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1.0 Abstract

This master thesis examines the concepts of project management and IT project management
from a controversial and traditional perspective. This is done in order to evaluate, measure and

explain how Maersk Line IT can optimize project management for their many software projects.

This master thesis stems from two years’ experience on a student job as project management
assistant in Maersk Line IT. Over the years, | have gained a full understanding of project
management in Maersk Line. During a previous job as a tutor in IT project management at CBS, |
have achieved a great knowledge base within controversial and traditional project management
literature. Together, this constitutes the base for doing this Master thesis. Maersk Line IT has

provided me with interviewees and relevant data.

The literature review constructs the foundation for the master thesis. The literature review gives a
picture of the current state of the nation which is the foundation for further data collection and
investigation. The literature review reflects the controversial and traditional project management

literature, their conflicts and their agreements.

The master thesis is built up upon the methodology of the social interpretation paradigm with a
method triangulation between a qualitative and quantitative research method. This approach has
given me the opportunity to gain deep knowledge for the subjects’ project management and IT
project management, while understanding Maersk Line IT view on IT project management by
testing hypotheses. In conclusion, these advises have been given in order for Maersk Line IT to

optimize their IT project management:

e Maersk Line IT should try to combine controversial or traditional project management

e Maersk Line IT should be open-minded when it comes to goal setting of a project and a
project plan.

e A project manager needs to act as a hybrid between being a team leader and responsible
of stakeholder management.

e A project manager should focus on drawing benefits from diversity when creating project
teams.

e The project manager should share the responsibility for the products.
e Project teams should focus on proper communication and knowledge sharing.

e Project teams should sit together.

ISAKSEN, FREGNE 2



Fregne Isaksen Master Thesis August 2016

Table of Contents

L0 A o ) A - [ RO OO PP PPTS PP 2
2.0 ACKNOWIEAZMENT ... e e st e e s s e e e e e s bae e e e sssbbeeessnbaeeeensraeeas 6
B0 INEFOTUCTION Lttt sttt et e st e st e e st e e sabe e e sabeeeanbeeenbeesnbeesneeenane 7
3.1 DlIMITATION Lottt 8
4.0 Relevance and MOTIVAtioN ......coocuiiiiiiiiiiii e e 9
5.0 LItErature FEVIEW ....cueviiiiiiiiieciiice e ba e e s aa e e s s baa e e e 10
5. 1 Identification of relevant [Iterature...........c.oooiiiiiiiiei e 10
0t 0t R T o= o g - 1 o RN 11
5.1.2 Definition Of CONCEPLS.....uviii it e e e e e et e e e rae e e e e araee e e eanees 13

5.2 CONTIIDULION ittt ettt e st e e st e e s bt e e st e e sabeeesareessnneesnnneeeas 22
6.0 Method and research deSIZN ......cuivcuuiii i e e e s e e e e e anees 24
(@ o] (oW o) o =Y 1o [T={ s USRS 24
6.2 USE OF PAradigM c..eeeiieeieiiiie ettt e e s e e et e e e aae e e e e bteeeeearaeeeens 25
G I 2 (T T ol o LYY 7= o TSRS 26
6.3.1 Deductive Method ........ccouiiiiiiiiie e e e e 26
6.3.2 QUAITALIVE STUAY...ci it e et e e e e e e e e e satarreeeeeeeesenastreaeeeeeeeennnns 26
6.3.3 QUANLILALIVE STUAY ... e e e e e et e e e e e e s e nrtreeeeaaeesenanns 27
6.3.4 Triangulation Of MELNOAS ......cooiieeeee e e e e e e e e e e eans 28
6.3.5 GENEIAliZADIIITY coeeeeeiiireeeee e e e e e e e e e e e s e anbrarraeaeeeeenns 28

B.4 BiaS .eeeiiiiiiiii e e e et e e e e s s b e e e s baaeeeeaas 29
7.0 QUANLATIVE STUY ceeieieieeeeeee e e e e e e e e e e et e e e e e e e s e nrrar e e e e e e e eennanrrees 30
01 R T - o TS 30
7.1.1 ThEe INtEIVIEW SUITE ...eueiiiieee ettt e e et e e e e e e e e e st e e e e e e e s eennsraneeaaeeeeenns 30
7.1.2 TRE INTEIVIEWS ..ttt ettt e s e s n e s e e e n e smeeeneennne e 31
7.1.3 The INTEIVIEWEES. ... ettt e e et e s e e neesnne e 31

ISAKSEN, FREGNE 3



Fregne Isaksen Master Thesis August 2016

8.0 Analysis of qualitative StUAY Pt. 1...coouiiiiiiiieeeeree e e e s s araeeeeas 33
0 CTo =Y Y=Y i T o = USSR 33
8.2 Framework (eXECULION PIAN) .eiiuiiiiiieciieeeie et e e e et e e sae e e aae e e eaae e e aaeeenaee s 34
8.3 Stakeholder MaNAGEMENT .....cci i s e e rbae e e s s ara e e e e s aaeee s 36
8.4 COMMUNICATION ..eiiiiiiiiiiiiiiii e e s ba e e e s aba e e s sbanee s 38
T =T o o [P O P PP SOPPPPPPPRTR 39
S =TT o] LIRS USSR 41
8.7 RolES and reSPONSIDIITY .. ..uureieeiii i e e e e e s e e e e e e enan 43
8.8 CO-0CALION ..ttt ettt e b e e st e e e e eane e e naneeea 44

9.0 Analysis of qualitative StUAY P, 2..ceeceiiii e rae e 46

10.0 QUANEITATIVE STUAY oo e e e st e e e s e e e e esabae e e s ennsaeeeesnneeeas 50
10.1 DESIZN OF SUIVEY ..vveiieiiiiiee ettt ettt ettt e e et e e e ettt e e e s e at e e e e e s aaaeeeeseasaaeeeeassaeeesanseseesanssaeaeanns 50

11.0 Result of qUANtItatiVe STUAY ....cciciiiieeccee e e e e e e e a e e e e aaaee s 53

N2 B 1Yol U1 [ o PP PP PP 59
020 B 1V Yo 1 1T 0 PSSR 59
32 A o IV o Yo 11 [0 AU 62
3 B o AV o Yo o 1T [ TSR 65
N IV Yo o 1T [ U 68

13.0 Reflection & FUTUIE reSEArCh .......cc.ei i 72
13.1 Economic and change management PerspPeCtiVE .........eeveee e cccciiiieeee e 72
13.2 Project management vs. IT project management. ... .o 72
13.3 Maersk Line project MOUEL...... . e e e e e e e e e e e e anrran e e s 73

14.0 CONCIUSION .ttt st b e st e b e s r e e s s e e s ne e smeesaneesnneeneenmneenneenns 75

15.0 RECOMMENAATIONS ...ttt s e e n e e s e eneenmne e 77

O = 1] o1 oY ={ =T o] o)V TSP 78
165. 1 INTEINET....eiiiiiiiiii e 78
16.2 ATICIES .ttt r e s aa e e neeenes 78

ISAKSEN, FREGNE 4



Fregne Isaksen Master Thesis August 2016

S =T T <SP RPN 80
I OV o] o =1 g Vo 1 USSR 81
17.1 Appendix 1 — Concept definition ... e 81
17.2 AppendixX 2 — INTEIrVIEW QUESTIONS ....eiiiiiiiieiiiiiee ettt seitee e e e ssee e e s s saae e e s sssbeeeessseaeeeenns 86
17.3 Appendix 3 — COAEDOOK ......eeiiieeceee e e e eraa e e e 88
17.4 APPENAIX 4 = SUIVEY ..eevtiee ettt e estitee e ettt e e e sttt e e e sstaee e s e ataeeesssbaeeesssaseaeessassaeeeessseeessssssnnesanns 99
17.5 APPENIX 5 — SUIVEY FESPONSES. .. .vveeeeiuirieeesiirreeeeirrreeasisreeeessseeeesessreesaassseeessssssssesesssseeeanns 103

ISAKSEN, FREGNE 5



Fregne Isaksen Master Thesis August 2016

2.0 Acknowledgment

First and foremost, | would like to thank Maersk Line IT and Ellen Andersen — Head of IT delivery,
for giving me the opportunity to write about project management in Maersk Line IT.
Writing about project management in such a large world-renowned company, has given me the

opportunity to learn and explore a topic that | truly care for.

Secondly | would like to thank those people who gladly participated as interviewees — thank you so
much for including me, and giving your perspective on this topic. Thank you for your openness,

your kindness and most of all; your honesty.

Thirdly, | will express my gratitude for the participators in my survey. Thank you to Klaus

Kneupner, who distributed the survey and gladly acted as a pilot tester with critical eyes.

Lastly, | would also like to thank my master thesis supervisor; Jesper Sonne. Thank you for your

cooperation, many enriching discussions and passion for the field throughout the project.

ISAKSEN, FREGNE 6



Fregne Isaksen Master Thesis August 2016

3.0 Introduction

Project management is a highly discussed theme throughout the years. Project management has
more branches to the topic. In this master thesis two branches of project management literature

will be analyzed, discussed and held against each other.

One of the perspectives on project management literature is in this research called; the
controversial perspective on project management literature. In other contexts, it is also called
organic project management literature.

The controversial project management literature sowed its seeds back in the 1990s, and has over
the years become a more acceptable part of the project management literature and in practices.
However, it can still be hard to relate to. Controversial project management has a more personal
view on things, and it is argued that one cannot draw or lock the framework for the project.
Controversial Project Management emphasizes the unforeseen risks that most often will define a

project or disturb the balance of the project triangle.

The second perspective on project management literature is the traditional view. This view is the
most common and used perspective. Traditional project management literature broadly argues
that everything can be controlled and monitored. Everything from the project execution plan to
the goal can be determined upfront in a project. Traditional project management literature

leaning against the paradigm of positivism.

Even though traditional and controversial project management literatures disagree on some

points, they do also have a lot of similarities.

Maersk Line IT, a part of the A. P. Moller Maersk Group, has a lot of projects on different
functions, such as Finance, Business Intelligence and Operations. The first part of this study, and
the analysis, has data from Maersk Line IT Operations. The second part of the study, and the

discussion, has data conducted from all of Maersk Line IT.

Maersk Line IT has their own project model, which is based on the project frameworks; Prince2
and OpenUP.

Furthermore, Maersk Line IT has a very traditional take on project management.
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This study aims to figure out what view and take employees of Maersk Line IT has when it comes
to project management. Combined with the understanding from traditional and controversial
project management literature, this master thesis aims to answer the research question: “How can
Maersk Line IT optimize project management, and balance between traditional and controversial

project management literature ?”

3.1 Delimitation

In order to determine a specific and honorable research for this master thesis, it is important that

the study is limited to match within time, resources and formal deadlines.

Project management is a big topic. So large that there is a need for limitations. Maersk Line, the

world’s largest shipping companies with 90,000 employees worldwide.

The first boundary consists in focusing only on Maersk Line IT. By limiting the research to this area
of the organization, it must be assumed that the total amount of data is more manageable.
Having said this, the research and the results can be transferred to Maersk’s other businesses,

although this study is dedicated on specific IT project management.

The second delineation is to focus on people in the organization. This means that formalities such
as Maersk corporate values and Maersk Corporate project model are kept out of the picture.
However, it is important to mention that the importance of these formalities in organizations are

not neglected.
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4.0 Relevance and motivation

Since | started my bachelor in Business Administration and Information Systems (HA.IT) at
Copenhagen Business School (CBS), | have been fascinated by project management. And since
then, both my bachelor degree and my master degree; Master of Science (MSc) programme in
Business Administration and Information Systems, have been focusing on leading and

management courses; especially project management.

The bachelor and master degree are a combination of three directions; 1) Economy, 2) IT, 3)
Organization. These three directions together are building bridges between business and IT, and
how companies can benefit from it.

IT Project management covers all of these areas, but this research will mostly cover the directions

of organization and IT.

My motivation for this research, is grounded in my studies at CBS, but also in my job as a student
project management assistant in Maersk Line IT Operations, on a project called; ShipManager.

| have been working at ShipManager for the past two years. Throughout the years | have come to
known Maersk Line IT from within, and have been faced with the challenges of project
management.

Maersk Line IT is an old company, with a hierarchical organizational structure. They have a very
traditional take on project management including IT project management, which may present
challenges. Hence the motivation for this study is to clarify how employees of Maersk Line IT are
handling project management, and how they can optimize project management by including the

traditional and controversial project management literature.
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5.0 Literature review

In this master thesis, the literature review creates the foundation. A literature review is a key

component of the study process and is therefore carried out to start the project.

A literature reviews purpose is to create an overview of the literature in terms of identifying

articles, books, journals, which together form the theoretical foundation for master thesis.

A literature review aims to give an overview of the state of the nation and give the reader an
insight into what the literature has to say about the theme, which in this case is project

management.

The construction of this literature review is made according to Webster and Watsons’, (2002),
recommendations and methods. If part of the theories can only be applied in specific context, the
reader will be informed.

The literature review covers traditional project management literature and controversial project
management literature. By doing this, Webster and Watsons’, (2002) recommendations are met;
to cover relevant literature, and not to relate to a specific research method, one kind of journals or

a geographic region.

5. 1 Identification of relevant literature

Webster and Watson, (2002), recommend using a three step phase approach to identify and
establish an overview over relevant literature: 1) Find leading and quality safe articles, 2)
reviewing citations of found articles to determine prior articles, 3) Use for example Web of

Science! to identify articles that should be included in the review.

Webster and Watson, (2002), thus argues the importance of also looking “outside the field”, when
handling the review of the literature. Furthermore, they do argue that the first review of the
literature in step one should contain enough material to pinpoint an outline of impressions and

concepts (Webster and Watson, 2002).

Firstly, the review of the literature started out by reading through known books from courses

about Project management and IT project management. Furthermore, articles and journals

! www.webofscience.com
I
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regarding project management were identified by searching through CBS Libsearch and Google

Scholar.

The books, articles and journals were then read through carefully, to establish a foundation of the

topic. The read-through gave at an early stage, an indication of concepts throughout the literature.

Based on the formed outline of concepts, the second stage phase of Webster and Watson, (2002),
can be utilized; 2) reviewing citations of founded articles to determine prior articles.

Throughout the concepts, relevant aspects regarding project management were found. Within
these aspects, new and prior articles and journals were found and read through carefully in order
to see if they could potentially contribute with interesting existing or new knowledge to the

investigated landscape of project management.

Lastly, third step of Webster and Watson, (2002), can be utilized. By searching for articles which
were cited by the preliminary articles, it was possible to form the full framework for the literature
review.

Furthermore, it was important to include concepts that could be relevant for project management

in Maersk Line IT.

5.1.1 Concept matrix
The concept matrix is a recommended structure for synthesizing literature by Webster and

Watson, (2002).

Through the review of the literature, concepts were found. Below, the concept-matrix describes
which articles that cover the specific concepts. These concepts were tracked in the model below,
in the end, it was possible to create an overview of which concepts that was covered, which
concepts that needed supported literature, and most important; which concepts that made the

foundation for the literature review.
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5.1.2 Definition of concepts

In order to foresee the concepts and the overview, all the definition and descriptions can be found
in Appendix 1 — concept definition.

The definition of the concepts is my personal interpretation and understanding of each subject

throughout the theme; project management.

Below, the most important concepts are described; project triangle, project management success,
project success and software project management. Each concept has several sub-concepts.

Together they represent the literature review.

5.1.2.1 Project triangle

“Projects are a collection of activities that need to be executed on time, budget and requirements”
(Shenhar, Aaron J., 2004). The project triangle is a much-discussed model. It is easy to understand,
because it is very simple. The project triangle can define the project. The triangle consists of three

parts; Cost, Time and Quality.

These three parts represents the scope of the project. The three sides are interdependent. That

means if the time has been wrongly estimated, it will affect the cost and quality. Likewise, if the

quality suddenly gets extra focus, it affects the cost and time. The project triangle is also often
|
ISAKSEN, FREGNE 13
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described as three overlapping bubbles, this can visual give a better overview over the scope, and
where the focus of the project is. If a project has all its focus on comply budgets, it must lack on
time or quality. Project with larger budgets can often stretch the time of the project and focus on

brilliant quality.

(e
COST TIME

O QUALITY
QUALITY

Figure 1. Project triangle and Figure 2. Project triangle bubbles.

Projects today are very much focused on achieving the optimal balance between cost, time and
quality. Often the vendors focus a lot on the quality to deliver the best product possible, why the
time will also be affected. Conversely the business side of the project will focus a lot of the cost

and prevent the project to go over time.

Defining a project after the project triangle is very comprehensive and requires a lot of planning
between the project manager, project team members and the project board (Munns et al., 1996).
Coordination is a big part of the project too. Coordination is referring to almost every part of the
project; planning, monitoring, controlling, motivation of involved team members and stakeholder,
meetings and so on (Ec.europa.eu). Shenhar, Aaron J., (2004) argues that projects also should be
seen as strategic organizational processes that are initiated to achieve business goals. With this
attitude there is an extra focus on strategy, innovation, effectiveness, efficiency, results and

status.

Kreiner et al., (1991), agrees with the theories above, but argues the importance of not forgetting

the external factor when talking about the project model, or the definition of a project. The

I ————
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external factor is those unforeseen risks, which are very hard to define, when defining the scope
of the project. “External factors is conditions and events beyond the project authority’s sphere, but
which may affect the presence of resource inputs, provision of necessary conditions and the
transposition of these respectively regarding project and development goals.” (Kreiner et al.,

1991)?

Kreiner et al., (1991), has the opposite approach to the more traditional project manager influx.
They can be seen as the more controversial approach to project management. But even though
project management can be multi sided, it does not mean, that the two approaches completely
disagree.

At one point in the literature where the traditional versus the controversial approach disagrees, is
the examination of issues regarding defining the scope of the project. Kreiner et al., (1991) argues
that it does not make sense to determine and lock the relevance, usefulness and meaning of a
project in the initial phase — even though it is necessary and rational manner to do so. It is
important see this as ratings which will probably change over time due to the development of the

knowledge base (Kreiner et al., 1991).

5.1.2.2 Project management success

In project and project management literature today, there is a clear distinction between project
success and project management success (Muuns et al., 1996; Cooke-Davis, Terry, 2002).

The project manager is the key person for a project to become a success (Andersen et al., 2005). It
is important that the project manager fulfills multiple roles such as; the right experience, valued
and respected in the organization, can facilitate on roles and responsibilities, have power and
authority, can plan and coordinate, can resolve conflicts and problems, be innovative and a great

leader (Andersen et al., 2005).

There is a lot of different leadership styles, some leadership styles work on some projects — others
don’t (Burke et al., 2006). Common for all kind of projects is, however, the need for a competent

leader who can comply with the objectives of a project.

For a project manager to have success it does not necessarily apply to whether the project is a

success (Munns et al., 1996). Project manager success is very individual from project to project,

2 Citation translated from Danish to English — page 54.2 in the book.
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but overall the success criteria could include obvious criteria’s as comply with the budget, comply
with the project schedule, meeting general objectives in the organization. Munns et al., (1996),
argues that project management and project success are not directly correlated among other
because of the narrow definition of tasks in successful project management. Also there could be a
distinction between long and short term goals, why the project manager should not be totally

responsible for the project success.

Shenhar, Aaron J., (2004), argues that project managers should be turned into leaders and
therefore be responsible for business results. Previously there has been a distinction between
managers and leaders. Managers are problem solvers with focus on order, consistency, budgeting,
planning and organizing, and leaders in contrast, set visions, inspire and creates new approaches
to standing project problems (Shenhar, Aaron J., 2004). By combining management and leadership
into one role, you will get the best of both worlds; the soft manager who does things right, and the

hard leader, who get things done.

Kreiner et al., (1991), argues that the project manager should be both leaders and managers, but
not in the traditional sense. Again they argue in a very controversial way that the project manager
should be present, but not available. This means that the project manager shouldn’t be the only
one who makes or takes decisions. The team members probably have the best prerequisites to be
phenomenal decision makers due to their knowledge based on specific content. Further, it is

important that the project manager will not micro manage his team members.

Burke et al., (2006), suggests that leadership not necessarily has to be or should be accomplished
by one person in a project team. Of course the project team need to have one project leader who
can make decisions and take the team where it needs to be. But different tasks according to the
project can be delegated to different persons in the team; therefore they become the leader of
these tasks. This approach to decision making can be partially assimilated with Kreiner et al.,
(1991), argumentation on the act of project managers.

Burke et al., (2006), argues that the leadership functions has to handle four areas; 1) Information
search and structure, 2) Information use in problem solving, 3) Managing personnel resources, and
4) Managing material resources. Further Burke et al., (2006), argues that both task- and person-
focused leadership are correlated to team performance. Shenhar, Aaron J., (2004) and Munns et

al., (1996), backs up this statement.
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Globalization
The world has gone from cold war times, to be driven by freeing, opening and deregulating
economies, to make them more attractive to investments. Companies have become more willing

to compete on and access markets worldwide (Barkema et al., 2002).

Geert Hofstede, (1989), is known for his work about organizing for cultural diversity. He describes
cultural diversity with the definition: “The collective programming of the mind which distinguishes
the members of one category of people from another. The “category of people” can be a
corporation but also a nation, an ethnic group, a profession, a type of business or industry, a
generation or a work group. Culture is mental software which affects the way we think, feel,

perceive the world and behave.” (Hofstede, Geert, 1989).

Therefor project managers and leaders have to handle this issue of diversity that comes with the
globalization. If managers and leaders approach this properly, organization can really benefit from

innovation and learnings (Barkema et al., 2002).

5.1.2.3 Project success

Success can be described as an accomplishment of a purpose. For a project to reach success, there
is an orientation towards achieving higher or long-term goals. There are a lot of factors and
variables in place, which will affect the possibility of achieving these goals (Muuns et al., 1996).

Some of the variables are explained below.

Goal setting

Project success stands or falls with the goal of the project. If the goal is not realistic and
achievable, it can affect the motivation of the project team members and the stakeholders (Munns
et al., 1996).

The goal will often be aligned with the visions of the organization. For a goal to be reached, it is
important that the project members have a common understanding of the purpose of the project,
the objectives of the project and success criteria (Andersen et al., 2005).

Shenhar, Aaron J., (2004) argues that the basic paradigm for a project with a strategic mind-set is
to achieve a business goal. A project manager also has to act as a leader and create a vision and

set high goals.
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Kreiner et al., (1991), argues that setting a direct goal for a project is impossible. Instead project
managers should use the goal to motivate team members. With a lot of unforeseen risk, it is hard
to steer a project in an imperfect world towards a goal that we settled for, with a low knowledge
base. If the goal is perfectly reachable, the level of complexity might be too low (Kreiner et al.,

1991).

Another argument from Kreiner et al., (1991) is that one should adjust the project goal all the
time. Again, because of the fragmented knowledge in the beginning, and probably also in the

middle of a project. No one can be sure what the project will turn out to be.

Effectiveness

Aaron J. Shenhar describes the SPL (Strategic Project Leadership ®) model, versus traditional
project management. The SPL model consists of 5 elements: 1) Strategy, 2) Spirit, 3) Organization,
4) Processes and 5) Tools. He argues that SPL retains much of the traditional view, but that
traditional project management focus is on efficiency, and SPL is on both efficiency, but also
Effectiveness. Not only should the project team itself be effective in their work, but the project
manager also has to be an effective leader with effective visions and ambitions, which is aligned
with the organization, stakeholders and external environment.

Project managers need to be capable of being managers with excellent leadership skills and with a
task- and human-focused perspective, for the project team to be as effective as possible (Burke et
al., 2006).

Project managers must be effective in the way they are planning and coordinate the project, and
do monitoring and control. This is required regarding to “... translate an idea of change into
tangible deliverables that, at the end of the project, must match the clients’ expectation.” (Cicmil,

Svetlana J.K., 1997).

Risk management

Chapman et al., (1997), describes risk management as a tool to improve project performance. By
systematically identify risks, it is possible to manage threats and maybe adjust the project, by for
example; rescheduling or revising performance targets where appropriate. Risk comes in two
forms; opportunities and threats. It is important for the project team to mitigate threats and
benefit from opportunities. If a risk is materialized it will become an issue (Chapman et al., 1997).

A project will always include unforeseen events, which should be mitigated instantly as a risk is
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discovered, whether it is an opportunity or a threat. It is important that the organization and the
project team have a good understanding of risk management. Right use of risk management will
be proactive, rather than reactive (Cooke-Davis, Terry, 2002; Chapman et al., 1997).

Chapman et al., (1997), further argues that crisis management isn’t an alternative to risk
management, but a consequence of failure. Risk management should be a high priority in every

project, to be as cost efficient as possible.

Innovation

Organizations have to be innovative to meet market demands and customer needs. Therefore
project teams needs to be innovative. It is not only a battle of getting to the future first, but also to
improve existing situations in the best possible way. By being externally orientated and embrace
the globalization, organization can learn to be more innovative through knowledge learning and
creation (Barkema et al., 2002).

Berkema et al., (2002), further argues that this is one of the most important focus points and
challenges of leadership in the 21’st century.

Ancona et al., (2009), argues that project managers, leaders and organizations should focus on
creating high-performance x-teams. The article has a six-step guide to lead and create x-teams: 1)
choose members for their networks, 2) Make external outreach the modus operandi from day
one, 3) Help team focus on scouting, ambassadorship, and task coordination, 4) Set milestones
and deliverables for exploration, exploitation and exportation, 5) Use internal process to facilitate
external work, and 6) Work with top management for commitment, resources and support. These
6 steps should help organizations to exploit existing markets and compete in new environments by

being innovative in their processes (Ancona et al., 2009).

Internally orientated

Burke et al., (2006), describes internal orientation as person-focused leadership. Person-focused
leadership comes in four categories; 1) Transformational, 2) Consideration, 3) Empowerment, and
4) Motivational. Common for these four categories is that they focus a lot on the team members
of the project, and less on the external environment. Internally orientated means that the project
manager put a lot of effort into driving change management, developing and motivate people,
have open two-way communication, and drives people to take responsibility (Burke et al., 2006).

Thambhain, Hans J., (2012), argues that it requires sophisticated managerial skills to build a
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sufficient team and be internally orientated. Especially because of the globalization, and how

leaders and managers must build teams across borders.

Role definition
For a project to become a success, it is important that roles and responsibilities are defined

throughout the project.

Choosing people for a project isn’t easy. It requires a lot of knowledge of the individual task and
understanding of specific needs for skills. Also, it is important that the different project group
members’ fits in the way they are working together; personally as well as professionally (Lake,
Dale G, 1987).

Lake, Dale G., (1987) define a project group as: “A collection of people who must rely on group

collaboration if each member is to experience the optimum of success and goal achievement.”.

Kreiner et al., (1991) states the importance of the project manager must make unmeritorious
claims, insist and be fair in sentencing to team members. This is, again, a very controversial
statement from Kreiner et al., (1991). If the project manager wishes to explode boundaries and
keep a high level of ambition, it is important that the project manager seek to find the best in
every project member. With that said, it is very important that the project manager is not trying to
cause violence on the team members’ realities and understanding of the project, by creating one
common reality.

By creating one common understanding of the project, a lot of eyes will be closed. Eyes who could
have contributed to make the project even more successful (Kreiner et al., 1991).

Even though the project manager should demand high standards of project participants, it is
important to remember that the success of the project is to be celebrated. Typically, the project
manager is the one who gets the reward, but Kreiner et al., (1991), describes the importance of
rewarding project participants liberally throughout the project.

It is important to remember that the project manager and project members can become

dependent on each other again in other projects.

In this context diversity also play a role. Project team members will often have different profiles
and ways of doing things. Furthermore, there can be cases of tokenism, which the project

manager has to handle.
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Research shows that diverse work groups tend to be more innovative than none diverse work
groups. Diversity in project teams can help the organization to speed up (getting to or shaping the
future) and prevent developing too quickly, and thereby falling into a speed trap and lack on
quality (Barakema et al., 2002).

Thamhain, Hans J., (2012), suggest that because of globalization diversity and working across
borders, decision making and responsibility should be distributed more among team members to

achieve specific outcomes.

Group cohesion is defined as “a dynamic process, which is reflected in the tendency for a group to
stick together and remain united in the pursuit of its goals and objectives. (Carron, 1982, p. 124)”
in Cota et al., (1995).

For a project group to achieve group cohesion, everybody must actively participate. Group
cohesion should be seen as a puzzle where every piece is needed, and no one could be left behind.
Group cohesion can promote group performance, but it is important to understand that group
performance also can promote group cohesion within a project team (Cota et al., 1995).

Especially the category “Consideration” under person-focused leadership is very focused on group

cohesion as a part of the internal orientation (Burke et al., 2006).

One of the things that can have a negative impact on the internal orientation and group cohesion
of a project group is the free-rider problem. Brooks et al., (2003) defines the free-rider problem as:
“The free-rider problem, also known as social loafing, occurs when one or more members of a
group do not do their fair share of the work on a group project.”

Research shows that team members who think that the group has a free-rider problem can affect
the individuals’ performance and perception on group cohesion (Brooks et al., 2003).

Brooks et al., (2003) further argues that an early-implemented performance reward system based
on multiple evaluation points and evaluation criteria can reduce free-rider problems in project

groups.

For a project team to work to realize a common goal, it is important that everybody’s interests are
aligned. It is important that the manager have aligned expectations with the team members to
ensure optimal work. Investopedia, (2016) defines the agent-principal relationship/problem: “An
arrangement in which one entity legally appoints another to act on its behalf. In a principal-agent

relationship, the agent acts on behalf of the principal and should not have a conflict of interest in
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carrying out the act.”.
Unfortunately, “not having a conflict of interest” can be very difficult for the project manager to
rely on. Economic theory states that people always will act in their own interest, why they will do

things and act for their own benefit.

5.1.2.4 Software project management

Software project management is not that different from traditional project management, yet
there are some things there are important to know to understand why software project
management can be bit more difficult.

Typical traditional project management is often defined by a project team who has to do
something or build something. If a building is to be build, it can actually be seen step by step, but
that is a bit more difficult with software. When software is build it is not always possible to see the
step by step process, only the finished product will be visible to the users. Software engineers are

making the invisible visible.

The biggest difference between IT project management (software project management) and
project management in a traditional sense, is that IT project management, has IT or software as a
product. Whenever IT project management will be mentioned in this master thesis, it means that

the product will be a software product.

5.2 Contribution
The contribution to the field of research of this master thesis is to build a bridge between
traditional and controversial project management literature, and apply and hold up against the

collected data from Maersk Line IT.

It could be argued that traditional project management could have tendency to be seen from a

very positivistically paradigm. Traditional project management has specified project models, ways
of setting up different kinds of projects, ways to establish a team, a project structure and a project
plan. Very roughly it could be argued traditional project management tries to predict the future by

almost locking the goal, the project plan and defining risks and issues upfront.

Conversely there is, what there in this master thesis will be called controversial project
management. As mentioned before, controversial project management saw the light of day in the

90’s. Whether to call it controversial project management, organic project management or
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something completely different, should be up to the individual reader, as long as long as there is

the same understanding of the branch of project management.

Controversial project management literature is much more fluffy than traditional project
management literature. Controversial project management literature roughly stresses that a
project shouldn’t set a goal as a definition, but use it as motivation. Project plans should be used
strategically and not as a fixed schedule (Kreiner et al., 1991). Furthermore, it argues the
importance of not be locked for time, budget and resources. Something that can be very hard for

larger companies to live by.
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6.0 Method and research design

The methodological section will address the methodological framework that is the set up for this
thesis. Afterwards, the choice of research design will be discussed for the purpose of the empirical

data collection. Finally, a possible bias will be described.

6.1 Choice of paradigm

Thomas Kuhn - one of the key researchers of the newer paradigm theory - describes:

”[A paradigm] is the horizon of understanding that gives meaning and direction to the researcher’s
business, [...] first with a science collection under one paradigm becomes truly scientific. First
hereby withdraws all researchers in the same direction and only thus can therefore really make
progress. [...] [A scientific paradigm] is a universal acclaimed scientific achievement that, for a

given time, create models, solutions and answers to a community of practicing professionals.”

The choice of the paradigm will thus determinate how to work with the master thesis and what
worldview and understanding horizon are used. The choice of paradigm, will have an impact on
the worldview, and the relationship between ontology, epistemology and methodology. This will
greatly influences the scientific approach, which will be reflected in the final results. In order to
prepare this master thesis, it has been important to choose the paradigm that gives rise to analyze

and discuss the topic of project management.

The paradigm chosen for thesis master thesis will be the paradigm of the Interpretive Social
Science.
The interpretive social science approach embraces socially constructed meaning and meaningful

social actions (Neuman et al., 1997).

The interpretive social science studies’ ontology argues that the world is not only social
constructed, but also that every man has his own subjective opinion and influx to life. A man will
do what he thinks makes sense. Though it is very important to keep in mind, that people often will
act in a way that is also socially acceptable or what we as humans has defined as socially

acceptable. Opinions are developed over time with influence of the ongoing world around us.

By creating meaning from social actions, we acquire value to things, e.g. symbols, signs and

artifacts. By a social constructed fact, we know that what flag belongs to which country, because
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of the value we have assigned it, and we know how much a specific currency is worth, because of

the currency we have agreed on by social construction (Neuman et al., 1997).

The paradigm of interpretive social science is based on the principle of “Verstehen” from Max
Weber (1864-1920).
Verstehen means to understand. The approach of the interpretive social science is to understand

the basic thoughts, opinions and influxes that is the reason for people to perform social actions.

A very much important part of the interpretive social science paradigm is to understand that the
truth is context and time dependent. What seems to be the truth at one organization, isn’t
necessarily the truth and the right way to do it in another organization, because of the concrete
time and context, and the social actions which create the meaning. Since opinions and the
understanding of reality is very subjective, it is most likely that more than one truth can be found.

Again truth is very much context- and time dependent.

6.2 Use of paradigm

Project management has been analyzed and discussed for centuries, and is a really worked
through topic. A lot of research and literature suggests and argues that every little piece of project
management can be controlled and monitored, and that a project manager can plan his way out of
most of his concerns. Project management is listed as very black and white in the literature, and
often with a paradigm and worldview of positivism — there is only one truth, and the social world

is yet to be discovered and independent of the truth (Neuman et al., 1997).

In this master thesis, the goal is to find and interpret subjective opinions and influxes to project
management. Even though Maersk Line has standardized templates and ways to do things, the

purpose is to analyze and discuss the research from an interpretive social science view.

In this research, Maersk Line standard forms and templates will be ignored to the possible extent
to discover how and why people are acting like they do, and how and why they are creating
meaning on their actions. It is important to understand and interpret the different stakeholders’
socially constructed worldview, even though they likely will be different because of the context
and time principle of interpretive social science, to analyze and discuss project management in

Maersk Line.
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6.3 Research design
The research design of this master thesis will consist of a triangulation of methods; first a
qualitative study, which will provide the foundation and establish some hypothesis, followed by a

quantitative study, which hopefully will confirm or deny the established hypothesis.

6.3.1 Deductive method

This master thesis will be characterized by the deductive method. The deductive method means
that the study has it foundation based on theory. The literature review is the foundation for the
thesis, and creates the basis for the research and a number hypothesis. These hypothesis will be
validated through a sort of observations, and in the end a confirmation of theory will be done by

confirm of denying of the hypotheses (Aneshensel, Carol S., 2002).

In this master thesis a subject of interest has been found; project management in Maersk Line.
Because of the deductive method, the foundation of the research starts in the theories. After
outlining the literature review, a qualitative study will be made, with the foundation of the
literature review. The qualitative study is supposed to give a deeper understanding of the
underlying values, opinions, and social actions of project management in Maersk Line, and set the
frame for some hypotheses. Afterwards a quantitative study will be done in order to confirm or
deny these hypotheses. A quantitative study allows the research to base its facts on a higher level

of informants.

6.3.2 Qualitative study

The interpretive social science paradigm is based on understanding human socially constructed
actions. This is why a qualitative research has a high priority in relation to understand why
stakeholders are doing like they do. Talking to people is the best way to understand their opinions
and actions. It is important to let them speak of interpret their reasons for social actions (Neuman

et al., 1997).

The hypotheses of this master thesis is based on the analysis and discussion of the qualitative
study. For the qualitative study, 3 projects under Maersk Line IT Operations has been chosen. The

criteria for these projects, is that they at least are in the implementation phase of their project.

It is often in the beginning of a project, that the project team will have most of their learnings, why

this study seeks to examine projects with the existing knowledge of project management. It is
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thereby assessed that projects in the implementation phase will have the best basis of knowledge
and key learnings from their social actions, opinions and influxes when it comes to project

management.

Based on these criteria three random projects under Maersk Line IT Operations has been chosen
for the qualitative study in this research. The three projects are; Project one, project two, and
project three.

Simi structured in-depth interview will be conducted with one to three persons from each project.
These three will consist of the project managers, programme managers, project manager officers
(PMO), and a random team member. These different profiles, which have different roles and
responsibility, are supposed to give a deeper understanding of IT project management in Maersk

Line IT.

All qualitative interviews will be recorded and transcribed in order to get an in-depth
understanding of each participator.

The transcription of the interviews has been done by May Jacobe who is a professional
Transcription Services Expert from Upwork.com?3.

It is important to notice that the transcription of the interviews is not degraded in quality, though
it has been outsourced. By outsourcing it, quality has been ensured. Coding of the interviews (see

17.3 Appendix — codebook) has not been outsourced.

6.3.3 Quantitative study
Quantitative study is often used in the paradigm of positivism. Also why quantitative studies are

often statistics and facts (Brennan, Julia, 1992).

In this research, the quantitative method will be used to reach a larger amount of respondents,
versus the qualitative study, in order to confirm or deny these hypotheses
The purpose of the qualitative study is to get an in-depth understanding of the subject and use the

hermeneutic to set the frame for some hypotheses.

The goal for the quantitative study, was to reach a critical mass of 50 employees from different

projects within Maersk Line IT. The respondents of different roles, such as project manager,

3 https://www.upwork.com/freelancers/~01033c0d4ce80f4fdc
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stakeholders and random team members. The quantitative study was sent out to all of Maersk

Line IT and a various number of different projects, in order to seeking for the critical mass.

6.3.4 Triangulation of methods

One of the biggest concerns with only using qualitative data, is that it is hard to make a replication
of findings in similar cases or sets of conditions (Brennan, Julia, 1992). Qualitative studies require a
very flexible data collection in order to seek understanding of the social world of the respondents.

Furthermore, it can be very hard to find out when to stop doing the qualitative study.

With guantitative studies, data collection and testing is used to confirm or deny a hypotheses.
Quantitative studies are often used to present facts and statistics, why quantitative studies require

unambiguous answers and clearly defined questions (Brennan, Julia, 1992).

Even though theorists argue that qualitative and quantitative research methods relates to
different paradigms and each have their way of producing knowledge, collect, record and analyze
data, it is possible to triangulate these methods without moving between paradigms (Brennan,

Julia, 1992).

There are two different methods, when talking about method triangulation; within method and
between methods. This research will use the method of between methods. That means to use
different methods on the same study issue, e.g. to reach a larger amount of respondents
(Brennan, Julia, 1992).

In this master thesis, the quantitative study, is used to confirm or deny the hypotheses from the

qualitative study.

6.3.5 Generalizability

The interpretive social science paradigm argues that truth is context and time dependent, and that
actions, opinions and behavior are socially constructed (Neuman et al., 1997).

Hence, generalizability is therefore a very fragile subject when it comes to the paradigm of the

interpretive social science.

The results of this master thesis, can therefore not be seen as a general truth. What is working in
this context, can’t be applied in another organization, in another place in time. However, this

study can contribute with ideas and suggestion, which can be used for further research.
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The values of Maersk Line must however be assumed as continuous throughout the organization,
why the results of this master thesis can be acquired more value for a Maersk Line point of view.
However, it is important to keep in mind, that the various projects under Maersk Line IT Operation

can have different approaches to project management, than other projects in the concern.

6.4 Bias

This master thesis constitutes its research in Maersk Line IT and mainly in Maersk Line IT
Operations.

| work on a project under Maersk Line IT Operations, why | have prior knowledge of standards and
procedures regarding project management in Maersk Line. However, | don’t have any prior
knowledge of the projects or the respondents of this research. This means that | can relate
objective and neutral in my studies, and the assumptions which will be done through the

dissertation is based on theoretical learning and knowledge.

It must be assumed that respondents in this research are interested in a truthful study of their

processes, why they will be honest and cooperative in the process.
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7.0 Qualitative study

The literature review has made the foundation for the understanding of concepts that this
research likes to investigate on real life projects in Maersk.

The qualitative study will enable a continuation of an investigation. Thus, using the framework of
Kvale (2007) the seven stages of interview investigation (Themathizing, designing, interviewing,

transcribing, analyzing, verifying, and reporting) will be used in the analysis.

7.1 Design

The first step is to plan the design of the study for this research. In order to investigate the
theoretical starting point of how project management fits the real life cases in a context and time
based period, this study started out by constructing an interview guide, secondly conducted the

interviews and then transcribed the interviews.

7.1.1 The interview guide

The questions of the interview guide can be found in appendix 17.2 (17.2 Appendix 2 — Interview
guestions). The questions of the interview guide consist of open-ended questions with a semi-
structured structure. This was done in order to get a deeper understanding, and get every
interviewees’ honest opinion and personal view.

By making a semi-structured interview with open-ended questions, you allow the interviewees to
reflect over their answers and speak the truth.

All the questions are formulated to be easily understandable for all the interviewees to contribute
equally to the qualitative study.

The interview guide is developed of a foundation of the literature review. The question was then
tested and reviewed in cooperation with colleague in Maersk Line IT. This was done in order to

follow the framework and the research question of this research.

The interviews started by asking the interviewees about their project and most important their
role in the project. The first couple of questions were general in order to ensure a trustworthy
relationship between the interviewer and the interviewee, and to ensure that the interviewee
would give reflective and honest answers.

Afterwards more personal questions began with focus on the individual interviewee’s perspective

and subjective opinion on project management and related constructs.
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The interview question was based on the literature review, and was divided into five topics;
Introduction, Project manager success, Project Success, Project Team and Completion. These five
topics were made in order to get as much rich data about project management as possible.

Further, it was very important that the questions covered the roles of the interviewees.

The interviews are finished off by asking a debriefing question in which the interviewees was
asked whether they would like to add anything themselves and after asking them how the

experience was (Kvale, 2007).

7.1.2 The interviews

During the interviews, the highest concern was to ensure meaningful production. In order to reach
the goal of getting meaningful, subjective and reflective answers, the choice was to either take
advantage of the laddering approach or the appreciative approach.

Do to the fact, that the paradigm of the interpretive social science is used on this research, and
one truth isn’t necessarily to be found, a laddering approach will be used. The laddering approach
means that one is constantly trying to get a deeper understanding of the question, and that a
simple answer has underlying secrets, which needs to be found (Schultze and Avital, 2011).

The interviews were carried out very differently, because of the different roles of the

interviewees.

7.1.3 The interviewees
The interviewed people come from different projects and programmes under Maersk Line IT
Operations. As earlier mentioned, the interviewees will have different roles such as project

managers, programme managers, project management officers and random team members.

The first interviewee is called Michel Sassene, project manager on a project named Bunker
optimization.
Secondly, Julie Oredson, senior project management officer (PMO) on a project called The

Connected Vessel.
Thirdly, the programme manager from the programme Equipment Craig Scott was interviewed.

Fourthly, an interview with Andy William Yu Yeh from the project; Bunker Optimization End to

End, was conducted.
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Lastly, from the project called Rock project, project manager Torsten Frederiksen, and last
interviewee, team member Johan Kortsen.
All the interviewees are getting a brief introduction to the research, and are kindly asked to be

honest and be reflective in their answers.

In the end, the qualitative study ended up with 6 interviews with interviewees from 3 different

projects under Maersk Line IT Operations. The interviews took roughly about a half an hour each.

I ————
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8.0 Analysis of qualitative study pt. 1

The qualitative analysis of this master thesis is based on the conducted interviews.

After transcribing the interviews, a codebook was set up. The codebook can be found in appendix
3.

The purpose of the codebook was to find continuous themes and subjects in the interviews. In

total 8 themes was found. Together they represent the foundation for the analysis.

8.1 Goal setting

To have a goal, seems to be the most important thing about a project. Without a goal, there is no
project. The goal defines the scope of the project and sets the rules and engagement for the
project triangle (Shenhar, Aaron J., 2004). Even though traditional project management literature
sets a goal, and work directly towards it, and controversial project management literature sets a
goal, but only use it for motivation (Kreiner et al., 1991), both can agree to a goal being set for a

project.

Interviewing project managers, project owners, coordinators and team members of random
projects, showed the importance of setting and defining a goal. All the interviewees seemed to
argue for the importance of defining and set a goal for a project. As Andy, one of the team
members describes, when asked how a project manager can get success in his job, and what the
most important thing is to remember for a project manager: ”It’s basically having some direction,
set a goal and knowing what the goal is, and gathering the team and making them hit towards the
same goal.* [...] | would say to keep the goal in mind and make sure that the people, the team

members are heard, team members know what the goals are>.”

When asking for do’s and don’ts regarding project management in Maersk Line IT, Julie, PMO,
points out as the first thing: “Do, define the project properly upfront.® [...] Do get your project brief
and your baseline and all that done. Set the goal. | think that’s the first one.””. This argumentation

is very much in line with what we know from traditional project management.

401:15
502:21
616:26
716:35
I ————
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Both traditional and controversial project management literature argues that the goal should live
up to the values of the business, but the difference is that controversial still only uses the goal as
motivation and accepts the fact, that the goal can be different in the end (Kreiner et al., 1991).
Torsten, project manager, backs up leaning the goal up against the business values: “/ would say
that can be said very short. Delivering basis value at the expected time, at the expected purchase
and... [...] hopefully superseding the expected quality. [...] (it) is inherited in the business value that
you’ll deliver. You should fulfill the goals in that of course. But not only the goals that the business
give you. [...] if IT is mature enough, we will be able to deliver business value and sometimes even
more business value than the business themselves were imagining.”. The other project manager,
Michel and the programme manager Craig, backs up the statement of delivering. Michel stresses:
“Well, it’s — again, it’s hard to avoid naming deliver. But deliver as expected. [...] So it’s something
about delivering on time, project quality, and within the budget in accordance with what is

expected of the scope and goal.®”

8.2 Framework (execution plan)

For a goal to be reached, the importance of a good execution plan is eminent. Traditional project
management literature argues the importance of setting the goal, and defining the execution plan
upfront. The traditional literature acknowledges the fact that there will always be unforeseen risks

in a project, but these risks can be managed and controlled (Chapman et al., 1997).

Controversial project management literature argues on the contrary that an execution plan cannot
be determined because of the large amount of unforeseen risks And these risks can not be
predetermined to be controlled or monitored (Kreiner et al., 1991). Furthermore, controversial
project management literature welcomes the fact that risks has not to be a threat for the project,
but there is a possibility that there can be drawn advantages or benefits of them (Kreiner et al.,

1991).

All the interviewees’ stresses the fact, that a project plan or an execution plan needs to be
revisited multiple times throughout a project, but the scope of the project needs to be defined

upfront.

813:09-13:58
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Julie, PMO argues: “I think the project manager’s job is a big of an ungrateful one. And | think it is
actually very difficult for a project manager to be a success. Whether a project manager can be a
success or not, is a lot up to the management team and how well they understand the nature of
projects because the nature of projects is that we are usually developing something, we’re building
something at least here in Maersk which means that there are unknowns. A project manager can’t
plan everything to perfection when he’s given a brief by saying, please be the project manager for
this project. They can’t get everything right up front. Things will change as we go along. But
perception is often that when we change things as we go along, it’s because the project manager is
not in control and would not do their job well.2°[...] | think getting right up front what it is you need
to do, is crucial, your baseline, so getting your scope defined, what is it we’re supposed to deliver,
what resources do we have to deliver, what time do we have, what cost do we have, and can we
then deliver that scope with these things?*”.

This is backed up by Craig, the interviewed programme manager: “So as the project’s starting up,
then | think it’s very important to align on expectations. And generally, expectations are almost
always too high in the beginning. People always think that this is going to solve all our problems
and it’s going to be quick. And most often it will be neither of those. But at least, you know, they
need to be upfront about what can and can’t be done within the scope of the project, what’s a
realistic timeline. And it’s a lot easier to take those discussions in the beginning than it is a week
before you’re supposed to deliver and announce that you’re six months late. So the early you take
those discussions, the better. But a lot of people tend to think, “Ah, | think we can manage it or

we’ll take that discussion later.”12”.

As the citation above shows, the interviewees do in this case very much agree with controversial

project management literature.

However, one of the team members, Andy, argues that it is important for him to have a set of
procedures on how things should get done. Kreiner et al, (1991), argues that you cannot set up
specific rules or procedures for how to work in a project. This is very much dependent on the time

and context of a project.
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When asking how a project could be successfully executed, all of the project managers stressed
the importance of revisiting the planes, even after defining the goal, and determine a project plan
up front. Michel, project manager, argues: “(I’'ve never tried) [13:40] that | could do a detailed plan
and just execute on it for two years. So it’s not only about plans. Plans are like a basic. But | think
it’s more about what you do on — it’s that day to day basis and, let’s say, about your strategic
communication around the project.3”.

This is backed up by Torsten, another project manager: “Keep revisiting your plans and keep
constantly checking that you are in the right path. | mean, it’s not enough to make a plan and then
six months later, you will discover that you did not follow it or you were behind all your people,

ahead or whatever. You need to every day almost and check if you are in the right place.'*”.

Kreiner et al, (1991), stresses the fact that a goal can change over time, and so can the execution
plan. This argumentation is backed up by Craig, the interviewed programme manager. “So first
establish what's really needed. Often, what you’re being asked for in the beginning is not what’s
really needed. So I've had quite a lot of projects over time pushed in my direction where I’'ve fought
hard to have it cancelled. And | consider that to be a big success that we didn’t do the project
because it was basically pointless. It could be achieved through other means or the end goal was
never going to be achieved by that project no matter what we did. So that would be for me a
success that you don’t even do the project because it was never going to achieve whatever it set
out to do.?>”.

Michel, project manager, backs this up by suggesting that a goal should be defined upfront, but
also used as motivation since it can change. Project plan should be used as guidelines, and that
you as a manager should never settle for specific locked goals, which is very much in line with the

controversial project management literature.

8.3 Stakeholder management
Stakeholder management is a topic that is almost untouched in project management literature,
especially in the traditional literature.

Stakeholder management is also a sparingly topic in controversial project management literature,
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however Kreiner et al., (1991), notes that it is important that the project manager is the one, who
is handling the noise from the outside world, which could be interpreted as stakeholder

management, so the team members can focus on one thing — delivering the goal.

Stakeholders are a lot of things. It is not only the top management who sponsors the project, but it
is also the users of the project. A stakeholder is any person, group or organization who has a
concern on a project. Stakeholders can affect actions, objectives and policies (“What Is A

Stakeholder? Definition And Meaning”).

But stakeholder management seems to be a hot topic for project management, at least in Maersk
Line IT.

Julie, PMO, mentions: “I think the best way for a project manager to be successful, is to educate
and manage their stakeholders so that whoever they report to, knows that just because something

changes, doesn’t mean this project manager is not doing their job well.1¢”.

Michel, project manager describes: “in general you could say that a stakeholder management, and
that could be anything from decision makers to users to the wider landscape of stakeholders
depending on the project. And what is stakeholder management? That’s anything from having a
cup of coffee after works with someone to go into — in Maersk Line, going to Mumbai to meet
people and just hear their perspective, to info material on the product, et cetera. But | think the
worst you can do is don’t — is not to manage your stakeholders. And your stakeholders is also your

board, you know, etcetera.?””.

Obviously, the success of the project manager is very much dependent on stakeholder
management. Craig, programme manager, describes: “Obviously, what a success is within any
project varies quite a lot. So | would say that if you try to extract what the key things are, then he
(the project manager) needs to understand the expectations of your stakeholders. He needs to
understand the constraints that he has surrounding him in terms of budget, resources and so on.
And he needs to basically synthesize all of those things together to keep as many people happy as

possible.’8”.
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Not only should a project manager listen to his stakeholders, manage them, and educate them.
Torsten, project management stresses the importance of challenge them, but also keep revisiting
the stakeholders, like the project plan: “.. most importantly, before we get started, do not start —
start creating any expectations towards management. Because in the direction of delivery dates or
anything, | mean the — the first date you said, if you let yourself get pressed into a corner by
management, will be the date they remember by default. So if you have an inexperienced project
manager getting caught up by management into a corner that is the direct way to unsuccessful

project. [...] keep revisiting your clients. Keep revisiting your stakeholders.*®”.

All the interviewed parts, especially the project managers and the interviewed PMO seem to argue
for the project manager to take care of stakeholder management. Something indicates that
project management and stakeholder management leans against controversial project

management literature.

8.4 Communication

Not only should the project manager master communication with his team members and
stakeholders, but communication is important for project management in general and not only the
project manager. Communication skills are important all the way around project management.
Inside the team, outside the team. From the top management to the project team, and the way
back. Craig, programme manager, about the importance of grate communication: “if you can make
that transition successfully, that obviously makes things easier. Other things that I’'ve seen people
do is that they’re very poor at managing relations outside the project. So they can perhaps have
quite a successful relationship with their project team but if it was — runs as an island and they
keep everything hidden from the outside world, people become more and more uncertain about
what’s going on. And they can even be in a situation where they are actually delivering. But if
they’re not communicating it out in a good way, then they can quickly lose support from the

outside environment?9”,

Communication can be a lot of things. There can be a very formal way of communicating, or a

more loose way. Either way, Torsten, project manager, stresses the importance of clear and
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honest communication: “/ mean, on a personal level, | try to strive to be honest and not give any BS
upwards in the food chain. | mean, you could probably meet project managers in all organizations,
of course, that would not be so forthright and honest about everything that — as | am. But my
experience tells me that the more open you are also when things are not going so well, the better
you can adjust expectations. And the easier you can also get acceptance for if you have to change
anything in the project triangle.?! [...] In my point of view, a bad manager is the one who keeps

telling top management everything is standing when it’s not.??”

Where the project managers’ argues for communication especially between the project team and
the outside world, Johan, team member, focus on the internal communication between project
team members: ”.. so you have a team that actually supports each other and you have that
communication between the parties and make sure that, you know, okay, so | have a problem,
okay maybe | can help you with that.?3 [...] | think it’s very much, again, communication. And |
mean if the right hand doesn’t know what the left hand is going, of course, then you have a
problem. And then it’s very difficult to actually figure out how to solve the different project
problems. So try to highlight whenever you have a problem and trying to get that problem solved
by the whole crew instead of just having one person sitting around trying to, you know, handle
whatever problem is actually there. So communication from my point of view internally, of course,

that is very important for me.?*”

8.5 Team

If a project is to be implemented, it is important that there is a strong team behind. Not only is a
strong project manager needed. The team members will be the hops in the execution of the
project. But it is important that the team understands what they are doing. Michel, project
manager stresses: “And | think, thirdly, it’s as a classic, make sure that your team understands

what they do and why and feel good about it.?*”
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When the project manager has to pick people for his team, it is important that he not only focus

on the professional aspects of an employee, but also the personal (Lake, Dale G, 1987).

When Maersk hire, they put people through an IQ-test and a personality test. It is the HR
apartment that does this. By doing this, the project managers can get an analysis of the people

before hiring them to the team.

It is important that the project manager has the skill of binding the project together. A team will
often consist of very different profiles. These profiles have to work against a common goal. But as
Kreiner et al., (1991), notes, it is important that the project manager does not causes violence on
the individual team members understanding of the project, because more eyes sees better than
one.

Therefore, it is important that the profiles of the team members also reflect a balance. If the team
has a majority of technical profiles, the team will have a tendency to focus on quality (from the
project triangle) and as a result, they can easily forget about time and budget. Conversely, the
majority of the team should not consist of business people, who will focus too much on time or
budget, and lack on quality because their technical skills are missing. It is the project managers’
mission to find the right people for the team. Furthermore, it is his job to make sure that the right

balance on the team is there.

It is important that the project manager understands the importance of diversity. By having
diversity on a team, the project manager creates higher chance of innovation (Barakema et al.,

2002).

Craig, programme manager, about the team: “So the team needs to have a good balance of
different profiles. You get some project teams that have a very strong project manager who can
sometimes — if the strength is in one of the disciplines of the team, there’s a tendency sometimes
for them to pull it in that direction. So if they’re very technical then they sometimes pull it towards
the technology side of it and forget about the business aspect.?°[...] So we need to balance all of
those together and be able to see what’s right and wrong in terms of the discussions because

there’ll always be competing interests within the team.?””
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Johan, team member, stresses in this context: “/ would say, have an understanding of how people
— or sort of what personality people have and how to actually approach them. Because | mean you
can have a group where everyone is just thrown into a project, right? and because they have the
time and they were available. And then you have a lot of different people sitting there and, you
know, if you don’t really know how those people react to the way that you communicate with
them, then it’s going to be unnecessarily difficult. But it could be more difficult at least to facilitate
that sort of communication within the group, right? So at least an understanding of how people’s
personality work and, you know, what are their approach to communication and their approach of
problem solving, right? [...] Do they need to sort of talk their way through a problem? Or should
they just, you know, be allowed to sit there and think about it and then sort of, you know, make a
drawing and, you know, doodle a bit on a page and then suddenly they have the solution, right? So
I mean in the end, | think a very sort of diverse group is a bonus at least for a project. But very
much focused on actually being able to understand how people actually work and, you know, what

makes them tick.?%”

Ancona et al., (2009), stresses the importance of the project manager to focus on high performing
teams and settle the right team before starting the project. This theory is backed up by Torsten,
project manager: “You should set up your team before you start the thing and you should have

management and project manager assigned to the project that can handle a team?®”.

Kreiner et al., (1991), argues the importance of rewarding project participants liberally throughout
the project. This can be done in many ways. Torsten, project manager stresses another important
thing; celebration. He argues that celebration should not just be done in the end of a project, but
that you need to start with a kick off, which can be a dinner or a night in town. Likewise, it is
important to celebrate the small victories throughout the project. This also helps to create a good

team spirit.

8.6 People skills
It is no secret that it requires some skills to be a project manager. Not only should the project

manager have some management and leading skills toward his team (Burke et al., 2006), but he
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also need to understand the business and gain some respect toward top management. The project

manager will therefore act as a hybrid between different functions.

Craig, programme manager, about what makes a project manager a good project manager: “/ have
met lots of different project managers, some of them who theoretically should have been good and
who weren’t, others who don’t really have perhaps the background that you would expect but who
were very good in the role. So there’s no one key element that makes them good. But | think the
sort of general characteristics and ability to communicate well with people at all levels, so the
people within the team and also the externals.?°”. Torsten, project manager adds: ”They get the
team spirit running and have the right skills. As we talked about before, the whole palette of

different management skills.31”

Johan and Andy, team members, stresses the fact that a good project manager will have great
skills inside and outside the team. Internally and externally. The project manager should function
as the insolating layer between the team and the stakeholder management. But another
important fact is that the project manager should see himself as a part of the team, instead of
above the team. The project manager is there to help, and smother the road of the project, but
not to micro manage and do everything himself. Johan, team member, argues:” You know, they
don’t see themselves as being sort of the leader of the project but more as sort of the ones that are
actually supporting the project and making sure that everyone is sort of — well, you know, making
sure that all the different roles in the project are actually supported, so very much with a
supportive role. And then of course that then requires them of course to take the responsibility for
the entire project. But still, | mean that sort of role where they make sure that the people that are
actually doing work in the project are actually also the ones that are getting the support.3?”.

Craig, programme manager adds: “there are many different ways to fail as a project manager. The
most common one that I’ve seen is amongst people who are doing it for the first time. And in that
case, then the typical thing you see is that they were promoted perhaps because they were
technically skilled or one of the most competent people in the team. But when they step into a

project manager role, they can’t keep their hands off the details and they keep on getting pulled
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into solving problems themselves. And the thing that I’ve tried to explain to people in that
situation, you know, who were taking on their first project management or management role

generally speaking is they need to transition from thinking how will I solve it to who will solve it.33”

When talking about people skills, it is also regarding the team members, and not only the project
manager. As mentioned before, it is important that the team consists of different roles, that
together will form a high performing team. Craig, programme manager argues: “In terms of
putting the team together, then again, it’s important to have a mix of different skills and
personalities in the team. So you’ve got people with the more technical mindset and others with
the more | would say business focus. Some people will focus with, I’d say, a greater creative drive.

And others focus on actually getting things done.3*”

8.7 Roles and responsibility

Roles and responsibility is a subject that, again, not only affect the project manager, but also the
project team members. But with that said, it is clear that there are some definite split roles, and
with these roles comes a responsibility. It is clear that all the interviewees radiated some kind of
pride working for Maersk Line. But they also knew that the job comes with a responsibility.
Maersk Line is very good in educating its employees in the business values, and it is something

that is emphasized in everything from all newsletters to the individual’s objectives.

With that said, do the individual role come with a different responsibility. Kreiner et al., (1991),
argues that the one of the roles of a project manager is to keep his team members out of all the
noise of top management and the stakeholder of the project. This must be assumed as a
controversial statement, since the traditional project management literature haven’t mentioned

much about it.

Torsten, project manager, about the responsibility there comes when being a project manager:
“You need to be able to work on an overall level and in detailed level and everything in between.

You have to be really versatile.® [...] You also have to be able to lead a team. And at the same
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time, you also need to be able to talk to the — interact with top management. That’s two very

different things also.>¢”

However, as project manager or a stakeholder it is important to know that the project team
members are taking their roles and responsibility serious.

Michel, project manager, about team member’s roles and responsibility: “So I consider everybody
working on my projects as project managers by definition. [...] | expect everybody to be able to plan
their own work, plan workshops, et cetera, if required, execute on it, communicate the plan and

bounce it off with me, tell me if the plan is threatened, if there are issues, et cetera.3””

Julie, PMO, argues about the importance of employees to feel valuable and take their
responsibility serious: “So breaking things into clear work streams, giving people responsibility,
and people like responsibility for a chunk of work rather than tiny deliverables, being
micromanaged. So making sure you have clear roles and responsibilities and accountability. So for
instance, our work stream leads aren’t seeing your people, but it’s been made very clear to them
you are responsible for this work stream. No one else, you are. But on the team’s side, it’s great as
well because it actually makes them feel like well, actually, it’s quite important that | go to work
every day because otherwise, this work stream is going to fail. And it’s an integral part of the
project.>®” Andy, team member, adds to this: “You can say here in Maersk Line, it’s basically an
organizational defined responsibility regardless of the project. I’m solution architect regardless of
which project I’'m on. | will always be the solution architect. And at the same time, it’s also partly
the project management — project manager’s role to apply the general role in a specific project

context.3®”

8.8 Co-location

Maersk is one of the largest shipping companies in the world, with over 90.000 employees spread
all over the world. In Copenhagen they are approximately 2.500 employees, but the different
departments have more co-locations. That means that people on the same team doesn’t

necessarily work together on the same location and project managers have to face globalization.
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This can cause big problem for communication. Torsten, project manager, argues:
”"Communication is the biggest challenge when you’re not sitting together. Because then you have
to send an email what do you mean by that. And time just passes... Rather than having all on the
desk and you’ll have them back here in five minutes. You don’t have the direct communication
which is — | mean, part of the language and the tone of voice and things like that is | think is 72% or
73% of human communication. Face to face is by far the best way of communicating. And you
communicate and make a fuss what we’ve been doing, see how successful this has been and things

like that.*9”

Co-location also affects the project team, when it comes to stakeholder management and
stakeholder meetings. As mentioned earlier different people have different interests, and it can be
hard for a project manager to reach to a common goal between all partners. Craig, programme
manager adds: “one thing in particular is to actually bring them (stakeholders) together. Because if
they sit isolated, then they have their view of the world and can be extremely dissatisfied with the
way the things are being done. If you can get them into the same room, there’s a greater chance
that you can get them to see the big picture and agree on what is best for the company overall. So
that’s a good way of avoiding the situation where you have different stakeholders all sniping at the

i»

company...*

Julie, PMO, argues that Maersk has another problem when it comes to co-location: “second thing
I’d emphasize for projects in Maersk is, not working in silos. People do a lot of old school Maersk,
little kingdoms, and there’s a lot of legacy left on that which also means that when people do
projects, they tend to look at how that project impacts their organization.*?” and later she stresses

the fact that people in Maersk can learn a lot from each other — and other companies.
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9.0 Analysis of qualitative study pt. 2

The purpose of this second part analysis is to analyze the proportion and the significance of the

different roles of the interviewees.

The analysis is divided into two separate parts. This is done in order to be open-minded in the first

part and be more conclusive in the second part.

To facilitate the impression of many interviewed parties, these are stratified into three different
roles; project managers, project team members and stakeholders. It is important to know, that all
the interviewed parties have something to do with project management, whether they are a team
member, a programme manager or a project manager. When they are stratified into the different
roles, it is done in order to give a better overview. In this master thesis the three different roles;

team member, a programme manager and a project manager, are the most important.

The project manager role is as earlier defined the one who is in charge of the project. For clarity of
this research, the programme manager will also belong to this category. Even though one could
argue that the programme manager also could be a stakeholder to a project, he is in Maersk Line
IT more a supporter role for the project manager, why it makes sense to put him in this category.
Often a programme manager has more project managers’ as his direct reports. This means that

the programme manager have deep insight to the job of a project manager.

Project team members can vary throughout the research and be anything between student
assistants, technical analyst, business analysts, test managers and so on.

Stakeholders defined as people who have an interest in the project.

PROJECT
MANAGER

TEAM MEMBER

Figure 3. Project diagram
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Figure 2 visualizes the part one of the analysis and shows the three different roles in this research.
As the analysis above showed, the project manager was function as a hybrid between team leader

for the project team, and the responsible for stakeholder management.

In the first part of the analysis, it was very clear that there was a unanimous agreement of defining
the goal upfront. Both team members, programme managers and project managers agreed the
importance of the goal to be defined up front — before the show starts. But knowing that things in
the end can change.

The project managers and programme managers thus argued that you with the goal, should try to

challenge top management and push limits.

Furthermore, the analysis shows how much the project managers think about the project triangle,

and how people skills, roles and responsibility can affect the scope of the project.

One of the interviewed project team members, stresses that he need procedures on how to get
things done. The other interviewed team member and the project managers argues the
importance of continuously revisiting the execution plan of the project and that the project plan
can be locked upfront because of unforeseen risks. They stress how important it is, that the

project plan fits the context and time of the project.
On this behalf, the first hypothesis is designed:

Hypothesis 1)
The goal of a project should be defined upfront, but knowing that it can change. Keep revisiting

and re-iterating the execution plan of the project so it fits the time and context.

The first part of the analysis showed a very clear division, when asked the interviewed how the
project manager should get success in his job and what a project manager has to remember. The
interviewed team members were very much focused on the internal perspective of the project;
team spirit, supporting of the team members and facilitating a good communication.

They focused very little on stakeholder management.

The interviewed PMO, programme manager and project managers was very much focusing on
stakeholder management. And stakeholder management seemed to be a very hot topic for them.

They know it is there the money and the decisions are. But even though they stress the fact that a
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project manager should focus a lot on stakeholder management, all of them knew the importance

of focusing on the team. In the end it is the team that will make the project a success.

The interviewed team members furthermore stressed the fact, that a project manager should not
crawl into micro management and that you, as a team member, should not feel that the project
manager want to do it all himself. This was backed up by Craig, programme manager, who stated
that the worst project managers he had met, were people who suddenly had got an upgrade or a
promotion from a technical expert to project manager, and went too much into technical stuff,

and focused too little on the business aspect of a project.

Even though, a project manager should not crawl into micro management, he still needs to have
an understanding of each team members’ personality, role, responsibility and skill. He needs to
treat his team members as individual experts in their field. This leans against controversial project
management literature, and is backed up by Michel, project manager, and Julie, PMO, who argued
that every team member should be considered as individual project managers for their field. All in
all, the project manager should support the team members, but most important; understand the

bigger picture. This leads to the second hypothesis:

Hypothesis 2)
A project manager should act as a hybrid between functions. The project manager needs to
understand the bigger perspective, take care of stakeholder management, be a leader for his team,

but not crawl into micro management.

The first part of the analysis showed that the project managers cared a lot about the team, and
not only stakeholder management. More of them mentioned that it was important to have
diversity on the team. Their concern was, that too many team members of the same profile, would
cause an imbalance in the project manager triangle.

By having a team of different profiles, the team can draw benefits from diversity. Barakema et al.,
(2002), argues that diverse project teams can innovate quicker than non-diverse teams.
Furthermore, Kreiner et al., (1991), stresses the fact that a project manager should be open-
minded about the way the project team members understands the project. Even though

Barakema el al., (2002), and Kreiner et al., (1991) are from separate sides in the project
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management literature, these two statements can be combined, and together it matches the

interviewees statements.

The two interviewed team members, Johan and Andy, argue-how important it is for them, that the

project manager know them well. Personally and professionally.

The project managers also focus on the importance in trusting their project team members with
different roles and responsibility. Michel, one of the project managers, argued that he saw all of
his team members as individual project managers, with responsibility for their own products of the
project. He relied on them to get the right information needed, holding workshops, set up meeting
and so on. This statement was backed up by Julie, PMO, who argued that people really want some
kind of responsibility. Furthermore she argued that giving people the responsibility could make
people do more of what they were good at and go to work with pride. This part of the analysis

represents the third hypothesis:

Hypothesis 3)
A project manager should create a high performing team and draw benefits from diversity. The
project manager should understand the team members, and how they can fit into different roles

and responsibilities.

All the interviewed project managers argue the importance of co-location. Not only for the project

teams, but also when it comes to stakeholder meetings.

Team members, Johan and Andy, argued the importance of grate communication, and how a good
communication strategy in the project team makes everything easier. Torsten, project manager
stressed, that a lot of important communication is lost when it takes place in the virtual
environment, such as telecommunication or communication over e-mails. When people can talk
directly to each other, it is much easier and quicker to reach a consensus and avoid

misunderstandings.

Having the right communication strategy towards stakeholder management also seemed to be an
important topic. All the interviewed parts argued that an important skill of a project manager was
that he mastered external communication.

Torsten, project manager, argued the importance to be honest and upright with the stakeholders.

In that way, it was easier to get the needed help, resources, etcetera.
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By facilitating communication, it must be assumed that knowledge sharing becomes easier and
more useful. Julie, the interviewed PMO argued that her experience showed that Maersk had an
old-fashioned tendency to build silos. Building in silos makes communication and knowledge
sharing even more difficult. Projects lead to learn from other projects. This leads to the last and

fourth hypothesis:

Hypothesis 4)
The project team should be on the same location and focus on proper communication and

knowledge sharing.

10.0 Quantitative study

The 8.0 Analysis of qualitative study pt. 1 and 9.0 Analysis of qualitative study pt. 2 has made the
foundation for the quantitative study. The quantitative study will be conducted in form of a
survey, in order to verify earlier defined hypotheses. The quantitative study will enable a

continuation of an investigation.

10.1 Design of survey
The qualitative study is made in order to verify the hypotheses from 8.0 Analysis of qualitative

study pt. 1 and 9.0 Analysis of qualitative study pt. 2.

When designing a survey, the 10 point likert-scale was chosen. The 10 point likert-scale ranges
from “l do not agree” (1) to “l do very much agree” (10).

Employees of Maersk Line IT are used to get internal surveys multiple times a year. The surveys
have the 10 point likert-scale in common, why employees are very familiar with this, and this is

chosen for this quantitative study.

When analyzing the 10 point likert-scale, the same rules as Maersk Line IT uses, is applied to this

study:

e 1-3 means that people to a certain degree, do not agree with the statement or question.
e 4-6 means that people to a certain degree, don’t have a saying about it.
e 7-10 means that people to a certain degree, do agree with the statement.

The first question of the survey is; If you should categorize yourself into a position, which one are

you? The respondents can choose between four different roles: Project manager, Team member
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(student ass., BA, TA, etc), Stakeholder to a project or Progamme manager. This question was

made in order divide people, and see if there is any significance between the different roles.
The rest of the questions are generated directly from the hypotheses.

The first hypothesis was; The goal of a project should be defined upfront, knowing it can change.
Keep revisiting and re-iterating the execution plan of the project so it fits the time and context. This

hypothesis lead to the following five questions:

1) A goal for a project should be set upfront,

2) A project plan for a project should be determined and locked upfront,

3) A project plan for a project should be revisited very often through out a project,

4) It js natural that the project plan changes over time, so it suits the time and context, and

5) A goal for a project can change over time.

The second hypothesis; A project manager should act as a hybrid between functions. The project
manager needs to understand the bigger perspective, take care of stakeholder management, be a
leader for his team, but not crawl into micro management, was the construction the next of four
questions:

6) A project manager needs to understand the bigger picture of a project,

7) A project manager needs to micro manage,

8) A project manager needs to balance between stakeholder management and his team members,
9) Team members should not be 100% involved in stakeholder management, but be informed by

the project manager.

The third hypothesis; A project manager should create a high performing team and draw benefits
from diversity. The project manager should understand the team members, and how they can fit

into different roles and responsibilities, was the construction the next of four questions:

10) The project manager should focus on creating high performing teams,
11) A project should have different profiles on the team (such as technical profiles, business
orientated profiles),

12) A project manager should give the team members responsibility for their own project products,
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13) It doesn't matter, that the project manager gets to know the strength and weaknesses of the

team members, as long they are doing their job.

The fourth and last hypothesis; The project team should be on the same location and focus on
prober communication and knowledge sharing, was the construction the next of four questions:
14) The project team will perform/communicate better if they were present on the same location,
15) The project team should sit on the same location (in the same room),

16) The project team should not focus on knowledge sharing internally and between projects,

17) The project team should learn from other projects success and failures.

When creating the question, it is important to keep the respondents engaged. That means that
there should not be too many questions. The questions should be easy to understand and some of
the questions should be created with redundancy, by asking similar questions in different ways

(DeVellis, 2012). This was done in order to have better validation of the final quantitative data.

After finalizing the survey, two colleagues from Maersk Line IT completed the survey, in order to
measure the time it took to do it and give constructive feedback (DeVellis, 2012). Shortly after, it

was sent out to all Copenhagen based Maersk Line IT employees.

The survey was open for 7 days, from the 14’th of July 2016 to the 22'nd of July 2016. The survey

got a total of 60 respondents, due to holidays and a tight deadline.
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11.0 Result of quantitative study

The purpose of the analysis of the survey is to create an overview of the answers.
As mentioned before, the survey is built upon the hypotheses from 9.0 Analysis part two. Survey

responses can be found in 17.5 — Appendix 5.

The survey got 60 responses in total. This is less than expected.

Out of the 60 responses 37 categorized themselves as “team members”, 3 as “stakeholders”, 6 as
“programme mangers” and lastly, 14 as “project managers”.

In order to easier the understanding of the roles, the approach from 9.0 Analysis part two, will be
used. That means that the programme manager will belong to the category of project managers.

In total this gives 37 team members, 3 stakeholders and 20 project managers from the survey.

Everybody seems to agree on the first question: A goal for a project should be set upfront. Only
one have given the value of one, and did not agree with the statement that a goal should be set
upfront. One other person nor does agree or dis agree, and have set the value to 5. The last 58
responses have given the value from 7-10 which means that they do agree with the statement of

goal to be set upfront.

The second question; A project plan for a project should be determined and locked upfront, has

more various opinions to the statement.

15
16[[265%)
11 (18.3%)

10 9 (15%)

6 (10%)

; — 4 (6.7%) 46.7%) , o
) o)
: ! 2(3.3%)2 (3.3%)

The graph shows, that 40 people answered 1-3 which means that they do not agree with the
statement about a project plan for a project being determined and locked upfront Out of the 40
respondents 17 are team members, one is a stakeholder and 21 are project managers. 19 people

have answered from 4-6, which can be argued that they don’t have an opinion about this matter.
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Lastly, 11 people answered 7-10 which means that they, in a higher degree agree with the
statement.

These 11 people consist of two stakeholders, five team members and four project managers.

The third question is; A project plan for a project should be revisited very often throughout a
project. Regarding this statement most of the contenders seem to agree. 53 of the respondents
have answered 7-10, which means that they do agree with the statement. 4 respondents have

given the value of 5 and 6, while 3 respondents have given the value of 3.

The fourth statement; It is natural that the project plan changes over time, so it suits the time and
context, looks a lot like the third question, and the distribution of respondents likewise. 52 of the
respondents have answered 7-10, and 8 respondents answered 4-6. No one has answered

between 1 and 3, so over all the respondents agree to the statement.

The fifth statement; A goal for a project can change over time, has many various answers.

13 13 (21.7%)
12 (20%)
10
7 (11.7%)
6 (10%)
5 (8.3%)5 (8.3%) 5 (8.3%)
5 - 3(5%) -
2(3.3%) 2(3.3%)

37 people answered 7-10, which means that they agree to the statement. 20 out of the 37
respondents are team members, three are stakeholders and the last 14 respondents are project
managers.

7 responded 4-6, and 16 people answered between 1 and 3, which means that they do not agree
with the statement.

11 out of the 16 respondents between 1 and 3 are team members, the last five are project

managers.
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The sixth statement is; A project manager needs to understand the bigger picture of a project. 59
of the respondents answered between 7 and 10, which means that they to very much agree with

the statement. Only one respondent answered 6.

The seventh statement was a bit tricky; A project manager needs to micro manage. This question
was very judiciously in the tone of voice. If this question should have been like the others’, the
guestion would have sounded like; A project manager should not micro manage. It was important
that the respondents stopped and wondered, to keep the engaged in the survey. The statement

has various answers.

20 22(136%%)
13 (21.7%)
10 (16.7%)
10
5 (8.3%)
3(5%) 3 (5%) »
0 0%) ! (1.7%)2 3:3%) 4 (1 705
0

45 of the respondents responded with 1-3, which means that they do not agree with the
statement. This was also the purpose of the question. 11 responded between 4 and 6, which could
mean that they are undecided. 4 people answered 8-10, which means that they do agree in the

statement. The four respondent are all team members.

The eight statement was; A project manager needs to balance between stakeholder management
and his team members. 54 of the respondents answered that they did agree, on the scale of 7-10.

The last 6 respondents answered between 4 and 6.

The ninth question; Team members should not be 100% involved in stakeholder management, but

be informed by the project manager, is the question with the highest fluctuations.
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10 9(15%)
8(13.3%)

7 (11.7%) 7 (11.7%)
6 (10%)

7 (11.7%)

2 (3.3%)

1(1.7%)

16 respondents answered 1-3 which means that they do not agree with the statement. 10 out of
the 16 respondents are team members, and the last six are project managers. Another 16
respondents answered 4-6 which could mean, that they don’t have an opinion about it. 10 out of
the 16 respondents are team members, and the last six are project managers.

28 respondents answered 7-10, which means that they do agree with the statement. 17 out of the

28 respondents are team members, three are stakeholders and the last 8 are project managers.

The tenth statement was; The project manager should focus on creating high performing teams.
This was one of those questions, where the respondents very much agreed with the statement 49
of the 60 respondents answered between 7 and 10. 9 respondents answered between 4 and 6,
and only one respondent answered 2, which means that he/she did not agreed with the

statement.

Statement 11 was; A project should have different profiles on the team (such as technical profiles,
business orientated profiles). 55 respondents gave the answer of 7-10, which means that they did

agree with the statement. Only three responded with 5 and 6, and two responded with 2 and 3.

The twelfth statement; A project manager should give the team members responsibility for their
own project products, is once again one of those questions where the respondents have a very
similar opinion. 57 out of the 60 respondents answered 7-10 on the scale, which means that they
do agree with the statement. Two of the respondents answered 3 on the scale, and only one

respondent gave a 6 as an answer.
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The thirteenth statement; It doesn’t matter, that the project manager gets to know the strength
and weaknesses of the team members, as long they are doing their job, was a question like

number seventh.

20
15 18[130%) 14 (23.3%)
10 (16.7%)
10 8013.3%)
]
101.7%) 0 (0%)

42 of the 60 respondents answered between 1 and 3, which means that they do not agree with
the statement. 8 respondents answered between 4 and 7, and 10 respondents answered between
7 and 9, which means that they do agree with the statement. Four out of the 10 respondents are

project managers, one is a stakeholder, and the last five respondents are team members.

The fourteenth statement was; The project team will perform/communicate better if they were
present on the same location. 49 respondents answered between 7 and 10 on the scale, five
respondents answered between 4 and 6, and lastly six of the respondents answered between 1

and 3, which means that they do not agree with the statement.

The fifteenth statement was; The project team should sit on the same location (in the same room).

This is again one of the statements, where the respondents have different opinions.

15
12 (20%)
14'[2'3!3%}
10 8 (13.3%)
5 (8.3%) 5 (8.3%)
4 (6.7%) 4 (6.7%)
5 3(5%) 3 (5%)
2 (3.3%)
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13 out of 60 respondents answered 1-3, which means that they don’t agree with the statement.
Nine out of the 13 respondents are team members, one is a stakeholder, and the last three
respondents are project managers. Eight respondents answered 4-6, which could be argued that
they don’t have an opinion about it. Five out of the eight respondents are team members, one are
a stakeholder, and the last two respondents are project managers. 39 of the respondents

answered between 7 and 10, which means that they do agree with the statement.

Like the seventh and thirteenth, is the sixteenth statement; The project team should not focus on

knowledge sharing internally and between projects, different from the other questions.

20 '3%)
11 (18311 (18.3%)
10
4 (6.7%) 4 (6.7%)
2(3.3%)2 (3.3%) | (1 705 o %) 2 (3.3%)
n )

45 respondents answered 1-3, which means that the do not agree with the statement. Eight
respondents’ answered 4-6, while the last seven respondents answered 7-10, which means that
they do agree with the statement. Five out of the seven respondents are team members, the last

two are project managers.

Lastly, the seventeenth statement sounded; The project team should learn from other projects
success and failures.
Here 58 out of the 60 respondents agree with the statement between 7 and 10 on the scale. Only

one respondent answered with a 5, and one respondent answered 1.
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12.0 Discussion

The discussion will be done in order to confirm or deny the 4 hypotheses from the analysis. The

gualitative and the quantitative study represent the foundation for the discussion.

12.1 Hypothesis 1

The first hypothesis from 9.0 Analysis pt. 2 stated that;

Hypothesis 1)
The goal of a project should be defined upfront, but knowing that it can change. Keep revisiting

and re-iterating the execution plan of the project so it fits the time and context.
This hypothesis was tested by the first five questions (see 10.2 Design of survey).

All interviewees individually pointed out the importance of defining a goal upfront in a project.
Traditional project management literature argues that a goal should be defined, and the road to
the goal should be determined quickly. Furthermore, potential risks should be clarified. Andersen
et al., (2005) argues the importance of everybody having a common goal.

Conversely controversial project management literature stresses the importance of a goal to be
used as motivation only (Kreiner et al., 1991). Kreiner et al., (1991) also states the importance of
people having their own impression of the scope of the project.

On this subject the traditional and controversial project management literature completely
disagrees.

The controversial approach can be very hard for larger companies and organizations to extradite.
Partly because of budget planning, but also in context of defining the scope of the project.
However, one should not completely neglect the controversial project management literature in
this case. Even though a goal is defined upfront, people should still have the opportunity to

contribute with their expertise and see the scope through their own eyes.

The survey showed that the respondents agreed in the statement of a goal being defined upfront
of a project. 96,6% of the respondents gave the statement a value between 7 and 10, which mean

that they do, to varying degree, agree with the statement.

A natural follow-up question from the survey, measured to at which degree the respondents

agreed that a goal could change over time.
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26,6% (16 employees) of the respondents of the survey that answered between 1 and 3, agrees
with the statement. 11 of these are team members, the last 5 are defined as project managers.
Out of the 60 respondents of the survey, three defined themselves as stakeholders to a project.
Regarding this question, the three stakeholders answered between 7 and 10, which means that

they agree to the statement; a goal can change over time.

When doing the interviews, some of the interviewees stressed that a project manager should
challenge top management, and push limits, when it comes to defining the goal of a project.
Furthermore, the interviewed project managers argued the fact that stakeholders often did not

know what they wanted, and that the goal often could change over time.

This is a contradiction between the qualitative and the quantitative study. It seems like the
interviewed project managers have the opinion that top management and stakeholders think they
know what they want, why a specific goal is determined. But the survey showed that the

stakeholders actually know that the goal can change over time.

Another question that was intended to fit hypothesis 1 was whether a project plan should be
determined and locked up front of a project.

Traditional project management literature argues that a project manager can map the road to the
goal in the beginning of a project. Project model as the waterfall model and project frameworks as
Prince2, PMI or IPMA is arising out of traditional project management, and this can be a tool for

the project manager to use.

Controversial project management literature acknowledge the fact that throughout the project
there will be so many unforeseen risks, that a project manager can’t determine a solid project plan

upfront.

The interviewed project managers agreed very much with controversial project management, and
Michel, one of the project managers stated: “(I’'ve never tried) [13:40] that | could do a detailed
plan and just execute on it for two years. So it’s not only about plans. Plans are like a basic. But |
think it’'s more about what you do on — it’s that day to day basis and, let’s say, about your strategic

communication around the project.*3”.

4313:10
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66,6% (40 respondents) of 60 participants of the survey did not agree with the statement of a plan
to be determined and locked upfront of a project. 18,3 % of the 60 respondents answered
between 7-10, why they in a higher degree agreed with the statement. Two out of the 18,3% are

defined as stakeholders.

A follow-up statement was the contrary the one above. This statement was that a project plan
should be revisited.

The respondents who answered between 7 and 10 in the statement about a project plan be
locked, all answered between 7 and 10 in the statement of a project plan should be revisited. This
is very contradicting, and this could indicate that the respondents misunderstood some of the

qguestions in the survey.

A project plan for a project should be revisited very often through out a
project.

(00 responses)

25 4157%)
20
11 (18.3%)
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10 9 (15%]g (13 304)
3 (5%) 3 (5%)
.

0(0%) 0(0%) i 0 (0% 1(1.7%)
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As shown in the figure above, 53 respondents that they, to a higher degree, agrees with the
statement.

The three respondents, who gave 3 as an answer to this question, gave the values of 3, 3 and 5 in
the previous question about a project plan being determined and locked up front. Once again, this
is contradicting. On one hand they are answering that they don’t agree with the statement to be
determined and locked upfront, on the other hand they are answering that, the project plan

should not be revisited throughout the project.
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Only Andy, one of the interviewed team members, argued that he needed procedures on how to
get things done in order to work through and complete a project. The other interviewed parties

argued the importance of revisiting the plan.

This leads to the last question on this hypothesis, regarding the statement that it is natural that a
project plan will change over time.

As mentioned before, the interviewed project managers especially, acknowledge the importance
of changing the project plan over time. It is important that the plan is up to date, so it fits the time
and context. As Kreiner et al., (1991) argues, the knowledge base on the project is very low in the

beginning, and it is important to let the project evolve.

The survey on this question showed that 86,6% of the 60 respondents answered that they do
agree with the statement that a project plan will change over time. Only 13,3% of the respondents
answered between 4 and 6, and nobody chose between 1 and 3 on the scale. Again this is quite

contradicting to some of the previous questions.

All'in all, hypothesis 1 can be concluded with a confirmation. Although there are small
discrepancies regarding whether a goal can change over time, and whether a project plan should
be determined and locked upfront, the vast majority confirms the hypothesis throughout the

entire survey.

12.2 Hypothesis 2

The second hypothesis from 9.0 Analysis pt. 2 stated that:

Hypothesis 2)
A project manager should act as a hybrid between functions. The project manager needs to
understand the bigger perspective, take care of stakeholder management, be a leader for his team,

but not crawl into micro management.
This hypothesis was tested by four of the questions in the survey (see 10.2 Design of survey).

The first question from the survey, that covered this hypothesis, was the statement about the
need of a project manager to understand the bigger picture of a project.
As mentioned in the 8.0 Analysis pt. 1 and 9.0 Analysis pt.2, there is as mentioned importance

from all of the interviewees of the project manager to understand the bigger picture of the
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project. Likewise traditional and controversial project management literature back up this

statement. So what does it mean to understand the bigger picture of a project?

On one hand, the project manager should be a great leader, and an excellent manager in order to
facilitate good communication, team spirit and group cohesion inside the project team. In other

words; the project manager should have a focus on the internal perspective of a project (Burke et
al., 2006; Thamhain, Hans J., 2012). Particularly two of the interviewed team members, Andy and

Johan, pointed out the importance of having a great project manager.

On the other hand, the project manager needs to know the business, the values of benefits to be
realized, and take care of stakeholders. In other words; a project manager should also focus on the

external parts of the project (Barkema et al., 2002; Ancona et al., 2009).

98,3% of the 60 respondents answered that they do agree with the statement. Only one

respondent gave a 6 as a value.

The second question that belongs to this hypothesis was a quite different question, as described in

11.0 Analysis of quantitative study.

Regarding micro management, both traditional and controversial project management literature
argues, in very different ways, that a project manager should not micro manage. For the
controversial project management literature Kreiner et al., (1991), it does however argue that a
project manager should be present, but not available for the team members. While Burke et al.,
(2006), argues for the project manager to be supportive with clearly defined tasks/steps, from the

traditional project management perspective.

Especially the two interviewed team members, Johan and Andy, argued for the internal
perspective of project management — that a project manager should focus on the team and the
internal communication and workforce. Though they both mentioned that the project manager
should be supportive, but not doing their job.

This is backed up by Craig Scott, the interviewed programme managers, who argued that the

worst project managers were people who used to do everything themselves.
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The survey showed that 75% of the respondents gave an answer of 1-3, which means that they do
to a certain degree doesn’t agree with the statement of a project management needs to micro

manage.

The third statement regarding this hypothesis, was about the project manager balancing between
stakeholders and the project team. In other words; the project manager should function as a

hybrid between functions.

Balance between stakeholder management and the project team, does not mean that the project
management will use 50% of his time with the project team, and 50% on stakeholder

management, but it is his job to combine these two different functions into a synthesis.

90% of the 60 respondents of the survey gave the answered that they do to a certain degree, very
much agree with the statement of a project manager balancing between stakeholder management

and the project team.

It was very clear, that the interviewed project managers, were very concerned about top
management and stakeholder management. The interviewed project team members have a focus
on the internal environment, but understood the importance of the project manager having a

close and good relation to the business (stakeholder management and top management).

The last question regarding this hypothesis; Team members should not be 100% involved in
stakeholder management, but be informed by the project manager, was a question that was very
supportive towards the controversial project management literature. Keriner et al, (1991), argues
the importance of the project team members being kept in the dark, away from all the noise and
chaos from the external environment, so they can focus 100% on their job. It is the job of the
project manager to inform his project team members of things that are concerning them and their

jobs (Kreiner et al., 1991).

The survey showed that 46,6% of the 60 respondents gave an answer that they agree with the
statement. The 46,6% was all the respondents, who has defined themselves as stakeholders. It is
very interesting to see that the stakeholders apparently share the same view when it comes to

team members not being 100% involved in stakeholder management.
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Hypothesis 2 appears to be spot on. The different responses of the questions, effectively showed
that it agrees to the hypothesis in a higher degree. The hypothesis primarily supports the
controversial project management literature, with supporting elements from the traditional

project management literature.

12.3 Hypothesis 3
The third hypothesis from 9.0 Analysis pt. 2 stated that;

Hypothesis 3)
A project manager should create a high performing team and draw benefits from diversity. The
project manager should understand the team members, and how they can fit into different roles

and responsibilities.
This hypothesis was tested by four of the questions in the survey (see 10.2 Design of survey).

The first statement of the survey, regarding this hypothesis, was that a project manager should
focus on creating high performing teams. This statement supports to the traditional project

management literature.

A high performing team, is a project team with the correct combination of differences,
personalities and professional approaches. A high performing team is very subjective, and a high
performing team in one context, can be a failure in another context and time period (Ancona, et

al., 2009).

The survey showed that 81,6% of the 60 respondents agrees very much with the statement. Out of
these 81,6% is 3 respondents who defined themselves as stakeholders, 18 project managers and
28 team members. It must be assumed, on behalf of the literature review, the interviews and
especially the quantitative study that both stakeholders, project managers and project team
members can see the benefits of having a high performing team.

Including the economic perspective on humans’ self-interest from the literature review, it must be
assumed that a high performing team will benefit the individual, regardless of being a stakeholder,

a project manager or a project team member.

The second statement in the survey, regarding this hypothesis, was about having different profiles

on the teams.
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As mentioned before, in the literature review, traditional project management literature and
controversial project management literature have different views of the benefits of having diverse
profiles in the project team. But that does not mean that these two different views can’t be

combined.

On one hand, traditional project management literature points out the benefits of diverse work
groups in form of better interaction, creating innovation and a better workforce (Barakema et al.,

2002).

On the other hand, controversial project management literature, argues that the project manager
should not force his reality and view of the project on his team members. Controversial project
management literature embraces the benefits of diversity, and that project team members can

contribute with knowledge and different views (Kreiner et al., 1991).

In the interviews, Craig Scott, programme manager, argued the importance of having mixed
profiles in the project team. A team with too many technical profiles or too many business

profiles, can take the project in the wrong direction.

91,6% of the 60 respondents answered between 7 and 10, regarding the statement of a project
team to have diverse profiles. Out of the 91,6%, 35 are team members, 18 project managers and 2
stakeholders. It must be assumed that the project managers and the team members will benefit

from a diverse workgroup, why they in a higher degree, agree with the statement.

The third statement was about letting team members be responsible for their own products.
Writers of traditional project management literature, such as Burke et al., (2006), argues that it
can be a force having more project managers in the project team. It must be assumed that too
many cooks will ruin the food, but there can be another way. From a high level overview there will
probably be only one project manager, but it is possible to have sub project managers on the
team, who are responsible for different areas of the project.

In continuation of the earlier statement on diversity in the project team, and the statement about
whether a project manager should micro manage, it was stated that controversial project
management literature embraced diversity, especially because of the different views team
members could contribute with. Kreiner et al., (1991), further argues that team members should

be handled as experts in their fields, why they should be in charge of their own products.
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Michel, one of the interviewed project managers argued that he chose to see his project team
members as individual project managers. He expected them to be in charge regarding everything
around a project. | further argued that he expected them to communicate well about the product
and deadlines, and ask him for help whenever needed. Furthermore Julie, the interviewed PMO,
argued that a project manager, needs to give people different responsibilities regarding engaging

people in the project. People needs to feel valuable in order to perform.

The survey showed that all 95% of the 60 respondents in a higher degree agree with the
statement. This is the highest compliance seen throughout the survey. Only three respondents

gave the answer between 1 and 6.

The fourth and last statement regarding hypothesis 3 is whether a project manager needs to know

his team members, as long as they are doing their job.

This statement was also, like some of the others, very well considered in the tone of voice. Should
the statement have fit the analysis, it would have been phrased somewhat like this; It is important,
that the project manager gets to know the strength and weaknesses of the team members, so he

can support them in their job.

This statement is supportive to the first statement about creating high performing teams. It must
be argued that it is really hard to create a high performing team, if a project manager don’t know

your team members and their personal and professional mentality.

One could argue that employees of Maersk Line IT should do their job regardless the project
managers’ engagement in them. As mentioned before, it was clear during the interviews, that the
employees were proud about working in Maersk Line IT and cherished their jobs. Maersk Line has
overall a great reputation at attracting skilled employees. But high performing teams can only
function, if the project manager is also engaged (Ancona, et al., 2009).

The interviewed team members, Andy and Johan, argued that they valued a project manager who

was a part of the team and not raised above.

The survey showed that 10 respondents out of 60, answered that they to a certain degree agreed
with the statement about the project manager not having to know his team members, as long as

they are doing their job. Out of these 10 respondents, four define themselves as project managers,
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one as a stakeholder to a project and five as team members. 8 out of the 10 respondents have
given the value of 7-10 regarding the statement of creating high performing teams, which is a little

contradicting with the assumptions taking into perspective.

All'in all, hypothesis 3 can be concluded with a confirmation. Although there are micro
discrepancies regarding creating high performing teams and the importance of the project

managers engagement for the team members — mentally and professionally.

12.4 Hypothesis 4

The fourth and last hypothesis from 9.0 Analysis pt. 2 stated that;

Hypothesis 4)
The project team should be on the same location and focus on prober communication and

knowledge sharing.

This hypothesis was tested by the last four of the questions in the survey (see 10.2 Design of

survey).

The first statement from the survey, regarding this hypothesis was about the project team having
better communication and performance, if they were present on the same location.

This question was built upon the sub-theme; globalization, under mostly traditional project
management theory and the collected data from the interviews. Controversial project

management literature did not address this subject.

Barkema et al., (2002), states that project managers have to handle the issues around
globalization, as the companies seek across the borders to expand their business. With
globalization, comes diversity in the project team. This is also an issue a project manager needs to
handle.

Studies show, that the human understanding of another person is so much better when body
language is included (Mlodinow, Leonard, 2012).

In a world where it can be very hard to understand each other because of different cultures,
languages and accents, body language can help us understand and read each other (Mlodinow,

Leonard, 2012). This is one of the issues that comes with globalization (Barkema et al., 2002).
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Torsten, one of the interviewed project managers noted the importance of the project team
would perform and communicate better if they were represented on the same location. Not only
was it easier to ask a colleague if one had a question instead of sending an e-mail or make phone
call, but sitting together also lifted the spirit. This was backed up by Craig, programme manager,

and Julie, PMO.

The survey showed that 81,6% of the 60 respondents gave the answer that they in a certain
degree, agreed very much with the statement. Only 11 respondents in total did to a certain

degree, not agree with the statement.

The second statement regarding this hypothesis, was whether the project team should sit
physically together. This statement was made in continuation of the previous statement. If it
showed that communication and performance was better when the project team was represented
on the same location, most likely this statement would show that the respondents would agree

that the project team should sit together.

The survey showed that only 65% of the 60 respondents to a certain degree, agrees with the
statement of the project team sitting together. All 21,6% of the respondents did to a certain
degree not agree with the statement of the project team sitting together. This raises a question,
why is there an unanimously in the previous statement about better performance and
communication when sitting together, when such a large part of the respondents does not agree

in this statement of the project team should sit together.

Six respondents out of the 21,6% who gave the value of 1 to 3 in this statement, gave the exact
same value in the previous statement. This can’t be questioned.

Three respondents of the 21,6% gave the answer between 4 and 6 in the previous statement. It
must be assumed that they don’t have an opinion or are undecided in the statement of the project
team would communicate and perform better if they were present on the same location, why they
don’t agree that the project team should sit physically together.

Four respondents of the 21,6% gave the value between 7 and 10 in the previous statement, which
means that they to a certain degree, agree with the statement of better performance and

communication. One could argue that these specific respondents have misunderstood the
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guestions, or that there is something deeper to the reason that could be investigated in another

research. In this case, this will be handled as invalid results.

The third statement regarding this hypothesis was about whether a project team should focus on
knowledge sharing internally and between projects. Again this statement, as some of the previous

statements, have a well-considered tone of voice in order to get the respondents full attention.

This statement was built upon the collected data from the interviews. Especially Julie, the

interviewed PMO, stressed the importance of knowledge sharing.

Knowledge sharing as a theme would normally be under the change management field of study.
But it must be assumed that knowledge sharing is very important when it comes to project
management in larger organizations. Especially traditional project management literature and
traditional project management models are built upon years of experience. These experiences are

what we work from when starting a new project. Experiences are what forms us as human beings.

The survey showed that 75% of the 60 respondents to a certain degree, did not agree with the
statement of the project team not focusing on knowledge sharing internally and externally.

11,6% of the 60 respondents of the survey did to a certain degree, agree with the statement of not
focusing on knowledge sharing. But five respondents of the 11,6%, gave the value of 7-10 in the

next statement, which is not consistent with this answer in this statement.

The fourth and last statement regarding this hypothesis, was that the project team should learn
from other projects in the organization. This statement is supporting the previous statement, and
will also support the change management research field.

Further the statement is created upon Julie, the interviewed PMO, who stressed that her
interpretation of project management in Maersk Line IT, was that people had a tendency to work

in silos and not share failures and successes.

The survey showed that 96,6% of the 60 respondents gave a value of 7 to 10, which means that
they support the statement of project teams to share and learn from failures and successes. This
statement has the highest rate of agreement measured in the survey.

Only one respondent out of 60, did not agree with the statement at all. Looking at the previous
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statement, this particular respondent gave the value of 10, which means that he/she agrees with

the statement of a project team not focusing on knowledge sharing.

Allin all, hypothesis 4 can be concluded with a confirmation. Although there are small
discrepancies regarding whether a project team should focus on internal and external knowledge
sharing and learn from other projects’ failures and successes, the vast majority confirm the

hypothesis through the survey.
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13.0 Reflection & Future research

Doing this master thesis, a lot of considerations and limitations has been made in order to meet
formal deadlines. This study has been a short term study.

If this study was to be compared to the project triangle the time would be set by the formal
deadlines. The budget would be locked by hours of the day, lastly the quality of this study has to
match those sat prerequisites.

If it was possible to change any of the three factors, the scope of the study would change. If there
was more budget in terms of hours of the day, the deadline was some time next year, the quality

of the assignment would probably increase.

13.1 Economic and change management perspective

The first perspective on future research this master thesis could have taken could be the economic
perspective on IT project management in Maersk. Not what it cost in general, because that very
much depends on the individual project for that given time and context. But as mentioned in the
literature review, newly economic theorists argue that people will only act in their own self-

interest.

With the economic perspective on employees, it would be very interesting to see how team
performing and knowledge sharing could be optimized, as well as what it would require and cost.

This form of study would also be very interesting for Maersk Line IT to participate actively in.

From this study, a lot from the literature review could be used, especially 5.1.2.3 Project success.
Some of the data from the interviews and the survey could also be used as inspiration. The results

from hypothesis 3 and hypothesis 4, would also be a benefit for such a study.

This form for study, would probably need to have a change management perspective included too.
Like this study, an economic and change management perspective would demand a social
interpretation or a neo-positivism paradigm of choice, even though an economic perspective

usually has a positivism paradigm of choice.

13.2 Project management vs. IT project management
The second perspective for a future research, could be about project management versus IT

project management. This master thesis has been about IT project management in Maersk Line IT.
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As mentioned before a little distinction is made between project management and IT project
management.
IT project management has a software as a product, where project management in a traditional

sense have a visible product, such as building a ship.

Maersk Line IT have both IT project management projects and project management projects in a
traditional sense. A future research could be about the difference in those two types of projects.
Both project success, project management success, and how the two types of projects can be
optimized by learnings from traditional and controversial project management literature, could be
studied.

Again, such type of study demands a social interpretation choice of paradigm.

This master thesis has already addressed the problem that traditional project management
literature and controversial project management literature don’t focus very much on stakeholder
management. Both the qualitative study and the quantitative study of this master thesis showed
that stakeholder management is an extremely important topic for IT project management in

Maersk.

It would very interesting to investigate why stakeholder management is so important when it
comes to IT project management. It could be assumed that it is because IT project management
does not have a visible product, and that it is very hard for top management and stakeholder
management to follow the evolution of the product. Therefore, it is very important for the project
manager and the project team to keep the stakeholder 100% informed in the process. Also, as
some of the interviewed project managers mentioned, the stakeholder often don’t know what
they actually want before they get it, or in worse cases; stakeholder will figure out what they don’t
want at all.

IT is very fluffy, and we don’t quite understand it all the time. Therefor it is also very hard to define

a software product in depth from the start.

13.3 Maersk Line project model
The third and last perspective for a future research could be the optimizing of Maersk Lines’

project model. As mentioned before, Maersk Line have their own project model. This model is
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roughly a customized mix between Prince2 and OpenUp. The Maersk Line project model is from

2014 and is only 2 years old, and will probably be developed a lot in the future.

The data and results of this master thesis could be used to further develop the Maersk Line project
model. To do a future research like that, it would probably require a larger investigation, with even
more data than this master thesis.

However, one will undoubtedly be able to reuse large portions of the material to improve the

project model of Maersk Line already.

It will be possible for a future study to take another approach, other than the very academic
approach. Instead of focusing on traditional and controversial project management literature, it
would probably be most manageable for Maersk Line IT, to do a longitude study of projects,
project managers and project team members. With this study, it will be possible to closely follow
projects, project managers and team members in order to get real-life data on how they are
actually doing their jobs, instead of focusing on how the people behind Maersk Lines’ project

model think they should do.

That way Maersk Line IT can develop their project model further, and create a framework for

optimal project management in Maersk Line IT and thereby optimize performance.

Again, it is important to choose the right paradigm, and remember that a project model needs to

fit the time and context of the project, why a model should be adjustable.
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14.0 Conclusion

The conclusion is made in order to answer the research question: “How can Maersk Line IT
optimize project management, and balance between traditional and controversial project
management literature?”. The conclusion and recommendation will be held separately, due to this
master thesis missing interference in how one should introduce an optimizing of IT project

management in Maersk Line IT.

This master thesis has been based on controversial and traditional project management literature,

and how Maersk Line IT can optimize their project management on this behalf.

First a literature review was done in order to gain a deep knowledge base on the subject. Four
sub-topics were found; project triangle, project management success, project success and
software project management. Based on this, a qualitative study was made, which made the
foundation for the analysis. The analysis had a conclusion on four different hypotheses. These

hypotheses were tested through a quantitative study. Finally, this gave the base for a discussion.

Throughout this master thesis, it must be very clear for the reader, that project management can
be optimized by using the best parts from controversial and traditional project management

literature.

Traditional project management literature argues that a goal should be set upfront, where
controversial project management literature argues that a goal should only be used as motivation.
In such a large company as Maersk, it would be very difficult to even start or get money for a
project, if there is not a deeply defined goal. Here Maersk Line IT could use inspiration from
controversial project management literature by knowing that a goal can change over time. Both
the qualitative and quantitative study showed that employees of Maersk Line IT knew that a goal
could change. Further the studies showed that a project plan also should be revisited often in

order to match it to the time and context.

This study showed that traditional project management literature didn’t say much about
stakeholder management, and controversial project management only said that the project
manager shouldn’t let the project team members get disturbed by the external environment. The

gualitative study showed that stakeholder management was a big topic in Maersk Line IT. Both
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team members and project members mentioned the importance of the project manager having a
close relation to the business (top management and stakeholder management). Further the

guantitative study supported the arguments of hypothesis 2.

Both controversial and traditional project management literature describes the importance of a
strong project management profile, and how he should act against the team. Controversial project
management literature argues that he should be present, but not available. Both interviewed
project managers and team members argued that a project manager should not micro

management. This was backed up by the quantitative study.

Diversity in project teams is something that both controversial and traditional project
management welcomes, but traditional project management literature is more focused on the
benefits of having a diverse workgroup, where controversial project management is more
concerned about a project manager demanding the impossible for his team members.

The qualitative study showed that some of the interviewed project managers argued for the
importance of team members feeling valuable and give them responsibilities.

The quantitative study backed up the hypotheses 3. And the question about giving team members
responsibility for their own product of the project, have the highest compliance throughout the

survey.

Lastly, the quantitative analysis raised the importance of the project group sitting together on the
same location. Traditional project management literature mentions that a project manager must
have the skill of managing through diversity and globalization.

The qualitative study further showed that Maersk Line IT project, does not have enough focus on
proper communication and knowledge sharing.

The quantitative study showed that the respondents of the survey agreed that communication vas
better when sitting together, but not all of the respondents had the need of the project team

sitting together.
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15.0 Recommendations

If Maersk Line IT is to optimize their take on project management, some considerations have to be
made. As mentioned, this master thesis does not investigate how Maersk Line IT can introduce a
new updated project management strategy, but only how project management can be optimized

through learnings from controversial and traditional project management literature.

The first recommendation for Maersk Line IT is to accept, that traditional project management
alone can have a tendency to fail. Conversely, it is not possible for such a large company to work
with controversial project management alone. It can be very hard to see how one can combine
those to, but the investigation of this master thesis has tried to give a picture of how one can draw

the best from both worlds.

Maersk Line IT should start out by doing a larger study, with more in-depth interviews, and a
survey. Maersk Line IT can use the results and the methodology process of this master thesis as a

foundation for their investigation.

Secondly, the next recommendation would be an optimizing of their project model, so it fits the
new findings of their investigation. Optimizing of the project model, will help spread the new way

of doing project management.

When the project model is optimized, Maersk Line IT has to look at the different roles,
responsibility, and their understanding of each other. This can help project managers, team

members and stakeholders to collaborate better.

Conclusively, Maersk Line IT should focus integrate a proper communication and better knowledge
sharing strategy. Not only internal in a project, but also between different projects.
Maersk Line IT could really benefit from having a culture where knowledge sharing is great. In that

way learnings from failures and successes can optimize projects.
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17. 0 Appendix

17.1 Appendix 1 — Concept definition

Globalization

The world has gone from cold war times, to be driven by freeing, opening and deregulating
economies, to make them more attractive to investments. Companies have become more willing

to compete on and access markets worldwide. (Barkema et al.)

Digitalization
In line with the globalization, the digitalization of technology has been revolutionizing the way we

work and communicate. (Barkema et al.) It have helped us become more competitive.

Innovation
To become more competitive, firms or project teams have to be innovative in their work.
Innovation comes in externally and internally aspects. Externally is for the firm to be more

competitive, internally for the way project teams are working.

Diversity
In line with the globalization, cultures and different people are starting to work together. Male
dominated work place has been introduced to women workers, and people are starting to working

together across borders. It requires managerial skills to handle diversity in organizations.

Speed up
With a lot of on-going activities, it is a huge management challenge to manage the different
organizational processes. These processes has their own optimal pace, and it is the manager’s job

to puzzle these processes without wasting time on them (Barkema et al.).

Knowledge creation
Correlated to innovation. Firms tries to reach the future before their competitors. Knowledge
creation and knowledge sharing is a huge part of being innovative. Knowledge is also closely

related to exploitation, where you add existing knowledge to be bore innovative.

Coordination

Coordination is closed aligned with “semi structures”. Coordination can be one of the key terms
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for a project to reach success. Coordination is also the key to speed up the process (see “speed
up”).

Semi structures

In line with the globalization and diversity, example project team work across borders, it is

important to have standards but in a semi structured way that allows processes to reach their

optimal pace.

Project triangle

The project triangle consist of three elements; Time, quality and cost. Often the project triangle
set the framework or the scope of the project. It can be very hard to balance these tree elements,
because they are so related. If the project is running over time, it will cost more. If the project
manager is very focused of the quality of the project, it often requires more resources, which will

cost and influence the time.

Project success
Project success describes whether the project was a success or not. It the project reached its goals
it was a success. The project success is not dependent on the concept of the project manager

success.

Project manager success
The project manager success are not necessarily dependent on the success of the project. The
project can be a failure, but if the project manager has reached his or hers KPI’s, it can be classified

as a success. We distinguishing between project success and project manager success.

Risk management

Risk management refers to the project manager or the leader’s ability to take care of risks. Risk
management is not necessarily the project manager’s responsibility. It can also be a product
owner in a project that has to take care of the risks. It is very important that risks are mitigated. If
they are materialized they will become issues. Issues with great impact can be very costly for ant

project.

Organizational support

The definition of organizational support is whether the project is supported by the organization.
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The organizational support implies the project triangle and goal setting. The organizational

support is important for a project to succeed.

People skills
The team members of the project must have the right skills for the project to succeed. The project
manager must have the right managerial and leadership skills, and the business analyst must have

the required skills for the job.

Free rider problem
Free rider problem often occurs in project works that contains more members. A member of the

team can see its chance to do less than its co-workers, because of a joint assessment.

Agent/principal problem
In this case the agent/principal will be the team member and the project manager. It is natural for
man to act in its own interest, it is the project managers’ responsibilities that actions between

team members, the goal of the project and the organizational vision is aligned.

Reward of performance
Referring to the agent/principal problem it is important, reward of performance can be one way to

align interest in an organization or a project team.

Goal setting
Goal setting of a project should be closely alighed with the project triangle, framework of the
project and the vision of the organization. It is one of the key terms of project definition, to set a

realistic goal.

Client satisfaction

One of the criteria of project success is client satisfaction. It is a critical factor which can not be
denied. If the client is not satisfied with the outcome of the project, it is unlikely that the client will
hire the same company again. Client satisfaction should be monitored all the way through the

project, and requirement specification should often be reviewed to be aligned.

Profitability
For a project to be a profitability project, it means that it can earn profit. A project can be focusing

on a short term or a long term goal. Depending on this, it may take some time to earn in the profit.
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Teambuilding

Team building as closely related to the concept of group cohesion. Team building is important for
team members, not only for their motivation to work on a project, but also for the team members
to understand what each other do and stands for as an individual. Team building can also promote

communication in a project team.

Leadership
Leadership covers both leadership style, but also the need for leadership in a project group. There
is many different leadership styles, and the style defiantly affect the role definition, authority and

responsibilities given to the member of the project.

Effectiveness

Effectiveness is also a concept there is closely related to some of the others. When a project team
is effective is means that they get the job done according to the project triangle and the goal. An
effective project team may also master the balance between being externally orientated and

internally orientated.

Team development
Team development is closely related to people skills. For a project to achieve success it is

important to set the right tem. It requires managerial skills to set the right team.

Role definition
When a project team is set, it is important to define roles and responsibilities for each members of

the project. Dependent on the leadership style, authority, roles and responsibility can vary.

Externally orientated

Externally orientated project team or organizations are very much aware of stakeholders and
customer-needs in the very beginning of the project. Often team plan to be more externally
orientated, but focus on it too late, and when they already have the product in place (Ancona et

al. 2009).

Exploration
When a firm or project team are doing radical changes in the way they are running fundamental

procedures. Can be done in order to increase market value or be more competitive.
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Exploitation
Companies or project teams are using existing knowledge with small improvements to create

better procedures.

Rescheduling
Rescheduling is a projects ability to face reality and reschedule their original plan. There is many

factors that can affect a project to go over time, why rescheduling can be a fact.

Internally orientated
Internally orientated is when the project manager is focused on the internally aspects of the team,

example: person skills, well-being of the team members, cultures and so on.

Motivation

Motivation can be compared to concepts as group cohesion and the agent/principal problem. It is
very important that employees in an organization or project members in a project team has
motivation to do the job. If the vision is clear and aligned between the organization and its
employees and other work-related factors are reasonable, employees can feel motivated to do
their job. Motivation is a latent factor and very much individual, and it is very important that a

manager or a leader make sure to motivate employees to do their absolute best.

Group Cohesion
Group cohesion can be seen as the glue that binds the group or project team together. Group
cohesion is all the factors together that does that people want to stay in a group. Group cohesion

can be latent and non-latent factors.

Communication
Communication is often described as the key to good project management. A good
communication strategy is very important to keep employees, shareholders and other

stakeholders in place.

Power
Power is closely related to role definition, authority and responsibilities. There are different levels

of power depending on jobs tasks and so on.
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17.2 Appendix 2 — Interview questions

Introduction

What is your name?

How old are you?

Gender?

How long have you been working in Maersk?

What project are you on?

How long have you been on that project?

Can you tell me about the project?

What is your role at the project?

Project manager success

NOTE: We distinguish between project manager success and project success.
Could you try to describe how the project manager can get success in his job?
What makes a good project manager?

What makes a bad project manager?

What are the most important things, for a project manager to remember?
Project success

Could you try to describe how a project can be successful executed?

What makes a project a successful project?

What makes a project an unsuccessful project?

What are the most important things to remember to make a project successful?
Project team

Could you try to describe how a project team will get success?
]
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What are important to keep in mind, when collecting team members?
How are the roles and responsibilities defined on a project?
Completion

If you should give 3 does and 3 donts for project management in Maersk Line, what would that

be?

Do you have anything else to add?

I ————
ISAKSEN, FREGNE 87



Fregne Isaksen

17.3 Appendix 3 — Codebook

Goal setting

Master Thesis

August 2016

Tirme Julia Time Craig Time Iichel Time Torsten Time Johan Time Diiye
| guess you always
go back tothat sart
of the praject
“r'ou can quate on this or you management
cannat, Fve alw ays saidthat, tabe a triangle, right? So
good project manager, wou have to wou have that on
have been a German Generalin a time, on scope, and
previous life. Vou have tohave a on cost, right? Sol
lirtle bit of that (inaudible] [04:12] gueszs the golden -
sign. r'ou have to want that, wou Andinterms or the holy grail of
have to need it But you can’t need of the that sort of project
it too much because theres the deliverables, suzcess would
element of uncertainty. So | think it’s iz it more alw ays be that you s basically
abalance between loving that vou important the have all those three having some
dor®t know what wou come inta quality, isit in time or, wou know direction,
every day and every week, whilz more in place, right” Sa krowing what
nezeding alarge amount of contral important ko it*s delivered on time, the goalis,
because without that contral, yau deliver on it’s delivered within and gathering
will never get that. z0 you haveto be time, all of lwould expect cost, and of course the team and
alittle bit of contral freak, the thaose things, that the target it’s - what’s the last making them
methadalagy, the prints to all that, and keepthat nmber b o izt Must be very goal- ane? Pz sor of time, bt taw ards the
03:57| anyone can leam that, 01:25| balance. 05: 54| deliver. 06: 20| oriented, | think 0:24 | cost and... 071:15( same goal,
Twould sauto
keepthe goal
inmind and
make sure that
the people.
the team
members are
you should That iz inherited in heard, team
Da. define the project praperly alw ays truto the buziness value members
16: 26 | upfrant 10:07 | deliver 13:47 | that wourll deliver. 02: 21| know what the
Whenthe
Well, it*s - again, businezs
it’s hard to agl.loid ou should fulfill the goals are
naming deliver. goalsinthat of delivered. And
But deliver as course. the - and you
1416 | enpected. 1350 03:23| san say the
Sioit’s something Aaqain, it - it
about delivering would be keep
on time, project Bt it only the -kespthe
quality, goals that the goalin mind.
(inaudibl=)[14:36] business give you, what are we
in accordance trying to
with what is achieve, what
1416 | expected. 13:54 05:57| are the
Juzt-Tmean iFthe
business - arif 1T is
mature enough, we
will be able to deliver
buziness value and
sometimes even
13:58| more business value
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Zo the team needs to have 2
good balance of different
profiles, Veu get some
projeck keams thak have a very
skrong project manager who
can somekimes - if the
strength is in one of the
disciplines of the beam, there's
3 tendency sometimes for
them to pull it in that direction.
ZFoif they're wery technical
then they zemetimez pull it
kowards the technolegy side
of it and Farget about the

&And | think, thirdly,
it's as a classic, make
sure that your team
understands what
they do and why and
feel good about it

Fou should set up your team
before you start the thing
and wou should have
management and project
manager azzigned ta the
project thak <an handle 2

And that - that atmosphere of actually being allowed ko sort
of express the - the need For - For help, Sometimes pou get
that sort of atmosphere if, you know, i you can't handle it
yourself, then you're weak and, you know - but - but getting
= getting an atmosphere of where it's = it's = pou're sort of
allowed to = to actually sk for help and you actually allow
ko - ko go out and, you know, okuy, 2o Ineed te - Tneed
some zort of asziztance in actually doing thiz, Okay, so you
<an help me, pou can help me, pou can help, And peopls ars

The one that

communicates well, is
able to motivate the
ream memberz, listenz

ko poapls, gets

people's opiniens, team

1:47| buzines s aspect. 0305 1553 team 17:01 | actually willing to da that. 01:45 [ members" opinionz
to the averall success. To we
need to balance all of those
together and be able to see
what'z right and wreng in
termz of the dizeuszsions Then wou - 22 2 project
because there'll always be manager, peu should Be able %o thak - that mix of people, but on the other hand alzo an team work, goed
competing inkerests within the wau shauld always ta create the keam spirit, and understanding of who people are and - and what zart of collaboration within
15015 bcam. 10:07| care about pour keam [ 47:47| that's mars far everything. 2445 | personality people are coming into the project with, 0d:42 | keam members
eah would say, have an understanding of how peaple - or
sort of what personality people have and how o actually
approach them, Becauze [ mean pou <an have o group whers
ANEFORE §5 just threwn inte u project, right? and Becauze
thay have the time and they were available. And then pou have
a lok of different people sitting there and, you know, if you
don't really know how those people react o the way that
you communicate with them, then it's going to be
| do nat think 2 unnecessarily difficult. Buk it could be more difficult ot least
success = it's o Facilitate that sort of communication within the group,
success if you leave right? $io ot least an understanding of how people's
wour the praject in a Eut of course, wou should - personality work and, you know, what are their approach to
wap whers you are you zhould have regular communicaticn and their appreach of preblem solving,
dizliked by all team interackions with - with right? Eo are they very zort of very open mind - open -
members koo and skage mectings and when outzpoken? Do they need ko zort of talk their way through o
had long periods of you start the project, pou problem?® Or should they just, wou know, be allowed to sit
sick leave due to should az 2 minimum, have o there and think about it and then sart of, gou know, make 2
shress, stuff like that, - keep conversation, go out drawing and, you know, doodle 3 bit on 3 page and then
I think that's not envery dinner or whatever, go suddenly they hawe the solution, right® So | mean in the end, |
successhul project, bowling or something to think a2 wery sort of diverse growp is 3 bonus at least for 3
either, if you bullied skart the interactions project. But very much focuszed on actually being able to
everpbody o gat Betwesn team members to undsrstand how people actually werk and, vou knew, what
15:05 | thraugh, ot coetera 15:10] gt thak running. 2242 | makes them tick,
| mean the perzonal
relationships, And you de
that 2o Far in your cuwn Fo dos would probably be at least, you know, get a = get a
chviranment but yau can do good understanding of = of - of the people in the project,
so much more if pau spend right? o, wou know, figurs out whe they - whe the peopls
an evening doing some team are and nok just, pou know, on the - on the surface, but
1333 building activities. 26:07:00 | actually how they actually tick and haw they react
And alze when | finizh the
project. | think that'z
15:56 | important to celebrate also.,
Eut I think it's important for
each perzon going forward
after the project bo have a
senze of accemplizhment
and success, And you Lan
only get that if you
153:05 | celebrate.
Soit's 2 matker of getting
that ko work. | mean Figuring
out what - what kind of
personalities | get and then
Figure out 3 way ko get these
20:41| people working together.
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Time Julia Time | Craig time | Michel Time  |Torsten Time  |Johan Time Diye
Ithink the praject manager's
jiobs i 3 big of an ungrateful Obwicusly, what is success
ane. And | think it is actually within any project varies quite
very difficult For 2 project a lok. Za | would say that if
manager to be a success. | you try bo extract what the
think whether 3 praject key things are, then he neads
manager can be 3 success or to understand the
not, iz 3 ok up to the wapectations of your
management keam and how stakcholders. He needs to
well they understand the understand the constrainks
nakure of projects because that he: has surrounding him in *eah. That would probably be my - | mean, and
the nature of projects iz that tarms of budget, rezources And then you not hecazzarily kaeping them izolated from it
wa are uzually developing and s on. And he neads o should have becauze of course thep need to Flow the
somathing, we're building basically synthesize all of Virauld zay that the - 3 stakeholder aligned infarmation back..inta the project as well, And then alza having
something at least here in those things together to heep management. | think vwhat | said is alsc cxpectations with right? Biut at least taking that sort of initial good - 2 good
Maersk which means that a5 many people happy a5 some kind of ctakehalder top management reach-cut towards the external parties and relationship with the
02:22( thare are unknowns, 00:47 | poszible. 0:5:55 [ management. 15:33 | before beginning | 06:30 handling that cammunic: 0115 | buziness
| would zay 2 bad projact manager iz one that's
wery inkerested in - very crazaly said, sucking up
to management but that's probably s bad way
to describe it. But | mean, that sort of very
facuzed on reporting and on having all these
spreadshects and making sur that all the time
schadules are kept in 3 very sort of miniscule
way instesd of making sure that, pou kv, the
For | think the best way for 2 project iz actually working. Then, you know,
praject mannger ta be facuzing very much an, skay, 55 we hawe these
successhul, is to educate and It's just - | just wanted to cliborate o estimates, why aren't we doing these estimates,
manage their stakcholders so bit more in thiz particular caze. But in and gaing down inta that nitty-gritty. OF course
that whoewer they report ko, general you could say that 2 there's 2 need For that ko some extent but owerly
Knows that just becauze stabsholder management, and that focuzing on these, you hnow, the cotimate
something changes, doesn't could be anything Fram decision numbers and 5o on instead of, you know, trying
mean this project manager is miakers o users b the wider And then you to find 3 root cause For whatever is actually
not daing their job well, landscape of stakehalders depending should nat - and necessary. And then on the other side of course
o For me, 3 successtul on the project. And what iz alzo most that where you sort of reach out to the
projuct iz one whers the stabcholder management? That's impartantly, management vary much and, you know, spend 1
stakicholders are happy in the anything From [inaudible] [03:30] before we get lat of time daing the reporting, spend a lat of
«nd. And that can be dens in frem having a cup of coffes after started, do not time doing that communication sxternally with
many different waps. Like | warks with someone b ga inka - in start - ctart the different managers instead of actually
z3id, | mean it could be that Maersk Line, gaing o Mumbai ta creating any looking inta the project and seeing, you know,
they're actually happy that meet people and just hear their expectations why should we communicate with management
they didn't spend the mancy perspective, to info material on the towards - boward and what should we communicats to
nzze 0:00 | on the praject. 03:05| product, ot catera, 16:38 | management.. 0805 | management, right.
I think | hawe ko emphasis
stakeholder management
again. Stakcholder
management becauze lik |
zaid, atherwise, you'll never
beasuccess because we
have leadership teams whe
still have 3 learning curve
abouk projects shen someche
like: me whe - I'moan ex-
canzultant, 50 I've been daing i
profect management for sight But | think the worst you can do is s the
yaarz, but the pacpls | rapart don't - is nat to manage your delivery dutes or
o, they've seen prajects, they stabchalders. And your stakcholdars angthing, | meon
haen't saen 3 lok of good iz aloa pour board, you knatw, e
ones | have ko say, bogause cetera, Biecause in a way, if the - | o i i
it nat somathing we're great think it's because | de cansider ot
4t I his basimesn, And | myzelf 5 praject manager, But what iz row uk youres
. o get pressedinte a
struggle e get them ko a pro-|ect manager? It's kind of o Zormar by
underztand for instance, when function, really. mangemEnt...
we make 3 change, that it's for
the better. That iz not
becauze someone's failed or S0 you have 3 bad stakeholder management, 5o
hazn't done their job. So you get pressure from crerpwhers o actually
managing up, one iz managing expand the scope of change the scope during
your stakeholders and ‘wiell, that's basically the your development cyche, And of course that
members reverse. o an unsuccessful again reinforces the Fact that you need te have
project, there are same kay that isalating layer from the project manager
stakicholders wha are gaing outzide and making sure you don't have
[l 0555 | diszatisficd. 107 16:46 14:26 thess influgnces at lsazt to 3 higher degres,
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Time Julia Time |Craig time  |[Michel Time |[Torsten Time Johan

Exactly, and just getting that
defined, and getting that
signed off. I'm sounding like a
broken record, with those
stakeholders, | think that's
ane, because atherwise, pou
have too much uncertainty
when you go into executing
your project, And then | think The other one is be very proactive in - in - in
thingz liks cnzuring that you IF you keep everybody happy, izolating the - the tzam. W have - ewen, thaugh,
have a critical path 2o that pou zan end up paralpzed ar Pacrsk Line is - iz, pou knaw, not quite as top
you know what are the most way over budget and then But it's - but it's your Fault if pou by 35 it was in - in the old daps, it's still 2 - 3
important things to look at, those = there will be don't manage expectations and geta wery sork of, wou know, top down organization,
what can wait. [t shows that somebody who's not happy mandate and provide 3 contingenty Fo, you know, you should be aware that there's
yau prioritize your resaurces because that's someone wha plan, ot cetera, ot cetera, of cetera, Sa gaing to be pressure from - from the top and
right during the course of the awns the money. S of course | think thase are paur tazks and thase yau need - From magbe: even several other sides s well. So
project. And then, say it it's some kind of 3 sufficiency are ones you need ko perform, But | anether also, keep make sure thak you're the one thak are actyally
against, skakeholder condition, Tou know, 5o the still really consider thiz under the revisiting your - handling that pressure and that - that pressure
management thraughaut the most impartant stakehalders realm of stakehalder management your clients, Keep qoes thraugh wou. o - s0, you know, have the
project. need to be as happy as combined with a Few, let's zag, revisiting waur development keams suddenly being

0337 0315 possible along the way 12:10| project management tools 24:04 stakeholders., 2607 overwhelmed from the outzide,

™
buginess side

And then uzer involvement close, expecially
comes back to stakeholder yaur - your
management az well, but sponzor. Usually
making sure that whaoever From the buzsiness
uZeE Your project, ar the hours alsa.
product that wou're Beecause he's the
delivering, if it's 3 progess, if ane that in the end
it's 3 new system at the end has ta approve
that you invalve them as well what you deliver.
because projects who spend 2o in all of [inaudible] [12:41], the Zo the closer
ko years developing worst thing wou can do iz not to you're keeping
zemething and then not manage your stakchelders, including along the way, the
invalving the uzers and then your board, et cetera, - the greater the
rolling it out to 3 bunch of chance of him
ugers wha's never seen it accepting what
before and who hazn't been you're delivering
invalwed iz wery rarely gaing inthe end. But
b bur successful when they here alze - uzually,
might hawe been successful in he cannot - he ar
building it, buk they're going she can alzo be s
ka have o wery difficult time areat tool when
rolling it out. things start ko

a3 12:10 24:26 arow hapwire, te -
And then the second one iz,
Do manage yaur
stakehalders. Educate them Maybe don't - |
becauze people know very think that's the
little, And what's the one, mest importank
Fuzh the boundarics if the actually. Dian't Fall
status qua, | think iz actually - don't crumble
what I'd say. There's a lot of And that entails my Favorits topic, under the precsure

16:35 | legacy in this company, 14:16 | stakeholder management a532 of management.
Tow know, wou're been told, thereiz - and | -
"Thiz iz yaur project, but yau and | natice thiz in
only get thiz number of Maersk.
propl to doit,"or, "Vou Rlanagement
anly get thiz time to do it,” sometimes wank
ar, "Tou're only supposed ta the impaossible.
laak at these And it's akay ta

1705 | processes."Push it. 2547 A e,
Eiccauze actually, o lok of the
kime, you know more about
thiz than the people whoe gave
you these boundarics. Sa if
you argue your case and puzh
the boundaries, they'll listen.
o keep in mind, you need to
do what iz best For the
buzinesz nat what's best for

17:20| the project.
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Framework (execution plan)

Sowecantora
project manager can’t
plan evernything ko
perfection when he's
qiven a brief and
=aying, please be the
project manager for
thiz project. They can’t
qet everything right
upfront, Things will
change aswe go
along. But perception
iz often that when we
change things az we
qo along, it*s because
the project manager is
Rt in control and
would not do their job
well.

oL:2g

And then they alzo
need to be able to
mainkain focus and
understand what’s
important and (2o that]
[02:14] amangst all of
the noize that’s
constantly impacting
the project, what’s

05456

Master Thesis

ez, you need ko have a plan,
you need b have those kinds of
things. Bt again, you need to
make sure that your planis
within expectations of your
stakeholders.

0352

So when ltook over the
project, the first thing |
did was of courze to
haue the differant
activities prioritized and
estimated and made a
plan. And that showed
that we could deliver -
maybe we could deliver

afirst wersion in a pilat...

1052

Soyou have that sort of - the
Foope iz correct a3 well. Buk itz
always been zart of zet up that you
have like, you know, those are the
three different, you know,
parameters that you can get to
and choose ko and then, you
ko, that®s where we're actually
keading, right? But of eourse from
miy point of wiew, that would be &
suceessbul project if you reach all
those, right? So of course cost
and time would be very much
eqternal, you know, towards
especially cost, towards
management time. | guess both
towards management but also
towards the users, right? And
quality of course always kowards
the uzers especially, right? So
thoge three will probably be what |
would deseribe as zork of the

August 2016

It*s having &
framewark, |
would zay,
Having a
framework to
Follow in a
project o that
you know when
things need to
get done, at
whih stage.
And having zet
procedures on

really the thing here ultimate successful project at how todo
0222 that adds value. least, 02:65( things.
04:17| So there are different | 05428 0315 1150

things, depending on keeping in mind

which phaze g_ou’le in. what makes 3
For me,it*s a couple So als the pro|ect’s. project a
of things. | think. getting .sEartlng QD. then | think. project, what -
right up front what it iz it ,s very |mportar!t ta what are the
you need ko do, is align on expectations. [17we never tried) [13:40] that | benefits that
erucial, your bazeline, fnd gen?rallg. eould do 2 detailed plan and just needs to earned
=0 getting your scope expectations are . ewecute on it for two years. So from the
defined, what is it were jalmost alt.vag.s too high it*s nat only about plans. Flans projects and
suppozed to deliver, inthe beginning. . iz like a basic. But [ think itz make sure that
what resources dowe F'eoplg a_lwag_s think. more about what you do on - thi = the entire
have to deliver, what that this iz going to it*s that day to day basis and, processis
time dowe have, what solu.e all °F" problems let*s =ay, about your strategic Keep reviziting yaur leading o thak
cost dowe have, and anf:I its going ta be COMmMmURication around the plan= and keep and all the
can we then deliver quick. project. So it all boilz down to constantly checking BEut, you know, yousve got a effartzin the
that scope with these another aspect of stakeholder that you are in the right suceessiul project becauze it was project are

0311 | things? management. path. in time, scope, and on budget 03:57| leading o that.

Dring the execution, |
think you might have
projects where they
got there in the end,
they delivered what
they were supposed to
deliver, but it might
have been a big, old
mess, the people
working an it might
have been unhappy. So
Ithink, you need ko
have a professional
execution and some
calm around the
project. And with that
=aid, if what you end up
building iz actually not
uzed by the business,
or doesnt deliver the
benefits that itz
supposzed to do, then |
dan’t think that project
has been successful.

22

04:40

And most often it will
be neither of those.
Etut at least, you know,
they need to ke upfront
about what can and
can’t be done within
the scope of the
project, what's a
realistic timeline. And
it*s 2 lok eazier ko take
those discussionsin
the beginning than itis
a week before youtre
suppozed to deliver
and announce that
yourre Sit months late.
So the early you take
those discussions, the
better. But a lot of
people tend b think,
=&h, [think we can
manage it or we’ll take
that discussion later.”

26:52

And the thing which | think is
alzo - it*s alsarelated to
economy and itz alzo of
financing, but it™d be from a
different perspective. We work
wery, very - and Lthink itz also
relabed ko - itz not as
[inaudible] [27:13] | =aid early on.
w'e dio operate with a financial
calendar and we have - we are
whoowe are and of course we
should do that. I'm not
questioning that at all. But
projects don’t follow calendars.

10:36

The project back to -
IPwe taken all the
projects and [would
hawe st up the project
wery differently than the
=etup that linherited. It
was setup as an agile
project. The challenge
iz that we have our
deyelopment sitting in
Southern Spain.
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Framework (execution plan) — continuement

0E:03 2729 | Projects follow praoject plans 1057
and schedules, et cetera. So
let*z just zay that we have a
project that runs from
Maonember 19 ba March 17 1t And the way to do agile is to
does not really makes sense have the developers close so
becauze as itiz - today, | know that you can interact with them
there are always ways of on a constant basis. | mean, Face
wirking around it, but like, in to face basis, sitting almost nest
‘well, it would be doing some of those things that |just mentioned. Sofirst establish what™s theory, it means if you start 2 to them,
really needed. Often, what you're being asked For in the beginning i not what®s really praject in Mavember 18, you
needed, So 've had quite a ot of projects over time pushed in my direction where Pue should basically have a budget -
Fought hard bo have it cancelled. And Leonsider that bo be a big success that we didnet do azk far a budget far it in
the project because it was basically pointless, September 15.
0E:28] It could be achiewed through ather means of the end goal was never going to be achiewed | 2808 114
by that project no matker what we did. Sothat would be for me 3 success that you don’t
ewen do the project because it was never going to achiswe whatewer it et out ta do, Then
Yot hawe the bypical project which is you*e been given a set of goals and then you which iz quite a while
exztablizh which ones of those are really achiewable, kow long will it take toodo that, and what beforehand. ¥ ou probably donst
resources are needed, And then it*s a matter of putting all of those together and ensuring ki what you need ta build ar
all the way through that you?ll actually kave what you need and deliver the things that you e deliver at that point in time, And then Pd be able todo the
committed ta and keep everybody happy alang the way. And when | £ay evenybody, that’s which iz a bit odd. And you azk agile part of the development. IF
the people inthe project team but also the stakeholders or the people who are sither the far it for a calendar. And just you have people sitting acrozs
coners of the resources, the awners of the budget, or the end recipients of the output from azsuming that gou woold know Europe, yau are not ahle to
the project, S0 you need to keep everybody in the loop at the right time, Some people need what you were to build, why adjust with =hart notice and be
more focus at certain times and other people need focus somewhers elze, But you need to woulld you azk for - to da that, flexible a3 it is meant ta be in an
keep your eye on everybady allthe time. it*z related to a calendar... agile zetup.
20:23 2832 1308
_.ifyou - just assuming that you
push the project one month
forward or backwards? You -
either you’re complately without
- ot of bounds. 5o | think there
shiould be a wery different - if
you have what | stated earlier, |
think. it would be able to allocate Iwionld say that can be =aid wery
Fealitie= change during a project, you know, or you change project along the way, Soit*s money For a project based an shart. Delivering basis value at
important that they have a, Pd say, a fundamental mindset of what it is that creates walue for what the project sponsors the expected time, at the
us. But then they also need to use their own initiative to identify the things along the way assigred. enpected purchase and...
23:03  |thatyou still have afinancial 1323
calendar and need to make hopefully superseding the
forecasts, et cetera, et cetera. expected quality.
15:25
o shouldn® run an agile setup
with people across the world...
15:29
Yo should hawve done your
requirement and analysis before
=tarting dewelopment. And -
yeah, there are zewveral other
thingzs. But a= - in broad termes,
you should do your homewark,
befare you start [coding] [16:01]
the thing.
28:33
Imean doit and doik Fast and to
dait agile. And we?ll get 5o much
benefit from that, alzo time-wise,
2945
Fiather than trying to do this
=emi-agile, semi-morpho
projects that we are trying torun
niow. Hawer?t you heard any
ather projects that are trying to
diov agile? [ think that my project
i= actually the anly one right noe.
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time:

Dive

Sobe that either
managers or counterparts
from ather projects. So
they need tobe wel-
roundedin terms of their

01:25| communication skills.

05:34

| think there are two things. One thing is
tobe transparent and, les say,
operate to use one of the values, But
basically. the guys that we work with -
guys and girls - in ship management
are - alat of them oome from [the sea)
[06:04), operation people, and there
are not - it appears ta me that there are
rottoo many hidden political agendas,
et cetera, et cetera. So what they care
abaut is that you basically provide
sufficient - too much information that
wou deliver on what you promise and
vouraize risks beforehand., et cetera.
Soit’s very much about being, let’s
say, communicating [proactive)
[06:43]. But first and Foremost,
proactive finaudible] [08:46] and
upright project manager. So that's my

main, rickt ng

05:14

Imean, on a personal level, [ty ko
strive to be honest and not give any
ES upw ards in the foad chain. | mean,
wou could probably meet project
managers in all organizations, of
course, that would nat be sa farthright
and honest about everything that - as
| am. But Pue - my experience tells me
that the more open you are also when
things are not going so well, the better
wou can adjust expectations. Andthe
easier you can alzo get acceptance
for if you have ta change anything in
the praject triangle, be it ime or...

05:03

So especially, you know, wher - vou know, often
you end up in the situations where vou have a
fairly large amount of sort of administrative
problematic scenarios where it's usually things
aren’t really working because, you know,
SOMMURICation ar, you know , someone’s ot
really getting the proper - doing the proper wark
ar, you know, you dan’ really have the best
communication and o on. So very muchin terms
of that communication, both tow ards other
projects but also tow ards the top management,
right. Sao being that sort of middle laver and that
=sort of communication layer, izolating the project
2 bit from the external world, right, s

04:42

Iwould say
communication,

Andif you can make that
transition successfully,
that obviously makes
things easier. Other things
that Pve seen people do
are that theyre very paor
atmanaging relations
outside the project. So
they can perthaps have
quite a successhul
relationship with their
project team but if it was -
runz as anisland and they
keep everything hidden
from the outside world,
people become more and
mare uncertain about
whats gaing on. And they
can even bein a situation
where they are actuslly
delivering. But if they’re
not communicating it out in
a good way, thenthey can
quicklylase suppart from

0323 the cutside environment

1748

You zan doit the first time. Don®t keep
daing that. So - andif you dont
deliver, | don'twant to find out
because 'mwondering why | didn
receive anuthing. Tell me before. And
dorttellme like, say end of business
oronMarch 23, tell me March 23 at
(inaudible) [12:10] in evening, “Fm not
going to be able to make it.™ Right, you
kind of knew that like half a dav ago.

w37

In my point of view . a bad manager is
the one who keeps teling top
management everything is standing
whenit's not

03:30

I think it*s very much part of the fact that - or from
my point of view, it's very much, you know, you
should be aw are that vou’re a part of a project
team. So yow’re not sort of - you know, and|
krow it says manager but youtre a part of that
team. ¥ow're nat just sort of the guy sitting on top
making all the decisions. 'ou are part of actually
makingthat teamwork, Soin arder ta actuslly
make that wark, sometimes of course the project
manager needs ta do that sor of proactive work
and actually getting sart of the feedback from the
team. And that interaction with the team is very
impartant from my point of view at least.

06:07

lwould say, in Maersk
Line, we have the
project model, sowe
fallow the project
model

T TS ST S Tt T
take that tupe of thing
earlier. And then once the
projectis progressing,
then they need to
remember to keep
everybodyinformed and
keep their hands on the
details za thatthey - or|
wold say keep & sufficient
hand on the detail 2o that
they dom't lose contral of
things. But not going into
them sa much that they
lose the overview. So
there’s that - alw ays that
fine balance between
digging down inta things to
make sure that they
understand whats going

05: 14| an but not sa much that

1212

Communication is the biggest
challenge when youre not sitting
together.

15:13

And again, from within that sorof the thing, right,
50 you have ateam that actually supports each
other and you have that communication
betweenthe parties and make sure that, you
know, okay, o lhave a problem, ckay maybe |
can help you with that.
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Again, | would say be clear about what 12:15| Because thenyou have tosend [ 17:01 I think it’s wery much, again, communication. And | mean if - if - if the
needs to be delivered and communicate an email what do voumean by right hand doesn’t know what the left hand iz gaing, of course, ther -
clearly what you’re actually going to that. And time just passes... then you have a problem. And then i's very difficult to actually figure
deliver and when as early as possible. And out how to solve the different project - problems. Sa tru to highlight
also, ask for the resources that you need whenever you have a problem and trying to - to get that problem solved
as early as poszible o you dont bring buthe whale crew instead of just having one persan sitting around
surprises on people. And then keep trying to - to, you know, handle whatever problem iz actuzlly there. So
communicating with everybody in the team cammurication fram - fram my paint of view internally, of course, that -
and outside the team, | think are the that iz very important far me.
biggest things that Fue found to influence
whether it warks ar nat. OF course there are
latz and lats of different reasans why
10: 31| Projests fail.
Butif there®s a possibility of actually being able to da it, of course, then
people who are able to - 1o, you know - at least some people who are
able tofacilitate the communication within the group. Sa at least having
= yau know , wou may some people who are very cloze down and, vou
know ., they are comfortable just sitting in the corner and doing their work
and that’s about it, right™ So - but having those people, at least a few
peopleinthere, sa having sort of a - you know,, it"s good ta have amis
of people in there. So vou need to have someone who's ableto-to
facilitate that communication in the group. You need to have - you
know ., it*s not necessarily you alw ays (pattern] [20:45] those people
who are just, you know, sitting in the corner and, wou know, clasing
down and doing their work. Because lmean they - they usually get alat
thiz didn’t waork because those two of stuff done. Whereas it"s sometimes also necessary to have the
syustems didr’t work together, That’s true, peaople thattalk a lot, you know, sort of facilitate that communication.
bt S0 of the time, it w as some Rather than having all on the desk Eut I think it’s - it"s important to have that mix of different tupes of people
communication related thing which could and youll have them back here in here. | mean Fve - 've worked in projects where vou have, you know,
1105 | hawve resulted... 12 22| five minutes. 13:53 some very sart of - very...
Sovou bhave sort of - of course - and that was actually 2 project with
some Fairtly introverted people so we have avery sont of - and they have
sort of this, you know , very quist persanality, so sort of sitting - sitting
there thinking. Suddenly, they start talking, right? And then they've,
wow krow, Farmally everything in their head. And - and that - that leads
ta alot af wery quist meetings, right’? So people were just sort of sitting
there, lacking at - looking at each ather and ther suddernly - akay, sal
w as thinking we should do this. right¥ And then s sor of, you know .
get that sort of - but wou don™t really get a - necessarlyget a- a
dialogue up and running. And onthe other hand, wou get the same
earlier or later. So either some peaple with, you know , people like me, for esample, who, wou know ., like to talk
could have talked tagether and made rou don’t have the direct alot. And - and., you know., | sort of think aloud. So - so0 - and that’s not
those two sustems work together or twao communication which is - | mean, riecessanily alw ays good because then, you know, you shouldnt have
people could have talked rogether and part of the language and the people sitting on the opposite side of the table zaving, okay, so - and
agreed that that wasn’t needed. Soit’s tonation of voice and things like start questioning what you’re saving because Pm not necessarily
very aften about the communication in the that iz | think is T2 or 3% of zaying what | actually need to say. Pmjust zaving what | need to - to sort
11:13| end. 12: 31| human communication. 2118 of work myself tow ards the solution, right?
So one would be to make sure that you
maintain 2 good communication with all of face to fac? is I'Tw farthe bestway And | think perhaps, vou know, sort of following on the - the
your stakeholders especially in the of communicating. understanding of the project team, at least getting - then having that
business because that’s an area where sort of - setting up that sort of free space for - far communicating. Sao
traditionally, alat of the T praojects have rot necessarily having, vou knaw, every single time you have a meeting
21:03| not been very strong. 12:57 2607 just about, wou know, progress, progress, progress.
And you - and wou communicate
and make a fuss what we've been
doing, see how successiul this
15:18| has been and things like that.
273 36)| Be harest and Farthright
AndTthink iz important. Father
than saying. okay, being afraid of
getting fired ar whatever. Just
zaying okay and then planning to
26: 26 bee a failure from beginning.
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I have metlots of different
project managers, some of because that’s alinaudible)
them who theoretically [15:53]. But the point is that it
should have been good and should not be because
whoweren®, athers who they’re sofed up with
don’t really have perhaps everything related to the “fou know , they dor’t see themselves as being sort of
the background that you project and your style, et the leader of the project but more as sort of the ones
would expect but who were cetera. So | think that it’s - it that are actually supporting the project and making
werygoodin the role. So comes pretty high up onthe sure that everyane is sort of - well, wou know, making
there’s no one key element list because we are - our sure that all the different roles in the project are actually
that makes them good. But| basic ability ko deliver 2 supparted, sovery much with a supportive rale. And ‘Yeah, of course, you
think the sart of general project is our people and if then of course that then requires them of course to need the basic skills
characteristics and ability to people leave when you are They get the team take the respansibility far the entire praject. But stll, | depending anithe
communicate well with rot the same capabiliies. Sa spirit runming and mean that sart of rale where they make sure that the project wou are on,
people at all levels, zothe like, wows kraw , [sustain have the right zkills. people that are actually daing wark in the project are vou need the praject
people within the team and rezpectability] [16:21], you Az wetalked about actually alzo the ones that are getting the suppart zkillz within the team
01:28| also the euternals 15:52 | shauld never Farget that. 15:39| befare, the whale.. |03:22 [instead of. you know 0d: 42| aswell
Trtermz of putting the team Farme, iz probably someone wha's willing to listen to
tagether, ther again, it's the different team members and are willing to, vou
important to have amis of kniow, take the - zort of take that waork of actually
different skills and smoothing the road for the different roles inthe project.
personalities in the team. So So oftentimes, of course we have interfaces with
wouve gat people with the different systems vou need to go - you know, you need
more technical mindset and tareach out ta other people in the organization or even
others with the more | would outside of the organization. And inthose cazes, being
say business focus. Some that sart of insulating laver where it goes through a
peaple will focus with, I°d project manager who's actually rezponsible for getting
£ay, a greater creative drive. the whale palette of that sart of initial contact up and running and making
And athers focuz on different sure that the contact is sort of established well enough
1345 actually getting things done. 16:29| management skillz. |05:08 |that you can start working bazed onthat.
Usze the project
madel, for starers. That's very much my feeling with, you know, sart of 2
And then successful project manager from my point of view
depending on the being inthe project, right. OF course it’s very much sart
person, he ar she of looking out from the praject. But that sort of isclating
will get a ditferent layer, making sure that alzo, you know, any reparting
set of rales and and za on iz zart of pushed outside of, wou know , the -
responsibilities. So vou could saw sort of the proper work. But stilllmean,
it"s just depending there is sort of that need for the reporting times of
onwhatdolneed course but that shouldr™ affect the waork being done in
the person ko dain 2 the praject, right? It shauld be samething that actualy
22:58| project basizally. 0715 |reflects the work being dane in the praject.
And that izalating lawer again fram the projact
manager’s sideis whatl see as avery sort of key factar
07:52 |in having a successful project manager.
Ithink it*s sart of thinking outside of your rale but making
sure that you handle your own role and the tasks that
thase - that that role actually gives vou. Because of
course you have a set amount of tasks that youneed
ta handle within your rale in a project but you should
alw ays think outside those tasks. | mean, always make
sure that whenever anyone actually needs that
suppart, you could also make sure that you actually
1513 |havethat suppart.
Yoou know, it may not be my rale but | know something
about it ar, yau know, | 2an help uou get some contacts
15:13  [orwhatever
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Roles and responsibility

1754 think....

I mean there*s not a defined
recipe Far that. That comes
down mare to the personality
of the project manager, |

3215

| mean project management, Pue experienced, you know, a wast
amount of different project managers actually and - and | think it=
wery much a question of jus that sort of, you know, being part of
the team, making sure thak the team is actually, you know, thriving
instead of having that distance and - and - and thinking that the
team is just sort of, okay, they?ll do fine on their own because they
can - you know, you - you may have a - a group of the most, you
know, well...

3246

well super, super people and, you know, they - they - they know
exactly what theyre suppozed to do. But, you know, if - if you
don?t suppart thern, ewen they will actually will, you know,
ewentually break down, right? And theyll just zort of end upin-in
that quack mark.

1%

I mean making - and of course, making sure that that
management is alzo balanced towards what you?re actually
expecting to - ar what - what sort of you need to expect, right? So
of zourse you?re nok going on micromanaging people who are
wery good at what they do. But at least, you know, goin and
support therm in what they do.

Time |Julia Time Craig time Michel Time Torsten Time |Johan time Diye
Twould 22y there are - again, there Vi £an 23y here
are many different ways to Fail as in Maersk Line,
a project manager. The mast it*s basically an
common one that 've seen is organizational
amangst people who are doing it defined
«Ithink it*s about looking at not for the First time. And in that case, responsibility
wha you are inthe team and then the typical thing you see is regardless of the
then saying well, were these that they were promated perhaps project. I'm
Four people and we need to because they were technically zalution architect
deliver this project. | think you =killed or one of the mast regardiess of
need (o try to, despite the Fact competent people in the team. which project Fm
that it*s of course, difficult ko Etut when they step into a project n. Lvill akways be
look at what capabilities do we mianager 1ole, they can’t keep the salution
need in the project, and do their hands off the details and archivect. And at
these four people meet those. they keep on getting pulled into the same time,
And let’s say one actually fits =zalving problems themselves. it's also partly the
nowhere, you have to make And the thing that I've tried to project
that call and take that person explain 1o people in that situation, OF course, 3 3 project manager, I have had experience with project managers who were sont of very| management -
out. | think because in order for you know, who were taking on you need to be pushy sometimes top [works] [04:26] Focused, right, 50 wery much facused on project
3 team to be successhul, you their first project management or and drive your team to deliver the Youneed ta be able to wark making reparts and stuff, And that*s always ended up with a - managers rale to
need to make sure it’s the right management role generally best passible, et cetera, But you on an averall level and in maube the project went through, maybe not but, you know, from a apply the general
thing that’s in place, and then | speaking iz they need to dant wank half your team detailed level and everything success point of view, it was neuer, you knaw, that project raleina-ina
think clear segregation of transition from thinking how will | resigning during the project. It in between. You have ta be Mianagers benefit or, you know, wasnit their Fault that the project =specific project
12:4%| duties, s0 clear responsibilities. 02:42 | solve it towho will solve it 16:0% | happens if it°s for only 2 project... 0620 really versatile. 0322 either, you know, succeeded, 05:30| context,
S0 breaking things into clear Tthink everdently they need to
wark streams, giving peaple deliver. Eiut they need to manage
respansibility, people like expectations. So | consider
respongibility For 2 chunk of euerybedy working on my
work rather than ting projects as project managers by
deliverablez, being definition. So - and what do |
mictomanaged. So making mean by that? | mean that | do
ure you have clear roles and niot detail, | don?t plan their work. |
responsibilities and expect everybody - 5o okay. It's a
accountability, So for instance, team manager and prince 2 or
our wark stream leads aren't whatever, But | expect everybody
Seeing your people, but it's terbie able b plan their cun work,
been made very clear to them plan workshops, et cetera, i
you are responsible for this required, evecute onit,
wark stream. Mo one else, you communicate the plan and
are. But on the team?s side, it’s baunce it off with me, tell me it I'would 3y it's probably in the project manager to at least to
great a5 well because it actually the plan is thre stened, if there are Thars what IFm trying to say, SOMe extent - Fairly large extent because they are the ones that
makes them feel like well, issues, et cetera and work within ou also have to be able ta are necessarily pressing for - For —for getting a project - product
actually, it*s quite important amandate. So iF | say, *You go lead ateam. And at the same danein - in a project, right? So - and it*s very much that pressure
that | go to work every day If not insight, then at least talk to, you go fis,” | trust you time, you also need to be that - that can - can be used to either, you know, make it diffioult
becauze otherwize, this work, respect..for what itis that that make the decision, don’t come able totalk wothe - interact of make it eagier to - to - to ComMmunicate within a group, So of
stream is going to fail. And it's role or person, whatever it is it*s twenty times and ask me. Lets with top management. That's course, the - the project manager will probably be the one that will
13:52| an integral part of the project. 1340 going to contribute... 1645 make it clear the first time. 116237 | o very different things also.[13:09 [ sort of the main person respansible for creating that stmosphers.
‘Youhave tobe kind of
bipalar persanality, | think.
iou need to be really
uersatile. | mean, you have to
be able to stretch because “well, usuallyit°s - it"s fairly static, right? 5o you - you usually
normally of in other - many Follow that, you knaw, whatewer methadology that - that you set
ather job functions, you are up, right? S0 we have specific roles and - dictated by whatever
sither very detailed leuel - on methodology that yourre working with, But of course, you need 3
Too many cocks spoil the adetailed levelAnd when - to some estent, you have 3 - a fairly standardized set up, =0, you
food. And then, | like to wark you knawit’s nat, you know, IT development, you have to have some developers. fou
with work, stream leads. And should, in my point of view, have to have some testers. You have to have some - some T
then, looking at each work, be honest about it because buziness people. You have to have some, you know, project
stream and the seope that Interms of purting the team ctherwize how can gou manager, whatever. You need sort of those people. But that?s
work stream has to deliver, you together, then again, iv's eipect op management to often times at least from - from what Fe experienced is - is very
can then say, “Okay, Well, does impartant to have a mis of trust yau going Forward. much based on your methadology and the methodolagy
thiat work entremely need different skills and personalities in ‘eah, £ 10t of people are - approach rather that actually going back and seeing, okay, so
additional resaurees to help the team. S0 yourue got pecple many project managers of which type of project are we actually warking on kere? Soivs very
thern?™ But again, clearly with the more technical mindset course in other organizations much sort of taking that methodology and - and trying to squeeze
define that those are resources and others with the mare [would are afraid to communicate down cwer the praject and - and the result that yaw're getting out
to do deliverables, assign to say business Foous. Some peaple the problems and issues with ok it, right? S0 are you working on 2 very agile approach oris it a
them by the wark stream lead. will bcus with, 1°d g2y, 3 greater top management, From my very much 3 sort of waterfall approach and - and, you know, which
They are not leading the work creative diive. And others Focus paint of view, they're there to - which types of people and how many of those roles do you
4:43| stream. 13:4&| on astually getting things done, 1658 | help uou. 2444 | actually need inthose situations?
Time Time [lohan
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second thing I'd

emphaszize for

projects in Masrsk And there are different w ays yau can

iz, ot warking in dathat. And ane thing in particular iz

zilos. People da a to actually bring them together.

lat of - ald z=haal Becauzaif they zit izalated. then they

Maersk, little have their view of the world and canbe In my paint of view, they should physically be tagether., |

kingdoms=, and extremely dizsatisfied with the way the mean in same room...

theres a lot of things are being done. Ifvou can get

legacy left an that themirto the zame room, there™s a

which also means greater chance that you can get them

that when people ta see the big picture and agree on

da prajects, they whatiz best far the company overall,

tend ta laok at how Sathat’s a good way of avaiding the

that project situation where you have different

impacts their stakehalders all zniping at the

0F: 38| organization. 03:15| comparuy... 1732

But having peaple sitting all over the world, different time
zones and everything that comes with that, we needta
figure out how we do that. So one wayw for that could be if
we want to do a project and a strateqic initiative as this
project is, mavbe an idea could be ta reserve raom
zamewhere at (inaudible] [29: 18] ar here, somewhers in
-ar ewen hire aroom in Copenhiagen. Having pecple flown
ir, hiaving them here for a whils, yau know, three, faur

Darcts, Dan®t build manthz, while the - the project is running rather than

17: 38| thingz in siloz. 25855 having the project run far twa, three years.
And peaple Hawnin and kave them living in katels or
whatever and get to work every day in some locatian in
Copenhagen while we assist tagether in the praject. And
yau have theze prints where yaw're - and then you can do
3112 it really agile.

3135

Bt | alza know that this wil be a challenge because we
have keu resources zitting in England az maube
linaudible] [31:45] but we also have people in the states.
And aver there, yau have a big time difference. So how ta
handle that and not everybady can - mavbe they have
small cases, come up, fly up far two, three months,
whatever. ltwill be - it will be difficult.
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17.4 Appendix 4 — Survey

207016 Survey about project management for a Master Thesis

Survey about project management for a Master
Thesis

Dear contender.

This survey is for a Master Thesis at CBS.

The survey consisls of 18 guestions, aboul project management.
The survey as anonymous.

It will take about & minutes to complete,

* Required

1. If you should categorize yourself into a position, which one are you? *
You can only choose one
Check all that apply.

| Project manager
| Team member (student ass., BA, TA, etc)

| Program manager

|
|
|
Stakeholder to a project
L] proj

How much do you agree in the following statements:

2. A goal for a project should be set upfront. *

A goal is the purpose of the project and the benefits to be realized
Mark only one oval.

1 2 3 4 5 3] 7 8 9 10
| do
| do not CY Y CY O Y Y Y Y Y very
zagree L L LN L L AN A e L L [T]lJ[Ih
agree
3. A project plan for a project should be determined and locked upfront. *
Locked means, that it cant be changed.
Mark onfy one oval.
1 2 3 4 5 3] 7 8 9 10
| do
ldonot YY)D DD Y vey
agree L S L L AN L N R T L much
agree
4. A project plan for a project should be revisited very often through out a project. *
Mark onfy one oval.
1 2 3 4 5 5] 7 g 9 10
| do
ldomot  —— ~— ™ 7 Y Y N Y Y Oy very
agree LN L S LN S PR LR S LN L much
agree
hittps:fdocs google.comform s/d1 sgSnmas_5364 3 Tdwgs3-dighPZ vOwF KFeGLITPW IEedit 114
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5. It is natural that the project plan changes over time, so it suits the time and context *
Mark only one oval.

| do
ldonot — ™ ™ TN Y Y Y Ty Ty e
agree \__/I ‘-L_) (_,’ (_..-’ (-__.r' '\_," "\__/l '\__zl ‘\-\_zl L murzh
agree
6. A goal for a project can change over time *
A goal is the purpose of the project and the benefits to be realized
Mark only one oval.
1 2 3 4 E] B 7 8 9 10
| do
| do not s o L' [-’ iy I’ ™y I/‘ N '\I s “;I Fa' oy very
agree A N S N S N S .).z' much
agree
7. A project manager needs to understand the bigger picture of a project *
Mark only one oval.
1 2 3 4 5 5] 7 8 9 10
| do
| do not Yy Y (_‘\ Y CY CY Y Y Y very
agee — /L L L)L) L)L) e
agree
8. A project manager needs to micro manage* *
Micro Management: Knowing exactly how the team members are doing their job, at all times.
Basically something the manager could do himself.
Mark only one oval.
1 2 3 4 5 6 7 &8 9 10
| do
ldonot - Y Y TN Y Y Y Ty Ty very
agree ! St ) ) o ) ) ) L) much
agree
9. A project manager needs to balance between stakeholder management and his team
members *
Mark only one oval.
1 2 3 i 5 5] 7 8 9 10
| do
| do not Y Y 0 (_‘\ Y Y Y Y Y very
agree L AN S —_— A L L L L L much
agree
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5. It is natural that the project plan changes over time, so it suits the time and context *
Mark only one oval.

| do
ldonot — ™ ™ TN Y Y Y Ty Ty e
agree \__/I ‘-L_) (_,’ (_..-’ (-__.r' '\_," "\__/l '\__zl ‘\-\_zl L murzh
agree
6. A goal for a project can change over time *
A goal is the purpose of the project and the benefits to be realized
Mark only one oval.
1 2 3 4 E] B 7 8 9 10
| do
| do not s o L' [-’ iy I’ ™y I/‘ N '\I s “;I Fa' oy very
agree A N S N S N S .).z' much
agree
7. A project manager needs to understand the bigger picture of a project *
Mark only one oval.
1 2 3 4 5 5] 7 8 9 10
| do
| do not Yy Y (_‘\ Y CY CY Y Y Y very
agee — /L L L)L) L)L) e
agree
8. A project manager needs to micro manage* *
Micro Management: Knowing exactly how the team members are doing their job, at all times.
Basically something the manager could do himself.
Mark only one oval.
1 2 3 4 5 6 7 &8 9 10
| do
ldonot - Y Y TN Y Y Y Ty Ty very
agree ! St ) ) o ) ) ) L) much
agree
9. A project manager needs to balance between stakeholder management and his team
members *
Mark only one oval.
1 2 3 i 5 5] 7 8 9 10
| do
| do not Y Y 0 (_‘\ Y Y Y Y Y very
agree L AN S —_— A L L L L L much
agree
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15. The project team will perform/icommunicate better if they were present on the same
location *
Mark only one oval.

1 2 3 4 5 5 7 8 9 10
| do
ldomot  — ~—— ~— N N N Y Y Yy oy Ve
agree D N e N e N e e N N N N
agree

16. The project team should sit on the same location (in the same room) *
Mark only one oval.

1 2 3 4 E] B 7 8 9 10
| do
| do not Y Y Y Y YO Y Y Oy O “-] Ty very
agree L N N N N N S S N much
agree

17. The project team should not focus on knowledge sharing internally and between projects *
Mark only one oval.

| do
| do not Y CY Y Y Y Y Y Y Yy y vey
agree L L L L L L b L L L much
agree
18. The project team should learn from other projects success and failures *
Mark only one oval.
1 2 3 4 5 6 T 8 9 10
| do
ldonot  —— ™ ™ 7 Y Y Y Y Ny ey
agree R N O L S W S S S Mt much
agrea
Thank you so much for your help!
Powered by
B Google Forms
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17.5 Appendix 5 — Survey responses

The project team should learn from other projects success and failures

The project team should not focus on knowledge sharing internally and between projects

The project team should sit on the same location (in the same room)

The project team will perform/communicate better if they were present on the same location

It doesn’t matter, that the project manager gets to know the strength and weaknesses of the team members, as long they are doing their

A project manager should give the team members responsibility for their own project products

A project should have different profiles on the team (such as technical profiles, business orientated profiles)

The project manager should focus on creating high performing teams

Team members should not be 100% involved in stakeholder management, but be informed by the project manager

A project manager needs to balance between stakeholder management and his team members

A project manager needs to micro manage*

A project manager needs to understand the bigger picture of a project

A goal for a project can change over time

It is natural that the project plan changes over time, so it suits the time and context

A project plan for a project should be revisited very often through out a project.

A project plan for a project should be determined and locked upfront.

A goal for a project should be set upfront.

If you should categorize yourself into a position, which one are you?

103

ISAKSEN, FREGNE



Fregne Isaksen Master Thesis August 2016

Team member (student ass.,

BA, TA, etc) 8| 5| 8| 9| 3|10| 1| 9| 6| 4| 9|10| 1| 9|10| 3| 8
Team member (student ass.,
BA, TA, etc) 10| 1|10|10|10|(10| 1|10|10|10|10|10| 1|j10|10f 1|10
Project manager 8/ 4| 8| 9| 8|10| 5| 8| 6| 9|10|10| 2|10|10| 4| 9
Team member (student ass.,
BA, TA, etc) 10| 1|10|10|10|(10| 1|10|10|10|10|10| 1|10|10|10|10
Stakeholder to a project 10| 10| 10| 10| 10| 10| 6| 7|10|10|10|10| 8| 1| 1| 6] 9
Team member (student ass.,
BA, TA, etc) 7 7| 7| 6| 2| 8| 6| 8| 7| 9| 8| 8| 4| 5| 7| 3| 9
Program manager 5/ 1/10|10| 8| 10| 3| 8| 4| 9| 9| 9| 8, 9| 9| 8| 8
Team member (student ass.,
BA, TA, etc) 1| 3| 3| 4| 3(10| 9|10| 5| 8| 8| 8| 4| 8| 2| 7| 7
Project manager 8| 3| 9| 8| 810 1| 8| 5| 9| 8| 8| 2| 9| 9| 2| 9
Team member (student ass.,
BA, TA, etc) 10| 4| 9| 9| 7| 8| 1| 6| 4| 7| 5| 7| 8| 8| 7| 1| 9
Team member (student ass.,
BA, TA, etc) 8 1, 7| 7| 810 3|10| 1| 6(10| 8| 1| 9| 5| 1|10
Project manager 10 7| 9| 4| 9|10| 8| 9| 9| 9| 2| 9| 3| 9| 8| 6|10
Team member (student ass.,
BA, TA, etc) 10| 3| 6|10| 8|10 3|10 1| 8| 8| 7| 3| 8| 7| 4| 8
Stakeholder to a project 10| 8] 10 8/ 10| 6 7| 8| 6 6| 8| 8| 5| 9
Program manager 8| 1| 7| 8| 8|10 3 3| 8|10 3110 8| 3|10
Project manager 10| 5|10 1110 1 5/ 810 10| 1|10|10| 1|10
Team member (student ass.,
BA, TA, etc) 8| 4| 8|10| 4|10| 3| 7| 8| 9|/10|10| 8|10|10| 8| 7
Team member (student ass.,
BA, TA, etc) 9 5| 7| 8| 3]10| 2| 9| 5{10fj10|10| 2| 2| 2| 2|10
Team member (student ass.,
BA, TA, etc) 10| 1|10|10| 1| 9| 3| 8| 9| 3| 9| 9| 4| 1| 1| 8| 8
Project manager 10( 1|10| 10| 8|10| 3|10| 8|10|10|10| 1| 8| 8| 1|10
Project manager 10 9|10| 9|10|10| 5|10 7|10|10|10| 21| 4| 1| 8|10
Stakeholder to a project 10| 1|10|10|10|(10| 1| 8| 7| 8|10|10|] 2| 8| 6| 1|10
Program manager 10| 1j|10|10| 7| 9| 3| 9| 7| 9|/10|10|] 2| 9| 9| 1|10
Team member (student ass.,
BA, TA, etc) 9 3| 7| 8| 6| 8| 2| 7| 7| 5| 3| 3| 2| 3| 3| 2| 9
Team member (student ass.,
BA, TA, etc) 8| 6| 9| 8| 9|/10| 9| 9|10|10|10|10| 8|10|10| 1|10
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Team member (student ass.,
BA, TA, etc) 10| 10| 10| 10| 10| 9| 4| 8| 4| 8| 7|10| 3|10|10| 3|10
Team member (student ass.,
BA, TA, etc) 10| 5| 7|10| 8| 8| 2| 9| 4| 5| 9| 9| 3| 9| 3| 1|10
Project manager 71 2| 9 8| 9| 9| 1| 8| 3| 8|10 9| 9| 9| 8| 2| 8
Team member (student ass.,
BA, TA, etc) 10| 8|10| 8| 3| 8| 2| 4| 7| 5| 8| 8| 2| 7| 4| 2| 8
Team member (student ass.,
BA, TA, etc) 7| 6| 6| 6| 2| 9| 3| 8| 3| 8| 9| 6| 1| 7| 7| 1| 9
Team member (student ass.,
BA, TA, etc) 9| 2| 9| 9| 7| 7| 5 8 7| 8| 4 8| 4| 8
Project manager 10| 8|10 9| 1|10| 4 6| 6|10| 9| 8 3| 3|10
Project manager 10| 1|10} 7| 7|(10| 2|10|10| 6| 6| 9| 8|10 8| 1|10
Program manager 10| 1,10|10|10|120| 3|10| 8| 10|10, 3| 6|10|10| 1|10
Team member (student ass.,
BA, TA, etc) 10| 1|10|10|10|10|10|10|10|10|10|10| 1|j10|10f 1|10
Project manager 10| 1|10|10| 5(10| 1|10|10|10|10|10| 1|j10|10f 1|10
Team member (student ass.,
BA, TA, etc) 10| 1|10|10|10|10| 3| 5| 4| 7|(10|10| 1|10|10| 5|10
Team member (student ass.,
BA, TA, etc) 7| 6/10| 8| 9|10 3| 7| 1| 8| 8| 8| 1| 7| 4| 3| 8
Project manager 10| 9|10|10| 1(10| 1j10| 3|10|10|10| 1j10| 7| 1|10
Team member (student ass.,
BA, TA, etc) 8| 3| 8/ 8| 5| 9| 1| 8| 8| 3| 9|10 1| 8| 8| 2| 8
Team member (student ass.,
BA, TA, etc) 10| 3| 3| 9| 3|/10| 1|10| 5|10(10|10| 4| 9| 8| 3| 9
Team member (student ass.,
BA, TA, etc) 10| 5|10|10|10|10| 1| 9|10|10(10| 9| 3| 8| 7| 1|10
Team member (student ass.,
BA, TA, etc) 8| 3| 7|10 8| 8| 4| 8| 8| 8| 8| 8| 3| 7| 3| 3| 5
Program manager 10 3| 9|10 8|10| 3|10 8| 8| 9| 8| 3| 9| 6| 3| 9
Team member (student ass.,
BA, TA, etc) 10| 3| 8| 7| 4| 8| 2| 9| 5| 9| 8, 7| 8| 8| 8| 3| 8
Team member (student ass.,
BA, TA, etc) 10| 6| 7|10 5(10| 1|10| 3| 7| 8| 8| 3|10 8| 1|10
Team member (student ass.,
BA, TA, etc) 8| 5| 8| 5| 1/10| 1| 8| 1| 9(10|10| 1| 5| 5| 1|10
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Team member (student ass.,

BA, TA, etc) 10| 6| 6| 6| 9|/10| 4| 6| 5| 6[10| 9| 1| 9| 6| 1|10
Team member (student ass.,
BA, TA, etc) 9 5| 3| 8 2| 9 1| 7| 8| 9| 7|10| 1|10| 9| 2| 8
Team member (student ass.,
BA, TA, etc) 8| 3| 5| 9| 9| 6| 1| 4| 2| 810 8| 2| 9| 7| 2|10
Team member (student ass.,
BA, TA, etc) 8| 7| 7| 6| 8| 9 2| 7| 1| 8| 8| 8| 3| 4| 2| 2| 9
Team member (student ass.,
BA, TA, etc) 10| 7| 9|10| 2|10| 2| 9|10|10| 9|10|] 2| 9| 8| 1|10
Program manager 10| 5/10| 5| 3|10| 4|10 4| 7| 9| 8| 2| 8| 5| 2|10
Team member (student ass.,
BA, TA, etc) 10| 3| 8| 7| 6| 9| 1| 9| 3| 8| 9| 8| 5| 8| 7| 4| 9
Team member (student ass.,
BA, TA, etc) 8| 4, 8| 8| 8/ 8| 2| 8| 8| 6/ 8| 8| 3| 1| 1| 3| 8
Team member (student ass.,
BA, TA, etc) 10| 1|10|10|10|(10| 1|10|10|10|10|10| 3| 9| 2|10} 1
Project manager 8/ 1| 8| 9| 7|10| 1|10 3| 8| 10| 8| 3| 9| 9| 2| 9
Team member (student ass.,
BA, TA, etc) 10| 6|10|10|10(10| 1| 9| 1|10|10|10| 7|10| 8| 1| 8
Project manager 10 2| 7| 8| 2| 9| 2| 9| 1|10 9| 8| 1| 2| 1| 1| 8
Project manager 10| 5, 7| 9| 9|10| 1| 8| 1| 8|10|10| 3| 9| 8| 1|10
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