dominating, withdrawing or avoid-
ing. Compared with previous studies [26–28] the rankings
were the same. Blake and Mouton [40], Burke [41], and
Barker et al. [42] also named confrontation or problem
solving as the most effective conflict management style. It
has been noticed that forcing is the least effective. Project
managers use different conflict management styles depend-
ing on the situation.

4.5. Characteristics of an effective project manager

In this study, the characteristics of an effective project
manager were measured by a method called the Managerial
Practices Survey (MPS) [36,37,29]. Respondents were
asked to describe and scale the leadership behavior of the

project manager in their latest project. The MPS taxonomy
had 14 behavior categories, or ‘‘managerial practices’’. The
Managerial Practices Survey (MPS) is in Table 2. The
validity and reliability of the behavior scales are described
in Yukl et al. [37]. The leadership behavior of the project
manager and the ratings of leadership behavior are aver-
aged in Table 2. In this study, planning/organizing and
informing were ranked as the highest of these taxonomies,
and rewarding as the lowest. In unsuccessful projects these
ratings of ‘‘managerial practices’’ were lower on average.
The most remarkable differences between successful and
unsuccessful projects were found in the networking and
planning/organizing factors. In the study of Kim and Yukl
[36], the highest ranked were conflict management/team
building and supporting.

Overall, the rank correlation between Kim and Yukl�s
[36] managers� rating and the corresponding rating by the
respondents in this study is virtually zero (0.011). In con-
trast, there is a small positive (although statistically non-sig-
nificant) correlation of 0.342 between the rating in this study
and that of subordinates in Kim and Yukl�s [36] study.

The overall effectiveness of each project manager in car-
rying out his or her job responsibilities was measured on a
rating scale using a nine response choice [36]. The respon-
dents, of whom half were project managers and the other
half were functional managers or other (see Appendix),
were asked to mark the overall effectiveness of the project
manager in their latest project. The overall effectiveness
of each project manager, in carrying out his or her job
responsibilities, in most of the projects in this study was
well above average, ranking in the top 10%. In total 90%
of projects were in the top 40%. Only 5% were seen as mod-
erately below average in the bottom 25% and another 5% a
little below average, in the bottom 40%.

There was a correlation (Spearman�s q) (see Table 2) in
this study between the leadership behavior of the project
manager and the overall effectiveness rankings of the pro-
ject manager. The correlation was the most significant in
the planning/organizing, networking and conflict manage-
ment/team building factors, and significant in the monitor-
ing, informing, motivating/inspiring and developing
factors. A correlation was found when integrating taxono-
mies of managerial behavior in making decisions, building
relationships and giving-seeking information.

In analyzing (t-test for equality of means) the leadership
behavior of project managers in this study (Table 2), the
managerial practices of supporting and delegating were
found to be significant (p < 0.1) with satisfaction tools.
The managerial practice factors of planning/organizing,
networking and informing were significant (p < 0.1) in terms
of project success. In the grouped factors, giving-seeking
information was significant (p < 0.1) for project success.

According to this study, it seems that planning/organiz-
ing, networking and informing are the most significant
managerial practices in the leadership behavior of project
managers. An integrating taxonomy – giving-seeking infor-
mation – is the most significant.

Table 1
Issues, where conflicts are most likely to emerge in project management

Ranking

This study Posner Thamhain and
Wilemon

Schedules 3 1 1
Administrative procedures 7 7 5
Personality conflicts 4 6 7
Manpower resources (staffing) 1 4 3
Project priorities 5 3 2
Technical conflicts 6 5 4
Cost objectives 2 2 6
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5. Summary and conclusions

The results of this study show that the organizational
types most commonly used by the respondents were the
functional matrix, the project matrix and the project team.
Respondents were on average satisfied with the communi-
cation in the projects. Consistent with prior studies [2], this
paper documents that the project team and the project ma-
trix are rated as the most effective organizational forms of
project management. The shift towards competitive global
markets demands faster change and response from the sub-
ject organizations. Under these circumstances, the tradi-
tional functional organization is not the best structure.
Traditional functional organizations have frequently had
to form project teams to respond to rapidly changing mar-
ket conditions.

Consistent with prior literature, the results concerning
technical competency suggest that project management
tools are widely used [10]. In this survey, project manage-
ment tools were used in 75% of projects, i.e. slightly less than
what had been found previously. This may at least partly be
explained by the smaller average company size in this study.
The Microsoft Project software was found to be the most
popular tool in this survey and in some prior studies
[9,10]. According to the respondents, project managers are
reasonably satisfied with the currently available selection
of project management tools according to this and the pre-
vious study [5]. According to this study and previous studies
[7,8] people were dissatisfied because a good tool for the
management of multi-projects was not available.

The reasons given for final project cost models not being
used or only partly used were that the method was not
known, or the projects were too small. This applies to the
low use of the earned value method as well. According to
prior studies [20], the earned value method is not so critical
for the success of a project. Instead, the traditional meth-
ods of cost, time and recourse management are more
important.

According to this study, it seems that planning/organiz-
ing, networking and informing are the most significant
managerial practices in the leadership behavior of project
managers. The overall findings of this paper imply that
technical project management tools and methods are so
developed and widely used that now it is time to turn the fo-
cus on developing leadership skills. The survey respondents
in this study ranked the characteristics of an effective project
manager as follows: (s)he must be able to communicate and
inspire people to become motivated, and in addition (s)he
must be decisive enough. These results support the previous
results [35] that social science and small group research
could be creditable for project management.

In conclusion, this paper provides a balance between
theory and research and actual project management prac-
tices. The survey findings concerning the relative impor-
tance of project management tools and leadership
requirements should be relevant to companies that are
increasingly using projects in their daily work to achieve
their goals. These findings can be used in further studies
and also in practice to improve the effectiveness of project
management. Further studies could corroborate the results

Table 2
Leadership behavior of project managers (summary)

Managerial practice This study Kim and Yukl (1995) Taxonomy
group
this studya

Rank correlation
between overall
effectiveness of
project manager
and managerial
practice

Rating
score

Rank Managers
rank

Subordinates
rank

Planning/organizing 4.50 1 12 11 1 0.837**

Problem solving 4.20 5 6 7 1 0.409
Monitoring 4.30 4 14 12 4 0.547*

Networking 3.90 10 13 7 3 0.580**

Informing 4.50 1 4 3 4 0.455*

Clarifying 4.50 1 8 6 4 0.189
Motivating/inspiring 4.00 7 9 10 2 0.474*

Conflict management/team building 4.00 7 1 2 3 0.573**

Supporting 4.10 6 2 1 3 0.273
Consulting 4.00 7 3 4 1 0.305
Recognizing 3.60 12 6 9 2 0.267
Developing 3.40 13 11 14 3 0.458*

Rewarding 3.00 14 5 13 2 0.330
Delegating 3.80 11 10 5 1 0.405

Spearman rank correlation with this study (2-tailed)
0.011 0.342

Not significant (close to zero) Positive but not significant

a Integrating taxonomy of managerial behavior: 1 – making decisions, 2 – influencing people, 3 – building relatsionships, and 4 – giving-seeking
information.

* p < 0.05.
** p < 0.01.
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of this study for example in less project-oriented organiza-
tions, with more extensive data, and with different experi-
ence and knowledge levels of project managers.
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SURVEY ON PROJECT MANAGEMENT 
Please complete and return this Survey by December 20th, 2002 
 
 
November 24th, 2002 
 
 
Dear Colleague, 
 
Aren’t you interested in to learn how projects and their management appear in your 
organization? 
This study is about this. 
 
You have been selected from the membership of the Project Management Association Finland 
(Projektiyhdistys ry) to participate in this survey. This study will provide empirical evidence on project 
management. The aim of the study is to make a critical investigation of the balance between technical 
competency, i.e. tools, and leadership ability in different types of organization and in different kinds of 
projects. Another main purpose of this study is to evaluate critical success/failure factors in project 
management. The results are compared to previous research. The study may well contribute to a better 
understanding and improvement of project management practices in a project management context. 
This study will give you valuable benchmarking information. Your participation in this survey is very 
important to maximizing the validity of the results. The survey is a part of my doctoral thesis in the 
Helsinki School of Economics. 
 
Please return your completed survey by December 20th, 2002, to: Irja Hyväri, Projektiyhdistys ry, PL 
132, 02101 Espoo, or fax 09 461839, or e-mail: Irja.Hyvari@luukku.com. The survey form has been 
coded specifically to avoid troubling you with reminders once your survey has been returned. Please be 
assured that your responses will be maintained in strict confidentiality. The survey takes about an hour 
and half to fill.  
 
Thank you for your participation in this study. The summary of results will be send to contributors. 
These results are planned to appear in professional publications.    
  
With best regards,   
Irja Hyväri 
    
Irja Hyväri 
Lic. Sc. (Econ)  
Irja.Hyvari@luukku.com      
Projektiyhdistys ry 
PL 132 
02101 Espoo 
Fax 09 461839 
    
Kalervo Virtanen   Kalle Kähkönen   Rauno Puskala 
Professor   Chief Research Scientist, Ph. D. Managing Director 
Helsinki School of Economics VTT    Projektiyhdistys ry 
 
 
You are asked to take part in the survey only if you have actively been involved in the management of 
a project and base your responses on your most recently concluded project, even if that project has 
been curtailed or abandoned. This study is focused on the point of view of the project client/ owner/ 
sponsor, and where projects have been carried out for your own purposes. You may answer either in 
Finnish or in English. 
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GENERAL, PROJECT,  ORGANIZATION  
 
 
Name of the company:  _____________________________________   
 
Your name and e-mail/ phone number:  ________________________________________ 
 
Your job title (X):  

 President                          Director of Project Management   Project Manager  
Vice President                          Consultant                                   Project/ team member  
 Professional                         Other (specify)_______________ 

 
Your position: 

 top level                                    middle level                                   other level 
 
Are you acting more as (X): 

 a functional manager or             a project manager or  other (specify)?_______________  
 
In what industries would most of your business be classified  (X):  

 Wholesale and retail                  Telecommunication Services          Transportation and Communication  
 Publishing/Distribution             Public Administration                     Software Development/ It-Systems  
 Manufacturing                           Health                                              Information Technology  
 Engineering                               Defense/Aerospace                          Research and Development  
 Construction                              Finance, Insurance and Banking      Education 
 Petrochemical                            Electricity, Gas and Water               Other (specify)_______________ 

 
Company/organization size, number of employees (X): 

 less than 10                                10-99                                   100-499 
500-999                                       1000-5000                                   5000 plus 

      .  
Turnover (Million Euro/latest year)____________________ 
Is your company:  

 European                                      USA                                    Other (specify)___________  
 
How many years have you worked total?  _________________________________________________years 
How many years of experience have you had as a member or leader of a project team? ___________years 
During the last 12 months, what percentage of your work effort has been project management? _____%. 
During the last 12 months, in how many projects have you actively participated? ______________projects 
 
 
PROJECT 
 
Size of your latest project? _______________(in Million Euro) 
Your latest project duration? _______________(months) 
 
Would most of your project have (X): less than or equal to 100 activities     more than 100 activities 
 
DIFFERENT KINDS OF PROJECTS: In what kind of project have you worked lately (X)? 

 Staff Development/Training      IT/Software Development              Research and Development   
 Investment                                 Engineering                                     Construction     
 Defense                                      Business Reallocation                     Business Change/Reorganization   
 Other (specify)_______________ 

 
Nature of the project: Are you working in a  domestic project or  international project?   
Are you working in a partnership project?   Yes    No  Why?_______________________________ 
______________________________________________________________________________________ 
 
What type of contract does your project have? 
  fixed price                                  cost plus                                         other _______________             
  remeasurement  based on _______________                           
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 Number of persons involved in the project from       _________ (persons) from  your organization     

 ________   clients´ organization     _____ suppliers´ organization       _________   other (name) 
 
Identify the most important and the least important performance criteria for judging success in your 
project (from 5=the most important to 1=the least important, 5 levels): 
1) On schedule ___ 2) On budget ____ 3) Technical success ___ 4) Quality success ___  5) Meeting 
commercial parameters ___  6) Client/customer satisfaction ___  7) Achieving the Project Goal  ___ 8) Project 
Team Satisfaction ___  9) Others (specify)______________________________________________.  
 
Who controls the risk in your project:  client                                                 contractor                  

  both                                                      other (name) _______________ 
 
Do you have defined project management at:                                                  
  portfolio level                                      program level                                   project level                              
  other (name) _______________ 
 
 Name in rank order the most important information parameters in your project selection:  
1)  _____________________                2) ______________________               3) __________________              
4) ______________________               5) ______________________ 
 
What kind Balance Score Card measurements do you use in project management, if any? Name 
1)  _____________________               2) ______________________                   3) __________________            
4) ______________________              5) ______________________ 
 
 
ORGANIZATION 
 
DIFFERENT KINDS OF ORGANIZATION. Select the organization type that best describes your 
organization (definitions in Table 1 a-e):  

 a) Functional Organization               b) Functional Matrix                                  c) Balanced Matrix 
 d) Project Matrix                               e) Project Team 

 
Please present the ranking of the structures used in your organization (definitions in Table 1 a-e) 
(5=mostly used, 4=second, 1=least used). Organization type / ranking:  
a)                  b)                 c)                 d)             e) 
 
Please rate the effectiveness of the different structures in your organization (5-1 scale, 5=most effective, 
1=least effective): a)          b)                  c)                  d)                     e) 
 
Who makes the decisions in case of  deviation during the project implementation: 

 Project Manager                             Project Board                                             Portfolio Board            
 Section Manager                             Other (name) ?_______________  

 
Describe an event in your current job as a manager when you felt internally motivated during and 
satisfied at the conclusion of the situation. Please be as detailed as possible about the specific reasons and 
circumstances for the feelings _______________________________________________________________ 
_______________________________________________________________________________________  
_______________________________________________________________________________________ 
 
Describe an event in which you felt frustration during and dissatisfaction at the conclusion of the 
situation. Please be as detailed as possible about the specific reasons and circumstances for the feelings 
_________________________________________________________________________________________
_________________________________________________________________________________________ 
 
Select which scenario best described your overall feelings concerning your 
job.______________________________________________________________________________________
________________________________________________________________________________________ 
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TOOLS, METHODS, METHODOLOGIES  
 
Please indicate the approximate year in which you first used  project management tools:  
a) Manual tools (&methods)______  b) computerized techniques (for ex. own Excel forms, Ms Project) _____. 
 
On what percentage of projects have you used project management tools:  
a) In the past 12 months _____  %                 b) two (2) years ago ____  %         c) five (5) years ago____ % ? 
 
For what purposes have you used project management tools in the past 12 months? (X all that apply to): 

 project planning                                           project control                              general work 
planning/presentation                                        other (specify) _____________   Do not use such  software 
 
 
Please list as many as three project management tools you have used or are currently using. For this 
survey, an example of a project Management tool could be Microsoft Project.  
Tool 1)_______________________               Tool 2)____________________      Tool 3) _________________  

 
Please indicate the amount of time you use each tool, as a percentage of all project management tools you 
listed:  
Tool 1 ___ %                                                 Tool 2 ____   %                                 Tool 3____  %( Total 100 %). 
 
Are you happy with these tools?  Yes   No. Please, specify 
_______________________________________________________________________________________ 
 
Evaluation of models for forecasting the final cost of a project. What kind of model do you 
use?_____________________ 
 
Why are the Models for the Final Cost of a project not used or partly used?_______________________ 
_______________________________________________________________________________________ 
 
Usage of the Earned Value method for evaluating project performance in number of projects (X): 

 0-19%                        20-49%                  50-79%                 80-99%                   100%. 
Why do you not use or partly use that method?__________________________________________________ 
________________________________________________________________________________________ 
 
 
 
Communication questions by category. Please answer  (scale 5=usually, 4=sometimes, 3=seldom, 2=never 
and 1= don’t know).  
 

 Usually 
5  

sometimes  
4 

seldom  
3 

never  
2 

don’t know 
1  

A) Does your projects have written 
procedures/practices for your work 
scope (project guidelines, project 
implementation plan or similar 
documents)? 

     

B) How well do you understand your 
roles and responsibilities in projects? 

     

C) How often you get the information 
needed? 

     

D) Do you feel you have adequate 
access to the people with the information 
necessary for you to perform your job? 

     

E) Do you get accurate information?       

F) How well do you understand what 
information your supervisor and other 
groups on this project expect from you? 
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LEADERSHIP 
 
What do you consider as the characteristics of effective project managers? 

(By Zimmerer & Yasin)                                   Rank (10= the most important to 1=the last 
important) 

1.Leadership by example  
2.Visionary  
3.Technically competent  
4.Decisive  
5.A good communicator  
6. good motivator  
7.Stands up to upper management when necessary  
8.Supportive of  team members  
9.Encourages new ideas  
10.Other/others-specify  
11.  
  
 
What factors contribute to ineffectiveness among project managers? (List and rank) 

Factors        Rank (10= the most important to 1=the last      
  Important) 

1.  
2.  
3.  
4.  
5.  
6.  
7.  
8.  
9.  
10.  
11.  
   
In what issues are conflicts most likely to emerge in project management (scale from 1 indicating 
low intensity or frequency to 5 indicating considerable intensity or frequency)?  
a) Schedules  ________           e) project priorities ____  
b) administrative procedures  _______  f) technical conflicts _______      
c) personality conflicts _______    g) costs objectives _______ 
d) manpower resources (staffing) _______     h) other (specify) _______. 
 
 
What conflict management styles do you (your project managers) typically use (scale 5 mostly used to 1 
least used)? Conflict management styles see Table 2. 
 

 Mostly used 
 
5 

Often used 
 
4 

Medium used 
 
3 
 

Seldom 
 used  

2 

Least used 
1 

1) Confronting or Problem Solving or 
Collaborating  

     

2) Compromising 
 

     

3) Smoothing or Accommodating       

4) Forcing or Dominating      

5)  Withdrawing or Avoiding        
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SUCCESS/FAILURE FACTORS 
 
Please mark (by X) three (3) factors from each factors group that you consider to be the most 
important factors for the successful implementation of your project. Note that if your factors are 
not listed below; please add them to the areas provided. (Belassi & Tukel, Hyväri) 
 
1) Factors related to the project.  Select 3 (three) factors and mark  (by X)). 
The size and the value    
Having a clear boundary    
Urgency      
Uniqueness of the project activities   
Density of the project network 
 (in dependencies between activities)  
Project life cycle     
End user commitment    
Adequate funds/resources      
Realistic schedule    
Clear goals/objectives    
Other (specify)     
 
2) Factors related to the project manager/leadership. Select 3 (three) factors and mark (by X)).  
Ability to delegate authority   
Ability to trade-off    
Ability to coordinate    
 Perception of his/her role and  
 responsibilities     
 Effective leadership    
 Effective conflict resolution   
 Having relevant past experience     
 Management of changes    
 Contract management    
 Situational management    
 Competence     
Commitment     
Trust      
Other (specify)     
   
2) 3) Factors related to the project team members. Select 3 (three) factors and mark  (by X)). 
Technical background    
Communication     
Trouble shooting     
Effective monitoring and feedback   
Commitment     
Other (specify)     
 
4) Factors related to the organization.  Select 3 (three) factors and mark  (by X)). 
Steering committee    
Clear organization/job descriptions   
Top management support    
Project organization structure   
Functional manager’s support   
Project champion     
Other (specify)     
 
5) Factors related to the environment. Select 3 (three) factors and mark  (by X)). 
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Competitors     
Political environment    
Economic environment    
Social environment    
Technological environment   
Nature      
Client      
Subcontractors     
Other (specify)     
 
 
 
 
How does the intensity of critical success factors appear in your project over the project life cycle (scale from 
1 indicating low intensity or frequency to 5 indicating considerable intensity or frequency, zero (0) indicates 
no effect)? The critical success factors are identified on the basis of the Project Implementation Profile 
(PIP) (further specified in Table 3. at the end of this inquiry) 

 Definition   
 

Rank (scale 5-1, 
0) 

Planning and 
organizing 

Rank (scale 5-1,  
0) 
 

Implementation 
and control 

Rank (scale 5-1, 
0) 

Close-out 
Rank  

(scale 5-1, 
0) 

A) Project mission      

B) Top management support      

C)    Project Schedule/plans     

C) Client consultation     

D) Personnel     

E) Technical task     

F) Client acceptance     

G) Monitoring and feedback     

H) Communication     

I) Trouble-shooting     

J) Other (name)     

 Definition   
 

Rank (5-1) 

Planning and 
organizing 
Rank (5-1) 

 

Implementation 
and control 
Rank (5-1) 

Close-out 
 

Rank (5-1) 

In what phases are conflicts most 
likely to emerge  (scale from 1 
indicating low intensity or frequency 
to 5  indicating considerable intensity 
or frequency)  

    

 
 
 
Was your latest project successful?  Yes  No  If it was successful, name the main reasons for 
that:_______________________________________________________________________________
__________________________________________________________________________ 
 Was your latest project unsuccessful?  Yes No If it was unsuccessful,  name the main reasons for 
that: _______________________________________________________________________ 

______________________________________________________________________________ 
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LEADERSHIP BEHAVIOUR OF PROJECT MANAGER 
 
Please describe and scale leadership behavior of the project manager in your latest project. In scale 
(usually…never, don’t know) Items more specified in Table 4.   
 

 Usually,  
In a great 

entent 
 

Sometimes, 
In a moderate 

extent 

Seldom,  
In a limited 

extent 

Never,  
Not at all 

Don’t know, 
Not 

applicable 

1. PLANNING/ORGANIZING      

2. PROBLEM SOLVING       

3. MONITORING       

4. NETWORKING       

5. INFORMING       

6. CLARIFYING       

7. MOTIVATING/INSPIRING        

8. CONFLICT MANAGEMENT/ 

        TEAM BUILDING  

     

9. SUPPORTING       

10. CONSULTING      

11. RECOGNICING        

12. DEVELOPING        

13. REWARDING       

14. DELEGATING       

 
 
Please mark (by X) the overall effectiveness of the project manager in your latest project 
1. The least effective manager I have known;  
2. Well below average, in the bottom 10 %;   
3. Moderately below average, in the bottom 25 %;  
4. A little below average, in the bottom 40 %;  
5. About average in effectiveness;    
6. A little above average, in the top 40 %;     
7. Moderately above average, in the top 25 %;  
8. Well above average, in the top 10; or   
9. The most effective manager I have ever known.  
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Table 1 
Description of Project Organization Structures (Gobeli & Larson & al.)   
 
a) Functional Organization 
The project is divided into segments and assigned to relevant functional areas and/or groups within 
functional areas. The project is often coordinated by functional and upper levels of management. 
 
b) Functional Matrix 
Project managers are formally designated to oversee the project across different functional areas. They 
have limited authority over functional people involved and serve primarily to plan and coordinate the 
project. Functional managers retain primary responsibility for their specific segments of the project.  
 
c) Balanced Matrix 
Project managers are assigned to oversee the project and interact on an equal basis with functional 
managers. Project managers and the functional managers jointly plan and direct workflow segments 
and approve technical and operational decisions. 
 
d) Project Matrix 
Project managers are assigned to plan, direct and oversee the project and are responsible for the 
completion of the project. Functional managers’ involvement is limited to assigning personnel as 
needed and providing advisory expertise.  
 
e) Project Team 
A manager is put in charge of a project team composed of a core group of personnel from several 
functions assigned on a full-time basis. The functional managers have no formal involvement.  
 
Table 2 
Five General Modes for Handling Conflict (Blake & Mouton, Thamhain & 
Wilemon, Posner) 
 
1) Confronting or Problem Solving or Collaborating  
Involves a rational problem-solving approach. Disputing parties solve differences by focusing on the 
issues, looking at alternative approaches, and selecting the best alternative. Confronting may contain 
elements of other modes such as compromising and smoothing.  
 
2) Compromising 
Bargaining and searching for solutions which bring some degree of satisfaction to the parties involved 
in conflict. Since compromise yields less than optimum results, the project manager must weigh such 
actions against program goals. 
  
3) Smoothing or Accommodating 
Emphasizes common areas of agreement and de-emphasizes areas of difference. Like withdrawing, 
smoothing may not address the real issues in a disagreement. Smoothing is a more effective mode, 
however, because identifying areas of agreement may more clearly focus on areas of disagreement; and 
further, project work can often continue in areas where there is agreement by the parties.   
 
4) Forcing or Dominating 
Exerting one’s viewpoint at the expense of another – characterized by competitiveness and win/lose 
behavior. Forcing is often used as a last resort by project managers since it may cause resentment and 
deterioration of the work climate.   
 
5) Withdrawing or Avoiding 
Retreating from a conflict issue. Here, the project manager does not deal with the disagreement. He 
may ignore it entirely, he may withdraw out of fear, he may feel inadequate to bring about an effective 
resolution, or he may want to avoid rocking the boat. If the issue or disagreement is important to the 
other party, withdrawal may intensify the conflict situation. In some cases, a project manager may elect 
to use the withdrawing mode as either a temporary strategy to allow the other party to cool off or as a 
strategy to buy time so that he can study the issue further.   
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Table 3  
Project Implementation Profile (PIP). 7 scale critical success factor definitions 
(Pinto) 
 
Project Mission 
 Initial clarity of goals and general directions 
Top management support 
Willingness of top management to provide the necessary resources and authority/power for project 
success.  
Project Schedule/plans 
A detailed specification of the individual action steps required for project implementation. 
Client consultation 
Communication, consultation, and active listening to all impacted parties. 
Personnel 
Recruitment, selection and training of the necessary personnel for the project team 
Technical task 
Availability of the required technology and expertise to accomplish the specific technical action steps. 
Client acceptance 
The act of “selling” the final project to its ultimate intended users. 
Monitoring and feedback 
Timely provision of comprehensive control information at each stage in the implementation process. 
Communication 
The provision of an appropriate network and necessary data to all key actors in the project 
implementation. 
Trouble-shooting 
Ability to handle unexpected crises and deviations from plan. 
 
Table 4. 
Definitions of Managerial Behaviors (Yukl, 1994, 2002)   
PLANNING/ ORGANIZING. Determining long-term objectives and strategies, allocating recourses 
according to priorities, determining how to use personnel and resources efficiently to accomplish a task 
or project, and determining how to improve coordination, productivity and effectiveness. 
 
PROBLEM SOLVING. Identifying work-related problems, analyzing problems in a systematic but 
timely manner to determine causes and final solutions, and acting decisively to implement solutions 
and resolve crises. 
 
MONITORING. Gathering information about work activities and external conditions affecting the 
work, checking on the progress and quality of work, and evaluating the performance of individuals and 
effectiveness of the organizational unit. 
 
NETWORKING. Socializing informally, developing contacts with people who are a source of 
information and support, and maintaining contacts thought periodic visits, telephone calls 
correspondence, and attendance in meetings and social events. 
 
INFORMING.  Disseminating relevant information about decisions, plans and activities to people who 
need the information to do their work. 
 
CLARIFYING. Assigning work, providing direction in how to do the work, and communicating a clear 
understanding of job responsibilities, task objectives, priorities, deadlines, and performance 
expectations. 
 
MOTIVATING/ INSPIRING. Using influence techniques that appeal to logic or emotion to generate 
enthusiasm for the work, commitment to task objectives, and compliance with request for cooperation, 
recourses, or assistance; also, setting an example of proper behavior. 
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CONFLICT MANAGEMENT/ TEAM BUILDING.  Facilitating the constructive resolution of conflict 
and encouraging cooperation, teamwork, and identification with the organization unit. 
 
SUPPORTING. Acting friendly and considerate, being patient and helpful and showing sympathy and 
support when someone is upset or anxious. 
 
CONSULTING. Checking with people before making changes that affect them, encouraging 
participation in decision making, and allowing others to influence decision. 
 
RECOGNICING. Providing praise and recognition for effective performance, significant 
achievements, and special contributions. 
 
DEVELOPING. Providing career counseling and doing things to facilitate someone’s skill 
development and career advancement.  
 
REWARDING. Providing tangible rewards such as a pay increase or promotion for effective 
performance and demonstrated competence. 
 
DELEGATING. Allowing others to have substantial responsibility and discretion in carrying out work 
activities and giving them authority to make important decisions.   
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