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Modeling strategic alignment in project networks 
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A B S T R A C T   

This paper explores the challenges that occur when collaborating organizations seek to align multiple strategic 
objectives through a single construction project and examines those factors that influence the strategy of a 
project network. Unlike intra-organizational projects that operate in the boundaries of a single organization, a 
project network operates in an environment of overlapping boundaries whereby multiple organizations simul-
taneously seek to ensure their strategic objectives are realized through a single strategic project. A model pre-
senting a hierarchy of inter-organizational strategic objectives is developed from the empirical findings of a study 
of four construction projects. Internal and external tensions influencing the project strategy of the network are 
identified. The study finds that effective project governance, leadership and taking account of client complexity 
are important in the strategic alignment of inter-organizational projects, and this informs the development of the 
new model.   

1. Introduction 

This paper explores the challenges of strategic alignment between 
collaborating organizations, comprising a project network in the con-
struction industry. Where the topic of strategic alignment of projects has 
been discussed in research, it has tended to be in the context of fit be-
tween project objectives and a single, owning firm’s business strategy. 
This has included projects as part of a firm’s wider strategic portfolio 
(Kopmann et al., 2017; Martinsuo & Geraldi, 2020; Hoffmann et al., 
2020; Meskendahl, 2010; Unger et al., 2012), and alignment of projects 
with strategic priorities and/or operational processes; (Budayan et al., 
2015; Cooke-Davies et al., 2009; Joshi et al., 2003; Milosevic & Sri-
vannaboon, 2006). In addition, a salient influencing factor with regards 
to maintaining strategic alignment is the degree of autonomy a project 
has in relation to a client organization (Lampel & Jha, 2004), though 
again the most common focus is a single organizational perspective 
(Milosevic & Srivannaboon, 2006; Ritson et al., 2012; Skulmoski & 
Hartman, 2000). 

In strategic projects, it is often the case that multiple actor organi-
zations collaborate and participate in the work of the project (Mat-
inheikki et al., 2016), each with their individual competitive aims and 
strategies. Consequently, rather than explore value from the perspective 
of a single organization, this paper explores how value may be optimized 
throughout a project network (Sydow & Braun, 2018). In this paper, we 
describe a project network as the overlapping inputs and activities of 

multiple organizations as they simultaneously seek to realize their 
disparate strategic aspirations through a single complex multi-agency 
project. 

Construction projects often involve this type of complexity and 
multiple actors. The project network includes not only the interests of a 
client organization, but also the strategic objectives of the different 
participating consultants and contractors who commit resources to the 
project to realize unique competitive advantages. This creates chal-
lenges in terms of achieving strategic alignment of different partici-
pating parties. First, the inter-organizational nature of construction 
project networks often results in actors having different levels of 
expertise, overlapping areas of responsibilities and disparate strategic 
objectives (Jones & Lichtenstein, 2008). Secondly, actors in a project 
network are brought together under different contractual conditions to 
provide specific elements of management, services or resources (Naoum 
& Egbu, 2015). Thirdly, engagement in a construction project can vary 
over time and may change throughout the project lifecycle (Cherns & 
Bryant, 1984). Consequently, actors in a project network are seldom 
fully integrated or congruent, either within or between organizations 
(de Blois & Lizarralde, 2010). Further, it is reasonable to expect that the 
strategic aims of, and loyalty to, a participating firm may be prioritized 
over the common project, and as such, the project environment involves 
several strategies being pursued at any one time. It is also unlikely that 
the collaborating organizations of the network will be exclusively 
engaged with the strategic directives of one client organization. Instead, 
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there may be divided focus between projects and in any one 
multi-agency project there may be compromises, strategic maneuvering 
and tacit negotiations, as project actors seek to align individual strategic 
aspirations through a project strategy formed by a network of multiple 
organizations. 

The aim of this paper is to explore the challenges that occur when 
collaborating organizations pursue multiple strategic objectives through 
a single strategic project, and to examine factors that influence the 
strategy of a project network. It does this by investigating four such 
construction projects in the UK using a qualitative case study method-
ology. Analysis and data from this in-depth empirical scrutiny are used 
to develop a new model of protocols for the delivery of strategic ob-
jectives throughout a project network, that optimizes the conditions for 
strategic alignment. The model positions as critical the leadership and 
formal governance mechanisms that ensure a project maintains align-
ment with a client’s intended strategy. It also identifies internal and 
external factors that influence the strategic activities of the project 
network and the performance of network members in achieving project 
objectives. 

By taking an inter-organizational perspective, the paper contributes 
to research on strategic alignment, and understanding of project strategy 
within inter-organizational projects. Awareness and greater under-
standing of the varied strategic objectives being pursued through a 
single project will support the decision-making processes and perfor-
mance of project networks throughout a project life cycle and will 
enhance the effectiveness of these types of multi-agency projects. 

The paper begins with a review of the literature investigating the 
strategic alignment of projects through existing models, and particularly 
demonstrating hierarchies of strategic objectives. This is followed by an 
examination of the idiosyncratic nature of project networks and project 
strategies within the construction industry, with particular attention on 
complexity of client organizations and formal governance mechanisms. 
A detailed description of the case study methodology employed to 
address the research aim are presented, following which, in-case and 
cross-case analyses of the empirical findings are used to inform the 
development of the model. The paper concludes with a discussion of the 
theoretical and practical contributions of the model, with recommen-
dations for further research and practice. 

2. Prior literature 

2.1. Models of strategic alignment 

The notion of strategic alignment has long been a central theme in 
strategic management literature. Scholars have used terms such as ‘fit’ 
(Venkatraman & Camillus, 1984; Zajac et al., 2000), ‘congruence’ 
(Nilsson & Rapp, 2005)’, ‘match’ (Gebauer et al., 2010) and ‘linkages’ 
(Nohria & Garcia-Pont, 1991). The basic proposition of the strategic 
alignment concept is that the degree of alignment between organiza-
tional aims, ability and environmental conditions have a significant ef-
fect on organizational performance (Ginsberg & Venkatraman, 1985). 
This literature collectively explains that if conditions or organizational 
components fit poorly, there will be a negative effect on performance 
(Fry & Smith, 1987). Various models of strategic alignment have thus 
been developed to inform and improve strategic fit between projects, the 
strategies of their parent organizations, and the external environment. 
Models such as Miles & Snow (1978), for example, illustrate a rela-
tionship between structure, strategy and process and propose that firms 
should act directly to develop alignment with environmental conditions. 
Nadler & Tushman (1980) take a total systems approach and suggest 
that fit occurs when each organizational components needs, goals and 
objectives are aligned with those of other collaborators in the project. 
Carmeli et al (2010) add that the various stakeholders must adapt to the 
external environment too, since while internal fit is of importance, it is 
of little value by itself unless the organizational system, as a whole, is 
aligned with its external competitive environment. 

In the field of project management, research has focused on the 
alignment of strategic priorities across the corporate, business, and 
functional levels of an organization. Drawing on Hofer & Schenel’s 
(1978) proposition that level-specific strategy can be constrained by the 
incrementally higher levels in a hierarchy, scholars have developed hi-
erarchical models of project objectives, demonstrating how organiza-
tional strategy is translated and implemented through projects. 

Archibald’s (1988) Hierarchy of Objectives, Strategies and Projects, 
shown in Fig. 1, illustrates how strategic objectives set at the policy level 
cascade down through strategic and operational levels to be imple-
mented as projects. In the model, policy objectives refer to the overall 
goals of an organization, as established by senior management. The 
strategic level of the hierarchy refers to the business objectives that 
support the corporate level objectives, referred by Youker & Brown 
(1998) as the strategic objectives of the project. The operational level 
defines the objectives of the projects. Archibald (1988) defines these in 
terms of the project deliverables determined in the detailed project 
plans. 

Kerzner (2004) illustrates how the unique strategic objectives of 
individual strategic business units (SBUs) flow horizontally as well as 
vertically to support plans and budgets. In adapting Turner’s (1999) 
model, Morris & Jamieson (2004) depict the sequencing from the 
business strategy to the individual objectives of a project team to show 
how the portfolio of programmes and projects need to be aligned to 
realize the business objectives. 

With reference to Turner’s (1999) model, Haniff & Fernie (2008) 
develop a hierarchy of strategic objectives, shown in Fig. 2, demon-
strating how the corporate strategy is communicated down through the 
strategic hierarchy to be translated into project management activities. 
In accepting that objectives determined by senior management are 
rarely implemented as articulated (Mintzberg, 1994), the hierarchy 
demonstrates multiple levels of strategy and interactions. Beside the 
varied SBUs and their individual portfolios, the model shows how pro-
grammes consist of several interrelated projects. Complex relationships 
and processes impact lower-level strategic objectives, which in turn 
influence the strategic objectives at the upper levels. Alignment at the 
programme level is maintained through management and coordination 
of the related projects in response to changes in the business environ-
ment (Lycett et al., 2004; Pellegrinelli et al., 2007). The detailed project 
strategies and plans developed at an operational level to achieve project 
and business objectives become the responsibility of a project manager 
who may have little or no involvement in the strategy formation process. 
As such, project decisions are based on senior management direction, 
external influences and the bounded rationality of the project manager 
(Cyert & March, 1963). It is the gap between strategy formulation and 
strategy implementation that is considered to be the main deficiency in 
most strategic planning processes (Grundy, 1998). 

Although most projects follow some form of strategic planning pro-
cess, strategy may not be realized in a rigid or formal manner. Typically, 
the realization of strategy is subject to internal and external factors, 
including external stakeholders (Nguyen et al., 2019) who have influ-
ence over the success of a client project portfolio (Martinsuo & Geraldi, 
2020). Current hierarchical models do not capture this. The static 
orientation of most models implies alignment only at a single point in 
time and this does not afford sight of emergent strategies and change 
(Mintzberg, 1987). 

But large complex projects with a diverse project network face 
multiple environmental and organizational contingencies and, there-
fore, the concept of fit and alignment need to be conceptualized in more 
dynamic terms to reflect uncertainty and the changing environment 
(Zajac et al., 2000). 

2.2. Project networks in construction 

There is much research on organizational structures and projects as 
temporary organizational forms (Steen et al., 2018; Bakker, 2010; 
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Jacobsson et al., 2015; Packendorff, 1995). A prevailing focus is the 
links between an organization and its projects as permanent and tem-
porary entities respectively (Lundin & Soderholm, 1995; Soderlund, 
2004; Turner & Muller, 2003). Again, most of this relates to individual 
organizations, but more recently, scholars have considered temporary 
organizations through an inter-organizational lens (Jones & Lichten-
stein, 2008; Sydow & Braun, 2018; von Danwitz, 2018). In contrast to 
intra-organizational projects where the span of control exists across 
departments in a single organization (Lu et al., 2017), in an 
inter-organizational context, control and influence of the project spans 
across multiple organizational boundaries. These include the project 
teams from different permanent organizations that are themselves 
temporary entities contributing to the (also temporary) 
inter-organizational project. Value is created in the development of the 
multi-organizational system (Artto et al., 2016; Morris, 2013), but 
complexity arises from the varied and conflicting needs of the multiple 
organizations participating in a dynamic project network (Matinheikki 
et al., 2016). 

DeFillippi & Sydow (2016) draw a distinction between project 
network types. From one perspective a project network represents a 
series of projects, coordinating activities and relationships among le-
gally autonomous but functionally interdependent firms and individuals 
(Sydow & Staber, 2002; Windeler & Sydow, 2001). The second 
perspective views a project network as the management of a single 
project across multiple participating firms. Artto & Kujala (2008) draw a 

further distinction of a business network that create synergies through 
partnerships, collaborations, alliances, and joint ventures (Davies & 
Walker, 2008). Hellgren & Stjernberg (1995) propose that the defining 
characteristics of this arrangement are that there is no single organiza-
tion that has legitimate authority for the entire network, there are no 
definite criteria by which the boundary of the network may be identified 
and controlled, and the network is dynamically changing and may be 
reconstructed from one project to the next. Cherns & Bryant (1984) use 
the term ‘temporary multi-organization’ (TMO) to define such a project 
network in the construction industry. They characterize a TMO as an 
engagement of parts of several, separate and diverse organizations for 
the limited and defined purpose of bringing a structure into being. 

In the construction industry, projects can often involve conflicting 
and competing objectives being pursued through the diverse organiza-
tions, each with its own values and interests (Jaffar et al., 2011; Zhang & 
Huo, 2015). Similarly, in considering the role of the client in construc-
tion projects, Cherns & Bryant (1984) and Newcombe (2003) argue that 
there is no unitary concept. Instead, the term ‘client’ in construction 
projects can refer to various groups. Bertelsen & Emmitt (2005) attempt 
to categorize these as three distinct groups: owners, users and society and 
the value of the building project prior, during and after construction will 
vary between these groups (also Alvesson et al. (2009). In this paper, we 
refer to the client exclusively as the commissioning body, the customer, 
or the sponsor of the whole project. All other members of the project 
network and other interested parties, such as users, beneficiaries, etc., 

Fig. 1. The hierarchy of objectives, strategies and projects. adapted from Archibald (1988).  
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are referred to collectively as stakeholders. Consistent with this, Thom-
son (2011) adds that ambiguous stakeholder perceptions and different 
stakeholder requirements continue to emerge throughout project pro-
gression. This describes the transition processes that occur between 
temporary and permanent organizations, as the project develops 
(Jacobsson et al., 2013). The transition process itself is characterized by 
operational complexities that demand project stakeholders to perform 
multiple translational and transformative activities at the individual, 
functional, operational, and strategic levels of the client organization 
(Burström & Jacobsson, 2012) 

In multi-agency projects with complex project networks, this 
continual and evolving ambiguity is one of the principal causes of 
divergence in strategic alignment among stakeholders and this lack of 
alignment has the potential to act to the detriment of project outcomes. 
Key to the management of multi-agency projects therefore is the effec-
tiveness and clarity of the initial ask and the strategy designed to realize 
it. It is to this that we turn to next. 

2.3. Project strategy 

The notion of a single, unified project strategy to realize the strategic 
intentions of the organization is problematic (Shenhar et al., 2007; 
Srivannaboon & Milosevic, 2006). Artto et al. (2008 p.8) define project 
strategy as ‘a direction in a project that contributes to success of the project 
and its environment’. Again, the dominant discourse assumes that the 
project is subordinate to a single parent organization (Cleland, 2007; 
Morris & Jamieson, 2005; Turner, 1999) and conforms to the permanent 
organizations directives, as what Artto et al. (2008 p.9) call an ‘obedient 
servant’. Alternatively, though, individual projects do operate in com-
plex and competitive environments and any project that involves mul-
tiple stakeholders can develop a unique project strategy independent of 
any single stakeholder organization (Yang, 2012). 

Some authors view project strategy as a project execution strategy, 
where the authority of the project is limited to designing and imple-
menting strategy for the management of the project (Anderson & 

Merna, 2003; Arnaboldi et al., 2004). Lam et al (2004) explains this 
through design and build projects where a client articulates their re-
quirements, and a project strategy is developed to execute the directives 
in accordance with these. In Artto et al (2008) there is acknowledgement 
that projects may be positioned in complex organizational environments 
with several stakeholders, rather than a single parent organization, and 
indeed, such conditions are typical in large-scale construction projects 
that are executed by consortia of several firms (Davies et al., 2009). In 
these circumstances, a project strategy that includes, specifically, a 
governance structure may be advantageous (Floricel & Miller, 2001; 
Miller et al., 2014). 

According to Musawir et al. (2017) and Riis et al. (2019), governance 
occupies an important role in complex organizational arrangements to 
ensure that projects are aligned with (inter) organizational strategies. In 
particular, where successful delivery of a project involves several teams, 
each comprising a different economic transaction, under conditions of 
uncertainty and conflicting objectives (Ahola et al., 2014), and at 
different organizational levels, (Musawir et al., 2020), a system of 
governance is critical (Ferrer et al., 2021). Consequently, there is a body 
of research into project governance. In the construction industry this has 
predominantly focused on formal procurement strategies that determine 
contractual relationships (Kelly et al., 2002; Turner & Simister, 2001; 
Walker & Hampson, 2008). Though Lizarralde et al. (2011) argues that 
legally bound contracts still consider and represent the client as a single 
entity and the projects resource needs and processes as fixed rather than 
dynamic and evolving. This can lead to an underestimation the 
complexity of the project client system in many construction projects. 

2.4. Research gaps 

The review of the literature finds that existing hierarchies of strategic 
objectives have focused on the realization of corporate level objectives 
through the implementation of projects contained within the boundaries 
of a single organization. Currently, there are no established models 
explaining how strategies may be aligned within the context of a project 

Fig. 2. Hierarchy of strategic objectives. source: Haniff & Fernie (2008).  
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network. Moreover, whereas existing models explain the translation of 
strategy at different hierarchical levels, they do not adequately consider 
the balance of multiple strategic priorities, dynamics, and emergent 
interactions that influence an evolving multi-agency project strategy. 

Linked to this is a gap in understanding the effects of internal and 
external influences that impact on the strategy of individual partici-
pating organizations in a project network and its combined project 
strategy, and the impact of these on the implementation of a construc-
tion project. Hence, the central research question of this study is: 

How do multiple organizations, comprising a project network, implement 
and align varied organizational strategies through a single construction 
project? 

3. Research methodology 

Since the research sought to explore the details of experiences of 
practice in multi-agency construction projects, a qualitative methodol-
ogy was considered most appropriate since it allows a depth of inves-
tigation not available with other approaches (Stake, 1995). In particular, 
to capture the experiences of projects as they occur in real time a live 
case study method was chosen, using multiple – in this case four – cases. 
According to Yin (2014) and Eisenhardt (1989), case study methodology 
provides an approach for inquiry of a phenomenon in its reality and 
social context. It enables employment of an embedded design that 
consists of multiple levels of analysis. This can also provide multiple 
sources of evidence for each case (Robson, 2002) and is therefore a 
useful method for capturing rich information in complex situations, such 
as inter-organizational construction projects (Sutrisna & Barrett, 2007). 

3.1. Case study selection 

Cases for inclusion in this research were sourced by purposeful 
sampling, where selection was based on meeting criteria of relevance to 
the research. As such, each case involved a project network where 
members were employed (either permanently or temporarily) by 
different member organizations. Each project had been commissioned 
by a public or third sector body and so comprised complex client/ 
stakeholder conditions. The cases are outlined in Table 1. 

3.2. Data collection 

Several methods of data collection were employed for each case. 
First, stakeholders in each project were interviewed. The central aim of 
interviewing was to solicit opinions, ideas and reflections of those 
people directly engaged with the projects to learn from what Bertaux 
(1981) calls their ‘stories’. In total, 39 interviews were undertaken with 
key informants across each participating project network, categorized as 
either client, consultant or contractor. Interviews were semi-structured 
and conversational to afford rapport and the ability for participants to 

be candid (Alvesson & Karreman, 2000), and to allow for the emergence 
of potentially unanticipated themes (Stake 1995). Interviews per case 
are shown in Table 2. 

Triangulation of data was achieved through analysis of relevant 
documents, including each projects original business plan, project 
management reports, project closure reports, published articles, and 
minutes of monthly progress meetings. As informed by the literature, the 
key purpose of the research was to explore complexity of project net-
works and how organizations align strategies commensurate with 
complexity. The analysis conducted facilitated this by allowing for 
themes relevant to this aim to emerge. The analysis process is explained 
next. 

3.3. Data analysis 

Analysis was conducted by applying the stratified process described 
in Miles et al. (2014) of data reduction, data presentation and data 
explanation. Data was collated with the help of Computer Assisted 
Qualitative Data Analysis Software (CAQDAS). It was then inspected in 
the context of themes pre-identified in the literature, and data relating to 
these themes and to themes that emerged were extrapolated using NVivo 
CAQDAS software. A thematic matrix was developed for each case 
study. The final stage involved synthesis of themes and findings from 
each case study, relevant to the research objectives (Alvesson & Karre-
man, 2000; Bertaux, 1981; Stake, 1995). Main themes included in the 
Findings in Section 4 below were informed by the literature and 
emerged from the unique empirical data of this research. Broadly, they 
related to project governance and leadership, procurement processes, 
and client complexity. In turn these are used to inform a new model of 
strategic alignment presented thereafter in Section 6. 

4. General findings 

To contextualize findings, the relevant background to each case is 
presented along with a description of each project network. This is fol-
lowed by a discussion of the project strategy adopted by the project 
network and alignment of strategic objectives. 

Table 1 
Summary of case studies forming the research.  

Case Project type Project description Client organization Procurement 
strategy 

Budget Project 
schedule 

A New build, student 
accommodation  

Construction of modern student accommodation to 
replace existing residences.  

Higher Education provider Traditional £12m 24 mths 

B New road, civil 
engineering 

Second phase of a new 4-lane public carriageway and 
associated regeneration works  

Public sector authority Design & Build £26m 24 mths 

C Laboratory and office 
fit-out 

Refurbishments of new build office building for the 
relocation and accommodation of laboratory and office 
facilities.  

Environmental regulator and flood 
warning authority 

Design & Build £7m 12 mths 

D New visitor center New build of a tourist visitor center to replace existing 
and conservation of existing battle site monuments 

Conservation charity for the 
protection and promotion of cultural 
heritage 

Traditional £9.2m 22 mths  

Table 2 
Summary of case study participants and interviews.  

Participant Case Study A Case Study B Case Study C Case Study D 

Client 7 2 6 4 
Consultant 5 1 4 3 
Contractor 2 3 1 1 
Total 14 6 11 8  
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4.1. Case Study A– New student accommodation 

4.1.1. Background Case Study A 
Case Study A involved the construction of new student accommo-

dation, built on an existing suburban campus, and commissioned by a 
university. The new residence formed part of a portfolio of infrastructure 
projects to upgrade and replace existing student accommodation that 
was considered “…no longer fit for purpose and carrying an increasing risk 
of service failure” (Client-A Finance Director). Following submission of a 
business case, the university board of trustees approved the proposal to 
erect a modern residency block comprising 273 bedrooms, 22 kitchens 
and shared social areas. 

The primary objective to be achieved through the new building was 
to provide modern, appealing student accommodation to support the 
university strategy for growth. As part of the strategy “… the university 
has made a very public statement that first-year and postgraduate students 
will be provided with on-campus accommodation” (Client-A Director of 
Campus Services). Completion for students to take occupancy for the 
start of the new academic year was fundamental, as otherwise the uni-
versity would have to arrange alternative accommodation and the new 
building would lie empty until the start of the next academic year. Be-
side financial benefits, participation in the project would enable con-
sultants and contractors to gain market entry into the growth sector of 
student accommodation and would put them in a favorable position to 
bid for construction of future similar projects. 

Fig. 3 shows the hierarchical structure of the project network for 
Case Study A. An internal project board (PB-A), comprising represen-
tation from individual SBU’s, including Student Residences, Student 
Services, and the Department of Estates, was established to provide di-
rection to the external organizations in the network. Directives were 
facilitated through a client-employed project manager (PM-A). 

Under the traditional procurement strategy, which separates design 
from the construction process (Murdoch & Hughes, 1997), a project 
management consultant (PMC-A) was appointed to provide design and 
project management services. All consultants already formed part of the 
PMC organization, apart from the architect (Arch-A) whose services 
were contracted directly to the PMC. A main contractor (MC-A) was 
formally appointed to provide all construction works through the 
employment of sub-contractors. The sixteen-month construction period 
was scheduled to allow a two-month transition period for Student 

Residences to prepare for occupancy. 

4.1.2. Project strategy Case Study A 
Findings reveal that tensions emerged between members of the 

project board. The Department of Estates’ objective for a low mainte-
nance residency through specification of material and fittings contrib-
uted to schedule delays because of the extended lead times of nominated 
suppliers. In addition, adherence to the “strict bible” (MC-A) of suppliers 
prevented market competition, which increased costs. In contrast, Stu-
dent Residences were seeking cost savings for future budget allocation, 
and an early completion time to allow for efficient transition. The 
perceived “lack of a single decision-maker” (PMC-A) resulted in con-
flicting and ambiguous directives. 

“...meetings with the university were a very tortuous drawn-out process 
and there was never an agreement between those bodies [SBUs]…. they 
would always be pulling in different directions. ... and they would have 
conversations, ‘Do not listen to them. Listen to me’…That made it very 
difficult” (Arch-A) 

A further influencing factor on the MC Organization’s strategic ac-
tions was the difficulty in retaining sub-contractors at the originally 
estimated price because of market conditions, and at the time needed 
due to delays and activity dependence. Despite attempts by the client 
project manager to retrieve the project by “…putting them under pressure 
day to day” (PM-A), relationships in the network “…became fractious 
rather than conservational” (MC-A). Consequently, the project network 
became fragmented with actors blaming each other for consistent slip-
page in the schedule and the evident frustration of the university as a 
client. 

As the project reached a two-month delay, the strategy of the project 
network was “…come hell or high water, the students had to be in!” (MC-A). 
This was partially achieved, although it was reported that “...the paint 
was still wet on the walls when students arrived with their parents, luggage 
and everything” (Director of Student Residences). 

4.1.3. Strategic alignment Case Study A 
A consequence of late handover of the student accommodation was 

the inadequate time for inspection and transition for efficient occu-
pancy. The university faced several complaints from students regarding 
unfinished or damaged items. Despite this, Student Residences did 
achieve the strategic objective of providing attractive campus 

Fig. 3. Project network - Case Study A.  
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accommodation, which supported the university’s strategy for growth. 
The Estates Department were also able to implement a strategic plan for 
sustainability and maintenance reduction. However, the MC reported 
financial losses due to additional expenditure and management time 
dedicated to recoup costs that they “could have spent chasing other work 
and doing other work” (MC-A). In addition, neither the MC nor PMC re-
ported their strategic objectives of attracting further business in the 
education sector through participation in the project or were able to 
tender for future work with the university. 

4.2. Case Study B – New four-lane carriageway 

4.2.1. Background Case Study B 
Case Study B involved the construction of the second phase of a four- 

lane carriageway, commissioned by a local authority of a large UK city. 
The new carriageway formed part of a major regeneration strategy, 
which included improved housing, community spaces and commerce. 
The strategy, originally developed to alleviate overcrowding and the 
deterioration of living conditions after the Second World War, was to 
connect new areas of the city that were being developed for the relo-
cation of residents living in deprived neighborhoods. 

Construction of the new carriageway and associated work was a key 
project in the portfolio of programmes for the sustainable trans-
formation of the area. Through improvement of the physical infra-
structure, economic activity would be stimulated by the attraction of 
businesses to the area and the subsequent opportunity for local 
employment, which would attract investment in housing. 

“…so the purpose was to try and stimulate the local economy … the road 
would provide links to the adjacent motorway, to encourage businesses to set 
up on the route of the new scheme” (Project Engineer TSBM-B) 

Due to the overall length of the new 5.3km road, the complete car-
riageway was to be constructed in three phases. This case study con-
siders events in the second phase of construction, which was the longest 
stretch of carriageway at 2.4km and included the incorporation of full- 
length cycleways, the widening of local footpaths and the construction 
of a relief tunnel for flood alleviation. 

Fig. 4 shows the hierarchical structure of the project network. The 
local authority established a project board who had formal re-
sponsibility for governance and oversight of the project. Membership of 
the board comprised key stakeholder organizations involved in the 
regeneration initiative. Formal direction of the project network was 

through a department of Technical Services Project Management 
(TSPM-B). A joint main contracting organization (JMC) was established 
to provide a single point of responsibility for both design and con-
struction of the carriageway, thereby mitigating risk for the client 
(Rowlinson, 1999). The Design Engineer (DE-B) and sub-contractors 
were employed directly by the JMC organization, which also had re-
sponsibility for coordinating the services of utility supplies (water, 
electrical, gas and telecoms). 

4.2.2. Project strategy Case Study B 
The strategic objectives of joint main contractors JMC1 and JMC2 

was to strengthen their individual market positions by providing evi-
dence of experience in conducting major construction works. By 
combining the skills set of each contractor, they would be in a stronger 
position to successfully tender for the carriageway project. Further 
commercial gain could also be achieved through cost saving from 
innovative practices and “value engineering” (Finance Director JMC1-B). 

The findings reveal a collegiate project strategy, focused on delivery 
of the project objectives. This was supported by the leadership of the 
TRPM, who were co-located on-site with members of the JMC organi-
zation. This not only enabled daily interaction in the project network, 
but also allowed for any arising issues to be dealt with quickly and 
efficiently through rapid site inspection and appropriate solutions 
implementation. Participants also reported a “…harmony and positivity 
about everyone pushing in the right direction” (Site Agent JMC2-B). 
Moreover, through the development of positive social relationships, 
actors were able to “… resolve matters on a much more informal basis” 
(DE-B) 

The greatest threat to maintaining the project strategy was avail-
ability of the utility organizations that had “no contractual responsibility 
to install when you want it and be out by the time you need them out” (Site 
Agent JMC2-B). Due to delays in the completion of utilities works, other 
sub-contractors could not complete dependent tasks. This resulted in 
slippage of the project schedule, additional costs, and pressure and on 
the JMC organization to recover. 

4.2.3. Strategic alignment Case Study B 
Despite the complexity of the project, the carriageway was 

completed one week ahead of the deadline. The flood alleviation system 
was also implemented as planned and reported feedback from the local 
community was that it “…opened up the area and gave it a new lease of life” 

Fig. 4. Project network - Case Study B.  
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(Project Engineer TSBM-B). In addition, the project won a national civil 
engineering award for demonstrating value to the wider community, 
environmental improvement, and providing a catalyst for further eco-
nomic development in the area. 

The success of the project and the commendation supported the 
strategic objectives of both JMC contractors who, although unable to 
achieve expected commercial gain due to the additional cost of sub- 
contractors, nevertheless were able to bid thereafter for larger contracts. 

4.3. Case Study C – New laboratory and office facility 

4.3.1. Background Case Study C 
Case Study C involved the refurbishment and fit-out of a new-build 

commercial office unit for laboratory and office use, commissioned by 
a public sector Environmental Protection Agency (EPA). The new 
building formed part of a government-funded strategy to rationalize 
existing research and administration facilities. This involved centrali-
zation of operations from five existing laboratories and offices, dispersed 
across three geographical locations to a strategically located, recently 
constructed, office building. Rationalization also provided an opportu-
nity to review current working practices through greater integration 
between the specialist disciplines that would be brought together within 
the single facility. 

Fig. 5 shows the hierarchical structure of the project network. To 
facilitate the rationalization, EPA established two project boards for the 
purpose of governance. Project Board 1 (PB1-C) was responsible for 
direction of activities associated with the physical construction and 
installation of equipment in the new facility. This board comprised of 
representation from estates, facilities, and the varied scientific disci-
plines to be relocated to the building. Project Board 2 (PB2-C) was 
responsible for the coordination of the staff relocation to the finished 
facility, and this board comprised senior management and external 
management consultants. A Project Management Consultant (PMC1) 
was initially appointed to provide provisional design of the new labo-
ratory, with the main contractor (MC-A) being formally appointed under 
a design and build procurement strategy. Consistent with Case Study A, 
participation in the project would enable the MC organization market 
entry into the specialist sector of scientific laboratories. Significantly, 
the project management (PM-C) was only appointed prior to 
commencement of the construction phase to provide formal directives to 
the PMC and MC organizations. 

4.3.2. Project strategy Case Study C 
Findings reveal that the greatest influence on the project strategy 

was client governance. From the start, there was poor communication 
between the two project boards, which led to differing and competing 
prioritizations of what needed be done as part of the rationalization 
program. The difficulty arose from the absence of clearly defined re-
sponsibilities between construction of the facility and the relocation of 
staff “…it was difficult to know [which board] was responsible for what …” 
(PM-C). Consequently, the project network suffered operating in-
efficiency: “…there was a lot of overlap, so some things were just falling 
down between the two boards. Some things involved duplication of effort 
because both boards were doing them” (PMC-C). 

The inefficiency of the two project boards and competing directives 
led the PMC organization to self-govern and prioritize project re-
quirements. It was only upon the appointment of a single project man-
ager (PM-C) as a single point of contact, when “… success really started to 
happen” (Arc-C). Robust change control processes were implemented to 
ensure a single point of contact between the project boards and the or-
ganizations responsible for delivery of the new facility. 

4.3.3. Strategic alignment Case Study C 
The refurbishment was completed in sufficient time for the transition 

phase and the migration of staff to the new facility to commence. Par-
ticipants did report resistance from personnel to the relocation and 
“some people choosing to leave the organization because of the stress” 
(Programme Manager - PB2-C). There was also resistance to working 
within a flexible environment, sharing of equipment, and sharing of desk 
space. Despite the transition difficulties, the new facility provided the 
capabilities to realize the organizational strategic objectives. Beside cost 
savings through rationalization, the project successfully delivered for a 
high-profile client, and supported both the PMC and MC organizations’ 
strategic aspirations for future work in a specialist market segment. 

4.4. Case Study D – New tourist visitor center 

4.4.1. Background Case Study D 
Case Study D involved the design and construction of a new visitor 

center for a site of significant historical importance, owned and 
managed by a charitable National Conservation Trust (NCT). The new 
visitor center was built to replace an existing 1960s facility that was 
described by the NCT Project Director as “no longer fit for purpose”. The 

Fig. 5. Project network - Case Study C.  
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objective of the project was to conserve the historical battle site and 
provide a suitable setting in which the history could be presented in a 
modern and “dignified manner that was fitting for the battle itself” (NCTPD- 
D). As there were no physical artefacts from the battle to display, con-
struction of a new visitor center would provide an opportunity to use 3D 
technology to create a unique immersive visitor experience. Provision of 
a world class visitor attraction would raise the profile of the NCT in its 
role of protecting and promoting national heritage. This objective was 
shared by consultants and contractors for whom, beside commercial 
gain, participation in the high-profile project would enhance portfolios 
and opportunities for future work in a specialist market segment. 

Fig. 6 shows the hierarchical structure of the project network. A 
condition of Central Government funding to create the new visitor 
center was that the project would be commissioned as a joint venture 
between the NCT and a government agency responsible for historic 
monuments (HMA). A project board (PB-D) was established for gover-
nance, comprising membership of NCT and representative government 
agencies. A project manager from the HMA organization provided di-
rection to the consultants in the design of the building, and the main 
contractor (MC-D) was appointed under the traditional procurement 
strategy. Due to the innovation and technology components sought, the 
NTC Programme Director provided project leadership of the 3D visitor 
experience that included an Interpretation Consultant (IC-D) to design 
and install the exhibition, and a Computer-Generated Imagery consul-
tant (CGIC-D) to design the 3D modeling that would tell the story of the 
battle. Information and knowledge about the history leading up to and 
during the battle, were provided by an external Academic Advisory 
Committee (AAC-D). 

4.4.2. Project strategy Case Study D 
The project strategy of the project network was influenced by two 

main factors. Firstly, the government funding determined a deadline for 
completion prior to the 700th anniversary of the battle, which was to be 

commemorated by an official opening of the new visitor center. As re-
ported by the HEA Project Manager “...it would have been like a bomb 
going off if this project did not complete on time... This project could not 
afford to fail under any circumstances!” Because of the funding source, the 
publicity surrounding the project became highly politicized. HEAMP-D 
did report additional stress on the project team, but it also ensured the 
quality of design and construction was to a high standard. 

Secondly, the pursuit of quality and the unique nature of the visitor 
center led to “personality clashes” (Arc-D) and silo behavior among ac-
tors. HEAMP-D project manager reported that she was often required to 
“tiptoe through the egos” to motivate actors to integrate: “…that was a lot 
of my job - ‘yes, you’re brilliant...now get on with it. Get your finger 
out’…”(HEAMP-D). 

Dependency on the advisory committee also caused frustration for 
Interpretation Consultants, as coding of the CGI could not begin without 
AAC-D validation. Disagreement between academic experts on specific 
historical attire and character posture resulted in the ID organizations 
“working through the night” (IC-D), to complete the installation. 

4.4.3. Strategic alignment Case Study D 
The new visitor center was complete to allow for sufficient time for 

transition activities and a ‘soft opening’ prior to the 700th anniversary 
commemorations. Visitor reaction to the non-conventional and inter-
active way of exhibiting the story of the battle was “a mixed bag, but 
overwhelmingly positive” (NCTPD-D). Consequently, the center welcomed 
very high visitor numbers, school visits, and received several innovation 
and education awards. The high visitor numbers not only provided 
financial sustainability for the site, but also allowed financial support for 
other NCT projects. 

Success of the high-profile project supported consultant and 
contractor organizations growth strategy ambitions for a wider portfo-
lio. In addition, the opportunity to demonstrate innovation and crea-
tivity enhanced the Interpretation Consultants competitive position in a 

Fig. 6. Project network - Case Study D.  
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specialist market segment. 

5. Discussion 

The four case studies in this paper provide examples of strategic 
projects in the construction industry. As demonstrated in each case, 
construction projects are implemented to enable the strategic trans-
formations that are required in response to changes in the external 
environment (Martinsuo et al., 2020). The inter-organizational nature of 
a construction project involves multiple strategic objectives are being 
pursued at any one time. These include the primary objectives of the 
client organizations, and the expected strategic benefits for the consul-
tant and contractor organizations through participation in the project 
network. The case studies expose many of the challenges and tensions 
that occur in inter-organizational projects, not least, the tensions that 
influence the strategy of the project network 

In contrast to the assumption of disparate strategies being pursued 
within a project network, (Jones & Lichtenstein, 2008; Morris, 1982), 
the case studies demonstrate how varied organizations policy and 
business level strategies align through the project objectives at the 
operational level. The study finds that in response to the turbulent 
conditions in the construction industry (Fernie et al., 2006), the 
contractor and consultants bid decisions must include analysis of indi-
vidual project portfolios. Therefore, business level decisions involve the 
strategic selection of project networks to participate in, and calculated 
risks in terms of committing resources to gain market entry into growth 
sectors. Whereas contractor and consulting organizations seek to bal-
ance resource efficiencies with client satisfaction throughout the project 
life cycle, client organizations are dependent on the timely handover of 
the completed project for business benefits to be realized. 

As demonstrated across the case studies, a strategic project is only 
one component of a client’s organizational strategy (Cleland, 2007). The 
strategic benefits from investment in a construction project are depen-
dent on other related projects, activities and the efficiency of the tran-
sition processes. An important consideration for the realization of 
business benefits is the degree of client complexity (Newcombe, 2003; 
Bekker, 2014). As shown in Case Studies A and C, complexity of the 
client organization presents a risk to strategic alignment. Under such 
conditions, competition emerges between organizational departments to 
maneuver the operational objectives of the project in favor of their own 
strategic requirements. This creates a situation where departments and 
SBU’s are, not only, competing for resources and attention from the 
corporate level (Gupta & Govindarajan, 1986), but are also competing to 
prioritize unique business level objectives through attempts to influence 
the project strategy. 

An important lesson from the findings of this study is the need for 
efficient leadership and coordination of a project network. Within public 
sector organizations, it is common to establish project boards to provide 
strategic oversight of the project and direction to the project network; 
indeed, this is seen as best practice in project management methodolo-
gies (APM, 2020). However, the research shows that when a 
multi-stakeholder project board is responsible for instructing the proj-
ect, directives given to the project network can be conflicting and 
ambiguous, which in turn, slows decision-making and causes delays in 
the project. Consistent with Ruuska et al (2011), the case studies illus-
trate that in the absence of clear directives and efficient leadership, 
consultant and contractor organizations will begin to self-govern and 
focus on completion of the project within the previously agreed condi-
tions of contract. It is therefore critical that a project manager acts as a 
conduit between a multi-stakeholder project board and the project 
network. By remaining as a single point of contact, ambiguity is reduced, 
decision-making is expedited, and the impact of pluralistic client 
complexity (Thomson, 2011) can be mitigated. 

It is generally accepted that conflict is inherent in most construction 
projects (Mitkus & Mitkus, 2014) and a common source of tension is the 
ambiguity and divergent interpretation of construction contracts (Koc & 

Gurgen, 2021). Though analysis in this paper concurs with Taylor et al. 
(1999) that no single approach to procurement is suitable for all con-
tingencies, the findings also imply a preference by contractors to have 
greater control over the project and project related decisions, and where 
a design and build procurement strategy was adopted this proved 
beneficial, even given that greater control equates to greater levels of 
risk. 

An unexplored challenge of project networks in the construction 
industry is their dynamic nature and the partial engagement among 
actors during the project. Across all case studies the risk of delay was 
heightened because of the (lack of) availability of sub-contractors. The 
temporal nature of projects results in sub-contractors strategically 
ensuring continuity of employment through a pipeline of projects. Due 
to high mobility in the construction industry, employers have less direct 
control over the availability of specialist trades, and at times of high 
demand, competition for services drive costs up (Gambin et al., 2012). 
This study certainly found evidence of these sectoral issues. In addition, 
main contractors were also frustrated by utility suppliers who operate 
across multiple project networks at any given point in time, and often 
with no contractual responsibility to align timeframes with the project. 

Although the strategic objectives of all organizations in the project 
networks studied were aligned through the project objectives, the evi-
dence that contractor and consultant organizations do act autonomously 
to develop a project strategy, independent of the client organizations 
authority, contrasts with Artto et al’s (2008) notion of the project 
strategy as an ‘obedient servant’. The fundamental difference between 
intra and inter-organizational projects is that actors in the project 
network have loyalties to both the project objectives and the business 
strategies in their own organizations. Consequently, we propose that 
there is no single agreed project strategy pursued by a project network. 
Instead, dynamic and overlapping project strategies emerge over the 
duration of the project, which are formed through a combination of the 
external environment, contractual agreement, client directives and in-
dividual strategic intentions based on the immediate situation and 
current priorities of different organizations and actors and at different 
points in time. The case studies provide examples of where individual 
priorities eclipsed project network ones. Moreover, towards the later 
phases of a project, time becomes a highly prioritized focus of the project 
strategy - above cost and quality, especially where it is possible to 
negotiate these post-completion. 

The evidence in this study suggests that strategic behavior of a 
project network is not localized but driven by internal behaviors of a 
client organization and emergent influences within the external envi-
ronment. The project network is ultimately influenced by the long- and 
short-term strategic objectives of consultant and client organizations. 
Factors for consideration include the strategic importance of the dead-
line, the complexity of the project, and the structure of the project 
network in terms of task integration. Understanding of these would 
better support the management of projects. 

6. Model development 

From a modeling point of view, a hierarchy of inter-organizational 
strategic objectives is inferred from the findings of the case studies. 
Building on existing models of strategic alignment (Archibald, 1988; 
Haniff & Fernie, 2008) the model, presented in Fig. 7, demonstrates how 
multiple organizations align their strategic objectives through a single 
construction project. 

Fig. 7 illustrates strategic alignment by solid arrows, and benefits are 
signified by dotted lines. Unlike existing models, the hierarchy of inter- 
organizational strategic objectives acknowledges the differing strategic 
levels of both the client, and contractor and consultant organizations 
involved in the project. 

The policy level objectives of the client organization are determined 
by the strategic conditions and changes in the environment in which the 
client is operating. In the study, all case studies involved public sector 
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client organizations, and therefore reacted to changes originating from 
the external, political environment. The required strategic trans-
formations defined in the context of the client’s corporate strategy are 
implemented through the business level strategies of each SBU expecting 
benefit from the project objectives. 

An important consideration for the realization of business benefits is 
the degree of client complexity and the subsequent tensions that may 
arise between individual SBUs. As discussed in the study, tensions occur 
when the varied business strategies of the client organization are not 
aligned, are conflicting, or when there is competition for internal re-
sources for benefits to be realized. 

In contrast to client organizations, policy level objectives of 
contractor and consultant organizations are pursued through manage-
ment of their business portfolios and the strategic selection of project 
networks they choose to participate in. The salient consideration at the 
business level is the balance and commitment of resources required to 
achieve specific project objectives across a portfolio of projects. This 
includes the dependency on subcontractors to form part of the 
contractor organization, albeit for a limited period. 

As shown in Fig. 7, the formation of the project network strategy to 
implement the project objectives is partially influenced by the business 
strategy of each organization comprising the project network, but also 
the key governance mechanisms established by the client organization 
to provide assurance that the strategic interests of the client stakeholders 
are maintained throughout execution of the project. These include the 
formation of a project board which includes representation from each 
stakeholder SBU seeking business benefits from the project outcome, 
and implementation of an appropriate procurement strategy, based on 
the level of control and risk the client wishes to accept. An important 

consideration for project managers is the level of impact the complexity 
of the client system has on the strategy and performance of the project 
network. As demonstrated across the case studies, client complexity 
necessitates the importance of leadership of the project network and 
understanding of the motivations of individual actors. A critical finding 
of the research is that formal governance mechanisms are more effective 
when there is a definitive point of contact between the client body and 
the project network. 

External influences on the project strategy include all those factors 
beyond the control of the project network. These include environmental 
factors that typically have an impact on the construction industry, such 
as social, political, and economic issues. But they also include the 
availability and commitment of those organizations that only have 
partial engagement in the project network, such as subcontractors and 
utility suppliers who operate across several project networks at any one 
time. 

The project network strategy should therefore be considered as dy-
namic and emerging over the duration of the project. An important 
aspect of the hierarchy of inter-organizational strategic objectives is that 
it acknowledges emergent behaviors and strategies throughout the 
project life cycle, specifically the transition processes that occur between 
contractor and consultant organizations, and the client organization. It 
is only through effective transition activities conducted post project 
handover, that the business benefits, and subsequently, the strategic 
benefits, can be realized by the client organization. Of course, these will 
be dependent on other related projects, transition activities, and project 
networks. 

Fig. 7. Hierarchy of inter-organizational strategic objectives.  
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7. Conclusion 

The aim of this paper was to explore the challenges that occur when 
collaborating organizations seek to align multiple strategic objectives 
through a single construction project, and to examine those factors that 
influence the strategy of the project network. Four such cases were 
explored in some detail and from this, a model presenting a hierarchy of 
inter-organizational strategic objectives was developed to answer the 
research question. The intention of the hierarchy is to map conditions for 
inter-organizational strategic alignment and to identify critical points of 
risk for consideration. It is proposed that greater awareness and appre-
ciation of the varied strategic objectives being pursued through a single 
construction project will support leadership of the project. The model 
recognizes the complex levels of strategic interactions and objectives 
being pursued at any one time. However, as established in this study, it is 
only through successful execution of the operational objectives that the 
intended the business benefits of all organizations involved in the 
project can be realized. 

7.1. Contribution to theory 

Based on the analysis of the case studies, the research makes two 
theoretical contributions. Firstly, previous models of strategic fit focus 
on the alignment of objectives within a single organization (Archibald, 
1988; Morris & Jamieson, 2005; Haniff & Fernie, 2008). In contrast, the 
hierarchy presented in Fig. 7 shows how the strategy of a project 
network is subject to the strategic objectives of multiple organizations at 
differing strategic levels. In explaining this through the model, the 
complexities of implementing strategic projects in the construction in-
dustry are exposed. 

Consistent with current perspectives (Thomson, 2011), the model 
also proposes that while strategy is formulated at the policy level it 
should also take into consideration the implications of client complexity 
on the performance of the project network. In comparison to existing 
hierarchies, the model allows for the varied external and internal factors 
that influence the emergent project strategies and actions taken to 
implement the project. Whereas integrated perspectives of strategic fit 
seek to establish alignment between components within an organiza-
tional system and the external environment, this research identifies the 
components of the project organization that need to be aligned for 
effective delivery, and the internal and external factors that create 
challenges for the successful alignment of strategic objectives within a 
project network. 

The second contribution to theory is the enhancement of under-
standing of strategic projects, specifically from the perspective of a 
project network. There appears to be a general assumption in the liter-
ature that temporary organizations are characterized by the same gen-
eral conditions (Lundin & Soderholm, 1995). However, as demonstrated 
in this paper, inter-organizational project structures create additional 
relationship complexities that do not materialize in intra-organizational 
projects. Although inter-organizational relationships are commonly 
managed through contractual arrangements, there is specific emphasis 
on the importance of leadership and informal governance structures, an 
area that is currently under explored within the context of project 
networks. 

7.2. Contribution to practice 

Beside exposing the idiosyncratic nature of a construction industry 
that is characterized by high mobility and adverse contractual ar-
rangements, the research reported here makes important contribution to 
practice. The hierarchy of inter-organizational strategic objectives 
identifies forces that influence the strategy of a project network. These 
include internal influences emerging from the client organization and 
the emergent influences of the external environment. Understanding of 
these influences will be particularly beneficial for project management 

practice. Factors for consideration include the strategic importance of 
the construction project to the varied client organizational departments, 
project governance arrangements, the mechanisms employed to main-
tain the alignment of strategic objectives, and the long and short-term 
strategic objectives of the consultant and client organizations 
comprising the project network. Greater appreciation of the wider 
network objectives would better support the management of projects. 
Specific generic lessons to be learnt from the study include. 

• The need for the project manager to understand the strategic ob-
jectives of the varied organizations participating in the project 
network, and timelines of when objectives are expected to be 
realized. 

• The need to understand the individual business objectives and ten-
sions inherent in a multi-stakeholder client project board.  

• The need for a single point of contact between a pluralistic client 
project board and the project network. 

• The need for project clients to have suitable knowledge of the pro-
curement process when adopting a procurement strategy, or to 
appoint a capable project manager with sufficient contractual 
knowledge.  

• The need to develop strategies for managing organizations that are 
only partially engaged in the project network for a limited period of 
time. These include sub-contractors, utility providers and suppliers 
whose objectives and schedule may not align with those organiza-
tions in the project network. 

7.3. Limitations and further research 

The hierarchy of inter-organizational strategic objectives (Fig. 7) was 
developed from the qualitative findings of four public sector cases 
studies. Quantitative studies investigating each of the dimensions that 
influence strategy in project networks would further elaborate on the 
themes evolving from the research. Important areas of study include the 
impact of client leadership on the project strategy and project success. It 
would also be interesting to draw comparison of external environmental 
factors that influenced the strategic objectives in the four cases. In this 
area, future research could consider the strategic motivations of sub- 
contractors and utility providers, both under-researched contributors 
in projects. 

The study also recognized that the complexity of the client has a 
significant impact on the alignment of strategic objectives. Very few 
studies have investigated the role of the client as a pluralistic client 
body. However, the growth in joint ventures and industry collabora-
tions, would suggest that the client is becoming increasingly multifac-
eted. In considering the unique differences in project networks, 
depending on context, there is a need for further studies considering 
project networks in different types of construction projects and in 
different sectors, including contexts where clients, consultants and 
contractors collaborate on a series of projects. Here we propose that the 
complexity of the client, the effectiveness of governance arrangements 
to maintain alignment, and the transition processes will differ across 
industries, but effective management practices, as modeled in this 
paper, will improve inter-organizational project network effectiveness. 

Conflict of interest statement 

There are no conflicts of interest. 

References 

Ahola, T., Ruuska, I., Artto, K., & Kujala, J. (2014). What is project governance and what 
are its origins? International Journal of Project Management, 32, 1321–1332. 

Alvesson, M., & Karreman, D. (2000). Varieties of discourse: On the study of 
organizations through discourse analysis. Human Relations, 53, 1125–1149. 

A.P. Haniff and L. Galloway                                                                                                                                                                                                                 

http://refhub.elsevier.com/S0263-7863(22)00062-X/sbref0001
http://refhub.elsevier.com/S0263-7863(22)00062-X/sbref0001
http://refhub.elsevier.com/S0263-7863(22)00062-X/sbref0002
http://refhub.elsevier.com/S0263-7863(22)00062-X/sbref0002


International Journal of Project Management 40 (2022) 517–530

529

Alvesson, M., Kärreman, D., Sturdy, A., & Handley, K. (2009). Unpacking the client(s): 
Constructions, positions and client–consultant dynamics. Scandinavian Journal of 
Management, 25, 253–263. 

Anderson, D. K., & Merna, T. (2003). Project management strategy–project management 
represented as a process based set of management domains and the consequences for 
project management strategy. International Journal of Project Management, 21, 
387–393. 

APM. (2020). APM body of knowledge (7th edition). Buckinghamshire: Association for 
Project Management.  

Archibald, R. D. (1988). Projects: Vehicles for strategic growth. Project Management 
Journal, 19, 31–33. 

Arnaboldi, M., Azzone, G., & Savoldelli, A. (2004). Managing a public sector project: The 
case of the Italian treasury ministry. International Journal of Project Management, 22, 
213–223. 

Artto, K., Ahola, T., & Vartiainen, V. (2016). From the front end of projects to the back 
end of operations: Managing projects for value creation throughout the system 
lifecycle. International Journal of Project Management, 34, 258–270. 

Artto, K., & Kujala, J. (2008). Project business as a research field. International Journal of 
Managing Projects in Business, 1, 469–497. 

Artto, K. A., Martinsuo, M., Dietrich, P., & Kujala, J. (2008). Project strategy: Strategy 
types and their contents in innovation projects. International Journal of Managing 
Projects in Business, 1, 49–70. 

Bakker, R. M. (2010). Taking stock of temporary organizational forms: A systematic 
review and research agenda R.M.Bakker temporary organizational forms. 
International Journal of Management Reviews, 12, 466–486. 

Bekker, M. C. (2014). Project governance: Schools of thought. South African Journal of 
Economic and Management Sciences, 7, 22–32. 

Bertaux, D., & Bertaux, D. (1981). From the life-history approach to the transformation of 
sociological practice. Biography and society: The life history approach in the social 
sciences (pp. 29–45). London: Sage. 

Bertelsen, S., & Emmitt, S. (2005). The client as a complex system. In Proceedings of the 
13th annual conference in the international group for lean construction. 

Budayan, C., Dikmen, I., & Birgonul, M. T. (2015). Alignment of project management 
with business strategy in construction: Evidence from the Turkish contractors. 
Journal of Civil Engineering and Management, 21, 94–106. 

Burström, T., & Jacobsson, M. (2012). Transition processes in an interorganizational 
platform project. International Journal of Managing Projects in Business, 5, 400. 

Carmeli, A., Gelbard, R., & Gefen, D. (2010). The importance of innovation leadership in 
cultivating strategic fit and enhancing firm performance. The Leadership Quarterly, 
21, 339–349. 

Cherns, A. B., & Bryant, D. T. (1984). Studying the client’s role in construction 
management. Construction Management & Economics, 2, 177–184. 

Cleland, D. I., Morris, P. W. G., & Pinto, J. K. (2007). Strategic management: The project 
linkages. The wiley guide to project, program & portfolio management (pp. 63–79). New 
Jersey: John Wiley & Sons. 

Cooke-Davies, T. J., Crawford, L. H., & Lechler, T. G. (2009). Project management 
systems: Moving project management from an operational to a strategic discipline. 
Project Management Journal, 40, 110–123. 

Cyert, R. M., & March, J. G. (1963). A behavioral theory of the firm. N.J.: Prentice-Hall 
Englewood Cliffs.  

Davies, A., Gann, D., & Douglas, T. (2009). Innovation in megaprojects: Systems 
integration at London heathrow terminal 5. California Management Review, 51, 
101–125. 

Davies, P. R., Walker, D. H. T., Walker, D. H. T., & Rowlinson, S. (2008). Trust, 
commitment and mutual goals in Australian construction industry project alliances. 
Procurement systems: A cross-industry project management perspective (pp. 379–399). 
Abingdon, Oxon: Taylor & Francis. 

de Blois, M., & Lizarralde, G. (2010). A system of classification of temporary multi- 
organizations in the building sector. Salford: CIB World Building Congress.  

DeFillippi, R., & Sydow, J. (2016). Project networks: Governance choices and 
paradoxical tensions. Project Management Journal, 47, 6–17. 

Eisenhardt, K. M. (1989). Building theories from case study research. The Academy of 
Management Review, 14, 532–550. 

Fernie, S., Leiringer, R., & Thorpe, T. (2006). Change in construction: A critical 
perspective. Building Research & Information, 34, 91–103. 

Ferrer, P. S. S., Araújo Galvão, G. D., & Monteiro de Carvalho, M. (2021). The missing 
link in project governance: Permeability and influence of governance precepts on 
decision making in the project domain. Project Management Journal, 52, 45–60. 

Floricel, S., & Miller, R. (2001). Strategizing for anticipated risks and turbulence in large- 
scale engineering projects. International Journal of Project Management, 19, 445–455. 

Fry, L. W., & Smith, D. A. (1987). Congruence, contingency, and theory building. 
Academy of Management Review, 12, 117–132. 

Gambin, L., Hogarth, T., Atfield, G., Yuxin, L., Owben, D., Breuer, Z., & Garrett, R. 
(2012). Sector skills insights: construction. evidence report 50. UK Commission for 
Employment and Skills.  

Gebauer, H., Edvardsson, B., Gustafsson, A., & Witell, L. (2010). Match or mismatch: 
Strategy-structure configurations in the service business of manufacturing 
companies. Journal of Service Research, 13, 198–215. 

Ginsberg, A., & Venkatraman, N. (1985). Contingency perspectives of organizational 
strategy: A critical review of the empirical research. Academy of Management Review, 
10, 421–434. 

Grundy, T. (1998). Strategy implementation and project management. International 
Journal of Project Management, 16, 43–50. 

Gupta, A. K., & Govindarajan, V. (1986). Resource sharing among SBUs: Strategic 
antecedents and administrative implications. Academy of Management Journal, 29, 
695–714. 

Haniff, A. P., Fernie, S., Carter, K., Ogunlana, S., & Kaka, A. (2008). Projects: Where 
strategies collide. Transformation through construction (pp. 130–131). Dubai: CIB. 
Joint 2008 CIB W065/W055. 

Hellgren, B., & Stjernberg, T. (1995). Project management and temporary organizations 
design and implementation in major investments — a project network approach. 
Scandinavian Journal of Management, 11, 377–394. 

Hofer, C., & Schendel, D. (1978). Strategy formulation: analytical concepts. West Publishing 
Company.  

Hoffmann, D., Ahlemann, F., & Reining, S. (2020). Reconciling alignment, efficiency, and 
agility in IT project portfolio management: Recommendations based on a revelatory 
case study. International Journal of Project Management, 38, 124–136. 

Jacobsson, M., Burström, T., & Wilson, T. L. (2013). The role of transition in temporary 
organizations: Linking the temporary to the permanent. International Journal of 
Managing Projects in Business, 6, 576–586. 
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