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 Quest for Value – A Research Project
 Findings Findings 
 Two Profoundly Easy/Hard Truths

 Value and practice is contextual
 CASE method doesn`t work CASE method doesn t work

 Implications for Discussion



A Truly Complex Project



 Millions spent on improving project management 
practise annually all over the world

 Project Management Project Management
 All of the tools, processes, structures, resources needed 
to support managing projects in organizations

 Supported by:
 Professional Associations
 Professional standards based on “best practise” Professional standards based on  best practise
 Training, certification, global consulting, PMMMs and 
publishing
E ti l th i 1990 Exponential growth since 1990

 What value do organizations receive for their investment 
in Project Management?



 48 academics, 18 teams, 14 countries over 3+ years
 Multi method, in‐depth case studies
 65 quasi experiments examining implementation of 
the “same” organizational innovation

 Data collected includes: Data collected includes:
 Interviews – 5 different informants
 Surveys – 5 different informants Surveys  5 different informants
 Project histories
 Researcher case stories
 Organizational demographics

 Exploratory quantitative and qualitative analysis 
used to derive configurationsused to derive configurations
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Two Profoundly Easy Hard Truths



 There is no one right way to practice PM
(Scandinavian School, 1994, Shenhar et al, 1996)

 Yet, PM continues to be reified, talked 
about, and taught as if it exists , g
independent of organizational practices

 This research clearly shows how This research clearly shows how 
individual organizational and contextual 
characteristics influence the practicescharacteristics influence the practices, 
decisions and tools used to effectively 
manage projects in organizationsmanage projects in organizations
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 Value Arises From Appropriate Implementations for 
Context

C fi ti h t l l t Configurations or archetypes clearly present
 Different values depend upon very different contextual 
and implementation factors

 Strongly supportive of need for a systems approach to fit
 Evidence of Equifinality
 Process of Innovation Drives Large Proportion of the Process of Innovation Drives Large Proportion of the 
Benefits

 A Common Meta approach to Implementing the PM pp p g
Unchanging over 20+ years



E i di C l D i Si lt Episodic, Complex, Dynamic, Simultaneous
 Rhetoric implies monolithic conception, adoption 
and application (Wolfe, 1994)and application  (Wolfe, 1994)

 What is implemented and why is often different than 
reality (Zbaracki, 1998)

M d f d b f d Most innovations are modified before, during or 
after implementation  (Rogers, 1995)

 Little research to date on Little research to date on
 the degree and type of changes to a particular 
innovation and 
how the characteristics of the innovation the how the characteristics of the innovation, the 
organization and the external context influences these 
changes (Maman, 2009)
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 In the case of PM, we don’t see much 
adaptation before implementation
 1st derivative of innovation is standards based
 2nd is experimentation and learning driven
3rd i t d i d i 3rd is expert and experience driven

 As innovations progress, configurations based 
on industry and strategic drivers evolveon industry and strategic drivers evolve

 Organizations outgrow the expertise of the 
professional associations / maturity modelsprofessional associations / maturity models

 No one organizational change theory seems to 
explain the lifecycle of the innovationexplain the lifecycle of the innovation



l Organizational project management 
capabilities do not, and cannot, arise solely 
f d i “b i ” ifrom adopting “best practices” proven in 
other contexts  

 Organizational project management 
delivers value when this capability emerges 
f h fl ffrom the confluence of:
 individual capacities,
 internal and external knowledge development, 
and 

i i l d organizational needs



 CONCEPT program
 Evolving research knowledge based voyage of Evolving, research, knowledge based voyage of 
discovery
I t t i d t di b th d d Investment in understanding both needs and 
practices

 Developing a “fit” between PM and 
organizational needs



Now what?



M i M d l d `B P i ` N d Maturity Models and `Best Practice` Need to 
Account For Context

 A Systems Approach Leads To Recommendations A Systems Approach Leads To Recommendations 
Based Upon Contextual Contingencies

 Re‐Consider Degree To Which Consistency Of 
Practices Is a Focus

 Recognize Both Micro‐ and Macro‐Level 
SpecificationsSpecifications

 Recognize That Fit Is Dynamic, Constantly 
Changing, and Uniqueg g q
 And practices will need to adapt accordingly



 Needs to Incorporate:
 Sophisticated understanding of org theory 

 strategy, organization change, organizational behavior, 
power politics, team dynamics, complex adaptive systems 
– psychology and special edpsychology and special ed

 Recognition that the standards and textbook 
materials are not recipes or rules or auditable p
standards 

 Learning from practice as well as theory
 Developing ability to take action under uncertainty 
to achieve objectives

 Professional, ethical standards for project decisions



 Tear down the `conspiracy of optimism` 
cloaking much PM researchcloaking much PM research

 Eliminate the journalistic reporting of what 
is to focus on understanding why it is 

 Develop evidence to support project Develop evidence to support project 
managers and others in `talking truth to 
power`power
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