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Summary 

To lead a team to fulfil requirements of a successful project might be difficult when not knowing 

all aspects of what can occur in a project. A successful project is in the appreciation of the project 

results by interested parties’ environments (Caupin et al. 2006, 30 in Wastian et al. 2015, 88). 

 

There are often factors working against you while performing a project such as resource 

availability or commitments, internal organisational politics and poor customer cooperation. It’s 

important that a project discipline leader has a certain level of self-awareness and insight to the 

challenges that can occur during the engineering process as well as what preventive actions can be 

done in order to keep the project flow. 

 

The Master thesis is done on behalf of Citec Oy Ab, an engineering company with 1200 specialists 

globally with their headquarters in Vaasa, Finland. The main purpose of this thesis is to investigate 

the factors influencing a successful project and how to pro-actively lead the project team. Based 

on the findings and procedures and tools used by the company at the start of this thesis a first 

version of guidelines for discipline project managers will be written. 
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Abstrakt 

För att leda ett team och möta kraven för ett lyckat projekt kan vara svårt när man inte är medveten 

om vad som kan inträffa i ett projekt. Ett lyckat projekt finns i intressenternas uppskattning av 

projektresultaten (fritt översatt från Caupin et al. 2006, 30 i Wastian et al. 2015, 88) 

 

Det finns ofta faktorer som motarbetar den som arbetar i projekt såsom resursernas tillgänglighet 

eller medarbetares engagemang, intern organisationspolitik och dåligt kundsamarbete. Det är 

viktigt att en ledare för en projektdisciplin har en viss nivå av självkännedom och en insikt i de 

motgångar som kan inträffa i planeringsprocessen samt vilka förebyggande åtgärder kan 

implementeras för att bibehålla projektflödet. 

 

Det här magisterarbetet är gjort åt Citec Oy Ab, ett konsultföretag inom tekniska sektorn med 1200 

specialister globalt och huvudkontoret i Vasa, Finland. Huvudsyftet med arbetet är att undersöka 

vilka faktorer som påverkar ett lyckat projekt samt hur man proaktivt leder projektteamet. Baserat 

på resultaten samt processer och verktyg i användning av företaget vid starten av detta arbete, 

skrivs en första version av riktlinjer för ledare av olika projektdiscipliner. 
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Tiivistelmä 

Tiimin johtaminen ja projektin tavoitteiden onnistunut saavuttaminen voi olla vaikeaa, mikäli 

projektin aikana mahdollisesti tapahtuvat asiat eivät ole tiedossa. Projektin onnistumisen määrittää 

sidosryhmien projektin lopputuloksien arvostus omissa ympäristöissään (oma käännös Caupin et 

al. 2006, 30 Wastian et al. 2015, 88). 

  

Projektin toteutuksen aikana tulee usein vastaan tekijöitä, kuten esimerkiksi resurssien 

käytettävyys tai sitoutuminen, organisaation sisäinen politikointi tai huono yhteistyö asiakkaan 

kanssa, jotka haittaavat projektin toteutusta. Projektin johtajalla on tärkeää olla tietty määrä 

itseluottamusta ja oivalluskykyä, jotta projektin suunnitteluvaiheen aikana vastaantulevat haasteet 

saadaan ratkaistua ja vaadittavat ennakoivat toimenpiteet tehtyä, jotta projektin sujuvuus saadaan 

ylläpidettyä. 

  

Tämä päättötyö on toteutettu Citec Oy Ab:lle. Citec on insinööritoimisto, joka työllistää 1200 

asiantuntijaa maailmanlaajuisesti ja jonka päätoimipaikka on Vaasa, Suomi. Tämän päättötyön 

päätarkoitus on tutkia mitkä tekijät vaikuttavat onnistuneeseen projektiin ja kuinka johtaa 

proaktiivisesti projektitiimiä. Tehtyjen havaintojen ja tämän pro gradu-työn aloitusvaiheessa 

yrityksen käytössä olevien toimintatapojen ja työkalujen perusteella tehdään projektipäälliköille 

kirjalliset ohjeistukset. 
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1 INTRODUCTION 

 

This thesis is about clarifying project success factors and expectations on a leader from different 

stakeholders’ point of view. It will also cover what the CDE can do to reach the expectations eg 

how to lead the project team and what challenges he can face during a project.   

 

 

1.1 Background 

 

It is normal for projects to have a project manager. There are single- and multidiscipline projects. 

In multidiscipline projects the different disciplines have their own budgets, deliveries, time 

schedules, milestones and internal/external coordination. This requires project discipline 

management or sub-project management to be handled by other individuals than the project 

manager. 

 

1.2 Problem area 

 

Processes for discipline project management and job descriptions are developed, but how to 

approach the execution of the tasks varies between CDE:s (Chief Design Engineer). The CDE is 

leading the discipline and should be a source of inspiration to the team, make the team aware of 

the project frameworks and get the team-members on board to consider this to be our project. It’s 

to be remembered that one person cannot perform a project alone and it takes a whole team to do 

that. 

 

Gaining the customer confidence and inspire him to be pro-active for the common goal is a 

challenge in many projects. The phrase “common goal” is also a tricky thing in project 

management; since the common goal is executing the project within in the given frameworks, but 

under the course of project execution several factors such as stakeholder interest and projects 

politics as well as other external factors might come in to play.  
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To communicate awareness of project status to all stakeholders is also a challenge. Many filters 

might occur on the way after the information has left the CDE and the vital information to and 

from the discipline project team is not communicated to the necessary stakeholders.  

 

To take over someone's ongoing project is also a cost and quality issue. Decisions, information 

and status of project can often be unclear when receiving a project and if a long enough transition 

period cannot be conducted it usually causes serious delays, costs or quality issues.  

 

1.3 Main purpose and secondary purpose 

 

The main purpose of this thesis will be to clarify what factors influence a successful project and 

what actions are needed from a discipline leader to lead the design team. My secondary purpose is 

to write the first draft for a discipline project management guideline for the civil part of projects. 

 

1.4 Limitations 

 

The master thesis will focus on people, processes and politics as well as the role of the discipline 

leader. The thesis will exclude the following parts of a project; sales, offer preparation and 

procurement stages. The thesis will not go into details about working with people of other cultural 

backgrounds nor about the working environments. The type of organisation in question is a 

company selling engineering services and not physical products. The guidelines defined in the 

secondary purpose will be limited to design tools and processes in use by the Citec Group. 

 

1.5 Benefits 

 

The benefits of the thesis is that it will act as base for CDE:s through the organisation to get a 

better self-awareness of their role in the project. It will also make CDE:s aware of different project 

success factors and what forces might be working against successful execution. The project team 

members are among the greatest assets when performing a project and the thesis should promote 

a better leadership in order to motivate the project team and promote customer cooperation.  
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The guidelines written for the organisation, Discipline Project Management guidelines, will assist 

new and temporary CDE:s when they become assigned to this role. The guidelines will also 

promote better project documentation, change management, time scheduling, budget management, 

resource management, scope management and quality management among current CDE:s. 

 

 

1.6 Disposition 

 

In chapter 2 earlier research is presented. In the first sub-chapter the role of the leader is presented, 

in this case the CDE. I have chosen to focus on three main topics; motivating the project team, 

communication and processes. In the second sub-chapter I am presenting project characteristics 

which are important to know for a leader as well as the expectations on the leader’s personality. 

In sub-chapter three different projects definitions and factors to project success are presented. In 

sub-chapter four the focus is on customer cooperation, since the CDE role is to act as front office 

representative and therefore play a significant role building external relationships and cooperation. 

In chapter five I am presenting the organisational politics; reason for playing politics and what is 

organisational politics.  

 

Chapter 3 covers the theoretical framework; what theories I find relevant for this thesis in the 

earlier research.  

 

Chapter 4 explains the method of my research which was a qualitative study. 

 

In chapter 5 I present the results from the qualitative study with connection to project success 

factor. The aim with the questions was to confirm the earlier research, but also to find solution 

proposals to some of the problem areas which will be incorporated to the guidelines that are part 

of the secondary purpose. The results are analysed with coherence to earlier research; 

contradictions and items missing in results that were in earlier research or vice versa. 
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In chapter 6 I am evaluating the thesis; did I reach my purpose, is the earlier research reliable, are 

the results reliable and are the results possible to incorporate to a project leaders’ daily work in 

engineering projects and recommendations for continued research.  
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2 EARLIER RESEARCH 

 

In order to understand the topic of this study, I will first do a literature review about Project 

Management and more specifically the role of the Chief Design Engineers regarding motivation, 

communication and processes. After that I will go into project characteristics, general expectations 

and assumptions on a CDE as well the power reach of the CDE. I’ll also review different literature 

about project success factors, customer cooperation and organizational politics. 

  

2.1 The role of the CDE 
 

The project leader is the central person in the project. He is responsible for project management, 

i.e. the “application of knowledge, skills, tools, and techniques to project activities to meet the 

project requirement” (Wastian et al. 2015, 86). This description is directly transferable to a project 

discipline leader as well. It is still worth mentioning that To exercise leadership behaviour is not 

only for project managers! (Fangel 2013, 57) 

 

When asked what is the role of the CDE the classic answer is that the project management effort 

should ensure that the specified objectives regarding the project outcome, time and budget are met. 

On-time, on budget and according to specifications. (Fangel 2013, 25). In many projects this 

wording could be nuanced in the following way: The purpose of project management – and 

consequently its overall function is to promote: 

 

 Achievement of the expected outcome and effect of the project, 

 compliance with the agreed frameworks for time, budget and resources, and 

 realisation of the involved parties’ benefits from participating. (Fangel 2013, 26) 

 

 

Morten Fangel (2013, 175) mentions that project leader also plays a central part in the process 

objectives which require that the planning is approached properly: 

 

- Promoting shared understanding upwards between the corporate management and the 

project manager – for example, of the priority of the project in relation to other projects, 

of vital results of the project, and of the management role in the project process. 
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- Promoting a shared understanding downwards between the project manager and the 

participants – for example, of the priorities of the project sub-deliveries, of the importance 

of the project resource frameworks, of the approach to implementing the project, and for 

the main task division between the participants.   

 

 

In his book Project Management 2.0 Harold Kerzner brings up the three P:s required to perform a 

project; people, processes and politics. (Kerzner 2015, 152). PM 2.0 is defined as PM1.0 + 

distributed collaboration. Distributed collaboration is driven by open communication. It thrives 

collective intelligence that supports better decision making.  Traditional project management 

favoured hierarchical decision making and formalized reporting, whereas PM 2.0 stresses the need 

for access to information by the entire project team, including the stakeholders and people in the 

project governance committee. (Kerzner 2015, 4) 

 

Table 1 Differences between PM 1.0 and PM 2.0 (Kerzner 2015, 6) 

 

Factor PM 1.0 PM 2.0 

Project approval processes Minimal project management 

involvement 

Mandatory project 

management involvement 

Types of projects Operational Operational and strategic 

Sponsor selection criteria From funding organization Business knowledge 

Overall project sponsorship Single-person sponsorship Committee governance 

Planning Centralized Decentralized 

Project requirements Well defined Evolving and flexible 

Work breakdown structure 

(WBS) development 

Top down Bottom up and evolving 

Assumptions and constraints Assumed fixed for duration 

of the project 

Revalidated and revise 

throughout the project 

Benefit realization planning Optional Mandatory 

Number of constraints  Time, cost and scope Competing constraints 

Definition of success Time, cost and scope Business value  created 

Importance of project 

management 

Nice-to-have career path Strategic competency 

necessary for success 

Scope changes Minimized Possibly continuous 

Activity work flow In series In parallel 

Project management 

methodologies 

Rigid Flexible 

Overall project flexibility Minimal Extensive, as needed 

Type of control Centralized Decentralized 

Type of leadership Authoritarian Participative (collaborative) 

Overall communications Localized Everywhere 

Access to information Localized and restricted Live, unlimited access and 

globalized 
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Amount of documentation Extensive Minimal 

Communication media Reports Dashboards 

Frequency of metrics 

measurement 

Periodically Continuously 

Role of software As needed Mandatory 

Software tool complexity Highly complex tools Easy-to-use tools 

Type of contract Firm fixed price Cost reimbursable 

Responsibility for success With project manager With the team 

Decision making By project manager By the team 

Project health checks Optional Mandatory 

Type of project team Collocated Distributed or virtual 

Resource qualifications Taken for granted Validated 

Team member creativity Limited Extensive 

Project management culture 

within firm 

Competitive Cooperative 

Access to stakeholders At selected intervals Continuous 

Stakeholder experience with 

project management 

Optional Mandatory 

Customer involvement Optional Mandatory 

Organizational project 

management maturity 

Optional Mandatory 

Life-cycle phases Traditional life-cycle phases Investment life-cycle phases 

Executive’s trust in project 

manager 

Low level of trust High level of trust 

Speed of continuous 

improvement efforts 

Slow Rapid 

Project management 

education 

Nice to have but not 

necessary 

Necessary and part of life 

long learning 
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2.1.1 Motivating the project team 

 

Whose responsibility is it really that the personal at a work place are motivated? Well, you alone 

can not motivate your co-workers. They need to take their own responsibility. (My translation 

Chefspocket - Motivera på jobbet, 05.01.2016). It can be said that even if the responsibility is 

shared, there’s a need to motivate the project team and you as a leader have unique possibility to 

do so. It is virtually inevitable for flaws to occur in internal information or other tensions and 

conflicts during projects. How work is coordinated by project managers can prove to be an 

important source of motivation, specifically by making sure that clear information is available, 

responsibilities are known, and the relationships with other organizational units or departments are 

working well (Wunderer and Küpers 2003, 211 in Wastian et al. 2015, 56). Motivational losses 

are reduced if members perceive the project’s goals and purpose as well as their project 

membership as attractive and if they feel a strong sense of responsibility for their project’s success 

(Sheppard 1993 in Wastian et al. 2015, 40). 

 

In long term there is a risk that unmotivated co-workers will spread badwill about the organisation 

externally, towards customers and other contacts. The project team can even cause larger work 

environment problems than public discomfort. It is normal for conflicts to occur within the group 

and it might start to resemble bullying if the co-workers nominate scapegoats for the bad 

atmosphere. (My translation Chefspocket - Motivera på jobbet, 05.01.2016)  

 

Talented bosses build on existing strengths not changing weaknesses (My translation Fredriksson 

2007, 39). People work more effective for bosses that they like - and they like the bosses in 

proportion to how they make us feel (My translation Karlöf 2008, 119). It has been proven 

scientifically by an American psychology named Frederic Skinner that it’s more effective to 

promote positive behaviour than to punish bad behaviour if you want to achieve change (My 

translation Fredriksson 2007, 39). The style of leadership is a significant factor in motivation. The 

Swedish author named Ingemar Fredriksson (2007, 12) is of the opinion that as leaders we should 

not increase the workload for anyone, instead we should work smarter. 
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It is certainly verified via research that people all over the world feel an obligation to pay back if 

they have received something. This is not possible in the work place since many employees see 

that for their efforts they do not get a reward and considers it as a right. (My translation Fredriksson 

2007, 58) 

 

The leader is also in a position to be a source of bringing down the motivation for the project team. 

As an example Morten Fangel mentions that he gets the impression that the master planning in 

some organisations, and by some project managers, is still considered to be a question of “filling 

in a template” to ensure that the projects comply with the formal requirements for approval. 

(Fangel 2013, 174). This is counteracting the purpose of the templates which should be a tool for 

helping the project leader to lead his team, distribute information and create project awareness. As 

the old Chinese saying goes: “Tell me, and I forget. Show me, and I remember. Involve me, and I 

understand.” The planning, control and follow-up are key factors for succeeding with a project and 

risk analysis, execution plans, reports, time schedule are to be governing visual tools to get the 

flow of project working well. It is important to emphasize if leading a project badly it might not 

only be affecting the project, but also the team members. People leave bosses, not places of work! 

(My translation Fredriksson 2007, 38) 

 

Fredriksson (My translation 2007, 69-70) brings up the importance of a present leadership. The 

present leadership means that you can help the personnel to prioritize their work. It also gives you 

understanding of the current situation of what is good or bad which you could never get from a 

board room or an Excel-sheet. By asking questions to learn and not criticize about why things are 

done in a certain way you’ll get a constructive dialogue. In the end a present leadership provides 

a possibility, and is possibly the only effective solution, to transfer values and expectations to the 

personal that will make them act in a way that benefits the company, customers and owners. This 

will also be more effective way to govern their attitude than work descriptions and policies. 

Remember that you will never get people to see things as you want, if you don’t treat them as 

individuals.  
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When talking about motivation it’s usually differentiated between inner and external motivation 

factors. The CDE can affect some factors, but some falls outside the authority of the held position, 

eg salary. A few examples are mentioned below:  

Inner motivation factors are: 

 The work task in themselves. They should be challenging, interesting and varying. 

 Achievements. Satisfaction of a job well done, problem solving and to see the result of 

the work. 

 Response, acknowledgement and appreciation for a job well done. 

 Control and responsibility for one’s own work situation 

 Promotion 

 Opportunity of development 

 

 

 

 

 

External motivational factors: 

 Work conditions, work environment 

 Job security, working conditions 

 Salary 

 Status 

 Leader competence and work management 

 Relations in the company as a whole - company policy and administration 

 Relations between management and the employees 

 Work conditions which affect the life outside of work 

(My translation Chefspocket - Motivera på jobbet, 05.01.2016) 
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2.1.2 Communication 

 

The foremost purpose of communication management in projects is to ensure that all stakeholders 

are given the information they need to carry out and finish the project in time and as initially 

requested (Wastian et al. 2015, 57). Without consistency, communication will eventually break 

down. (Pritchard 2004, Page 4) 

 

Project communication refers to the transfer of information to and the interaction among various 

parties and stakeholders in the project. There are many dimensions of communication: There are 

always two, and often more than two, parties taking part in communication, and communication 

can be one or two way, formal or informal, oral or written, planned or spontaneous, and factual or 

emotional in content. Regardless of its particular form, communication is a crucial means of 

influence within a project or in any other objective-orientated activity, because, in addition to the 

transfer of information, communication involves interpretation, adoption, and feedback regarding 

the information content. (Artto et al. 2011, 180) 

 

The purpose of communication planning is to anticipate the project’s communication content, to 

understand the information needs of the stakeholders, and to choose the proper channels to execute 

the communication. (Artto et al. 2011, 181) 

 

The role of the project manager is one of communications facilitator. That does not mean he or 

she sends all of the communications. It means that the project manager is responsible for ensuring 

that communications are sent, received, and (to the degree possible) understood. (Pritchard 2004, 

3). Remember that the project manager should function as the central social figure in the project. 

Project management is not dealt with just by e-mail, even if email might be a good tool for the 

right issues. (Fangel 2013, 358)  

 

Successful project work is based on sharing the information that is relevant for fulfilling the (client) 

requirements defined in the project assignment. It is therefore highly dependent on communication 

(Wastian et al. 2015, 61). 
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2.1.3 Processes 

 

The traditional definition of the word process is: a process is a series of connected activities. The 

process refines a product or a service to serve the needs of the client (My translation Alexandersson 

et al. 2012, 26). Another way of explaining it is: A process is what happens within in the company, 

step by step, until the customer receives the product. These events consists of a continuous series 

of operations, and how the employees interact. (My translation Alexandersson, et al. 2012, 26) 

 

Project team leaders must make sure that teams cooperate with and support the other teams and 

departments with which they are required to interact within and across organizations in order to 

deliver their project objectives (Wastian et al. 2015, 156). By working with the company’s cross-

functional flows, we encourage a customer-focused holistic approach (My translation 

Alexandersson, 2012, 31). Cialdini brings up in his book further interesting examples on how to 

affect human behaviour. A few things he brings up and emphasizes is how important it is for us 

people to appear as consequent in our way of acting (”constistancy”). He even brings up the 

positive effects it brings in behaviour change if we in some way prepare us to something in a 

certain way (”commitment”). If we have told others that we are going to start to come to work on 

time we will more inclined to keep this promise rather if we only have told it to ourselves (My 

translation Fredriksson 2007, 19). 

 

Unlike time-limited projects the process is continuous and repetitive (My translation 

Alexandersson et al. 2012, 27). It is a challenge to proactively devote time and attention to 

clarifying the upcoming management of a project and to convert the result into an activity plan. 

An even bigger challenge is to follow up and evaluate the actual management effort – and to 

establish an ongoing learning process regarding the way the project management takes place 

(Fangel 2013, 84).  

 

The turnover achieved by the KIBS (Knowledge Intensive Business Service) is based not only on 

fully customized services, but also on partially customized, or even fully standardized services. 

(Di Maria et al. 2012, 5). It is highly important to make official processes to the consequent way 

of working and be able to improve the quality through the processes. It has been said that flaws in 

quality are in the costs of 20-40 % of the companies’ turnover (My translation Alexandersson et 
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al. 2012, 15). It is important to remember when building up or improving processes that it is about 

how something is said, not what is said (My translation Alexandersson et al. 2012, 55) 

 

In determining if preformatted tools should be used with a given set of stakeholders, the following 

questions should be considered: 

 Will this ensure the client/customer a more consistent project experience? 

 Is this something that will happen more than once in this project? 

 Will the tool lead to a better understanding of the information to be communicated? 

 Is the amount of the time required to earn the tool less than the amount of time to create, 

share, and store the message ad hoc?  

(Pritchard 2004, 197) 

 

 

2.2 The nature of projects and expectations on the leader 
 

The role of being a leader brings with it a lot of demands and expectations. A leader will experience 

unwarranted criticism, high expectations on the personality, requests to perform tasks outside his 

direct influence and complaints on his decisions. To lead means also to be able to tackle unpleasant 

situations for which one might not necessarily possess the right skills or tools.   

 

2.2.1 Understanding of project characteristics 

 

Among the central characteristics of projects are high task complexity, time pressure, and 

uncertainty about the project’s success. (Wastian et al. 2015, 44). If the projects are not successful, 

the most common assumption is that the project manager was not up to the task entrusted to him 

or her. In business, this often means the immediate dismissal of the project manager. However, the 

project’s size and complexity, implementation time, quality of service, and interface issues should 

play a particularly important role in the evaluation of the success of a project (Wastian et al. 

2015, 215). 
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Even the best structures and processes for project communication cannot hope to be efficient if the 

behaviour of the people involved in projects and their stakeholders undermine them (Wastian 

et al. 2015, 68). Project leaders or initiators often experience negotiations with sponsors and other 

stakeholders as unpleasant and difficult (Wastian et al. 2015, 25). The ability to solve problems 

does not depend on the program leaders’ coordination alone. It was demonstrated that the most 

significant problems occurring over the course of the project could only be resolved by direct 

intervention of the investors and top management (Van de <ven et al. 1999 in Wastian et al. 2015, 

27). Unfortunately, most project managers lack political savvy and have poor conflict resolution 

skills (Kerzner 2015, 159). Even a good leader and kind manager creates conflicts since this is part 

of the daily work. A leader will always eg. make decisions which someone will react negatively 

to, decisions which affect a part of the personal in less nice way (Ahrenfelt & Berner 2010, 62) 

 

The project manager may have limited or no authority at all to make the decision even though they 

may have a serious impact on the project outcome. (Kerzner 2015, 234). Often, projects managers 

are not provided with sufficient resources (personnel, money, time, power/formal authority) 

(Pinto 1998 in Wastian et al. 2015, 130 and (Kendrick 2006 in Wastian et al. 2015, 112-113). 

 

The employee responsibility for the company well-being have been clouded by the issues which 

are mostly discussed, the employee rights. That a manager is not allowed to set demands on 

increased performance is motivated today with increasing cases of burnout which are blamed on 

the places of work (My translation Fredriksson 2007, 12). It is absurd that it is totally acceptable 

to set demands on a 12-year old in a football team to fight and perform while it is nearly 

unthinkable that a boss in a company could say to a grown-up to work harder. (My translation 

Fredriksson 2007, 12). On the other hand it does seem like the personnel wants to see that you set 

demands (My translation Fredriksson 2007, 46). This could be for the project goal and that can be 

done without specifying how the employee should get there. You don’t have to get angry to 

motivate your demands, they are entitled by your role and by performing that role in a professional. 

(My translation Fredriksson 2007, 46). 
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2.2.2 Expectations on a leader 

 

To be in leading position is more natural for some personalities than others and even more criteria’s 

comes into equation when looking for the ideal leader. Below are qualities in a modern and 

successful leader. They should be considered as the ideal picture which they are. (My translation 

Karlöf 2008, 103) 

 

 Open and extrovert  Determined 

 Inquisitive  Critical 

 Sensitive  Experimental and tolerant for mistakes 

 Results-oriented  Trustworthy 

 Inspiring  Enthusiastic 

 Calm  Swift understanding for complex contexts 

 Free from prestige  Warm and compassionate 

 Brave  Ability to bring front the best in people 

 Confident  A good listener 

 Flexible  

 

(My translation Karlöf 2008, 103) 

 

To be in a leading role (and especially if moving into a leading role) one should be aware that the 

surroundings and the perceptions on how you work will change eg: a manager must refrain from 

the following: 

 

1. To lose his temper 

2. Be part of the gang 

3. Discuss personal problems 

4. Openly discuss all opinions at work 

5. Be reluctant towards changes 

6. Avoid difficulties 

7. Fight his opponents 

8. Nominate favourites 

9. Prioritize self interest 

10. Ask other to do what you don’t want to do yourself 

11. Expect praise 

 

(My translation Karlöf 2008, 35)  
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2.3 Project success factors 
 

According to ICB1 V3.0, the success of project management is “the appreciation of the project 

results by interested parties environments” (Caupin et al. 2006, 30 in Wastian et al. 2015, 88). 

Successful project management is derived from three main components; ability, motivation and 

opportunity (My translation Karlöf 2008, 36). 

 

Studies have shown that the flow (Wastian & Schneider 2007) and the success of a project 

(Gemünden and Lechler 1997) are influenced by the behaviour and competences of the 

participants, the design of processes (project management, communication, information, 

cooperation), and a number of external factors and conditions (Wastian et al. 2015, 85). 

 

Ayas (1996) mentions a total of five success factors that are critical for any project: the style of 

leadership, team development, outsourcing of specific parts of the project to partner companies, 

personnel management, and support from upper management (Wastian et al. 2015, 216). 

 

In the light of socially mediated learning by codetermination, the early stages of projects groups 

should be seen as an upfront investment, because project members often have to develop a shared 

understanding of central aspects of their new task before starting to work on the task itself. At the 

same time, they have to make an effort to successfully coordinate and organize their individual 

knowledge resources. For this reason, the initial project phase can often be quite tedious, and 

project members can get the impression that they are not making progress. However, this stage is 

of particular importance for the project’s eventual success (Wastian et al. 2015, 42). 

 

Communication and cooperation represent key factors for the success of the project management 

(Wastian et al .2015, 31). 

 

The “that-is-not-my-job” syndrome can become a real danger for project’s success if it depends 

on team members’ willingness to redefine their tasks, or simply walk the extra mile when needed 

(Wastian et al. 2015, 119). 

 

 

                                                 
1 IPMA competence baseline version 3,0 
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Failed leadership can almost always be referred to one of the three dimensions which define 

management. Either there are flaws in the human relations for different reasons, or in the setting 

and follow-up of goals for the whole or parts of the organisation (My translation Karlöf 2008, 35). 

 

Table 2 Influencing factors in projects (Wastian et al. 2015, 23) 
 

Influencing 

factors 

Examples of enablers and barriers 

External context External conditions determined by stakeholders (e.g external providers, competitors); public 

opinion and press; laws and regulation; project contracts/terms and conditions; external 

markets and industry in general (e.g. demand and market share potential) and 

macroeconomic factors; infrastructure 

Internal context Conditions set by stakeholders within the organization (sponsors, management, other 

departments, colleagues) or by project participants themselves; availability of resources 

(personnel knowhow, materials, instruments); internal project structures. 

Coordination Coordination and, if applicable, monitoring of structures (stake-holders, roles and 

responsibilities, organization, infrastructure), processes (commissions, workload, 

milestones, project progress, tasks, meetings, learning), and project outcomes; resource 

management personnel, materials, instruments, knowledge, information); coordination of 

planning and conceptual work. 

Temporal factors Targets and deadlines; delays; speed; time pressure; temporal resources, time management, 

forecasting, working hours; future potential or sustainability of the project or its results; 

(dis)continuity; (de)synchronization of processes, etc.. 

Financial factors Economic factors influencing the project (money, costs, price, return, financing, investments, 

offers, turnover, profit, fiscal factors) 

Motives and 

interests 

Intrinsic motivation of parties involved; goals that serve their personal interest and political 

motives, which can work for and against the common good of the project. 

Expectations Expectations held by those involved in the project or by external stakeholders regarding the 

way the project is run, its results etc. 

Competence and 

behaviours 

Competences (knowledge and skills), work practices and project related behaviours as well 

as strategic approaches taken by one or more of the parties involved 

Quality and 

progress 

Quality of the project, project management, process mapping; project execution, i.e results; 

overall progress; a breakthrough after introducing improvement plans or corrective measures 

Communication 

and cooperation 

Communication, situations involving cooperation, and overall extent, type, (i.e. negotiations, 

discussions, mails, terminology, operating definitions, communication rules), and quality of 

the communication and cooperation; attitudes and behaviours in relation to communication 
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2.4 Customer cooperation 
 

Theoretical and empirical research on KIBS has emphasized the close relationships existing 

between KIBS and their customers in terms of service production, knowledge creation and 

innovation. (Di Maria et al. 2012, 3). Successful projects almost always involved joint KIBS-client 

teams. Two-thirds of satisfied clients (as compared to less than a third of dissatisfied clients) 

reported that the team work had been so effective it was hard to distinguish between employees 

and consultants. (Di Maria et al. 2012, 31). Päällysaho (2008) reviewed several studies to conclude 

that KIBS can benefit from coproduction and close relations with clients, and benefit in more ways 

than repeat business and stable partnerships. (Di Maria et al. 2012, 27) 

 

Client inputs of knowledge are required for the KIBS to design, produce and deliver the service 

solution, and client motivations and capabilities for its successful absorption. Often, the exact 

nature of the requisite inputs is highly uncertain at the outset of the service relationship (an 

exception is when there has been a long business partnership and little staff turnover). Even if 

efforts are made to design coproduction roles at the earliest stages, these will need to be elaborated 

and quite possibly be reinvented in the course of a relationship. Bettencourt et al. (2002) discuss 

the situation of KIBS providing complex and highly customized services, which have high 

requirements for such engagement. They identified six features of the client roles that are required 

for the effective coproduction of the service solution, with the KIBS firm. Summarizing their 

extensive analysis, these are (1) communication openness (sharing pertinent information with 

service provider in honest and timely fashion); (2) shared problem solving (taking initiatives to 

identify and resolve problems, sharing responsibilities); (3) tolerance, accommodation (patience 

and understanding in the event of minor problems); (4) advocacy (the sponsoring individuals 

promote the project within the client organization); (5) involvement in project governance (such 

as monitoring of progress); and (6) personal dedication (being conscientious  and responsive). (Di 

Maria et al. 2012, 31-32) 

 

The extension of the service relationship through time may also involve extension across a range 

of settings – in different premises and sometimes other physical environments, in virtual 

environments and telephone encounters, and so on. The client intensity (interactivity, 

coproduction) and the extensivity (over space and time touchpoints) of services, is what makes 

service design so different a craft than conventional industrial product design. (Di Maria et al. 

2012, 19) 
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Conflicts with clients are not uncommon during a project. Everyone doesn’t see things in the same 

way. The solution is to realize the reality of the counterpart looks different that your own and to 

respect this. To avoid unnecessary conflicts the respective parties should try to see problem from 

the others perspective. (My Translation Fredriksson 2007, 43-44). It’s also worthwhile to 

remember that sometimes clients will be mistaken as to the nature of their problem. Data may be 

inaccurate or misunderstood (Di Maria et al. 2012, 17). 

 

 

2.5 Organizational Politics 
 

A comprehensive study was conducted some years ago into organisational politics in California - 

87 bosses in 30 different electronics company where interviewed, of which 30 are CEO:s, 28 

middle managers and  29 supervisors. The most meaningful results are listed below:  

 

1. It seems that the higher up in the organisation the manager is the wider the perception of 

politics in the organisation is.  

2. The bigger the organisation the more internal politics take place. 

3. Employees in management positions are considered to be more political in their 

behaviours than those who works in line positions. 

4. Managers and persons working in marketing are perceived as more politically orientated 

than persons working in production. 

5. Organisational changes cause more political activity than any other type of change. 

6. A majority of the interviewed (61 %) believes that political behaviour promotes their 

carriers. 

7. Almost half (45 %) believes that politics in organisations takes energy from achieving the 

company goals. 

8. Managers who believe that political behaviour has a positive effect for the organisation 

explains that through this one visualize ideas, improves the way of working and 

communication as well develop teams and groups and thereby the company spirit. Misuse 

of resources and conflicts are mentioned as typical problems which on the other side causes 

negative effects. (My translation Karlöf 2008, 124) 
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Reasons for playing politics (Kerzner 2015, 154) 

 Wanting to maintain control over scarce resources 

 Seeking rewards, power, or recognition 

 Maintaining one’s image and personal values 

 Having hidden agendas 

 Fear of the unknown 

 Control over who gets to travel to exotic locations 

 Getting others to do one’s work 

 Seeing only what one wants to see 

 Refusing to accept or admit defeat or failure 

 Viewing bad news as a personal failure 

 Fearful of exposing mistakes to others 

 Viewing failure as a sign of weakness 

 Viewing failure as a damage to one’s reputation 

 Viewing failure as a damage to one’s career 

 

While it is not always possible to tell when someone is playing or intends to play the political 

game on your project, there are some tell-tale signs that this may be happening: Some of the signs 

include (Kerzner 2015, 158): 

 People do not care about your feelings 

 People avoid discussing critical issues 

 People never ask you about your feelings on the matter 

 People procrastinate making decisions 

 People have excuses for not completing action items 

 People discuss only those items that me benefit them personally  

 

The organisation and the leader should keep in mind that to counteract organisational politics and 

make successful projects, the right persons with the right attitude are needed. Knowledge and 

experience can be obtained. Attitude can be impossible to change. (My translation Fredriksson 

2007, 22). This also applies to the manager levels. A bad boss could say ”be talented, but not more 

talented than I am” (My translation Fredriksson 2007, 40). 

In the following chapter I will summarize my interpretation and further use of the theories 

described above.  
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3 MY THEORETICAL FRAMEWORK 

 

To clarify what factors influence a successful project I wanted to define what is considered to be 

a successful project. According to ICB V3.0, the success of project management is “the 

appreciation of the project results by interested parties environments” (Caupin et al. 2006, 30 in 

Wastian et al. 2015, 88). Successful project management is derived from three main components; 

ability, motivation and opportunity (My translation Karlöf 2008, 36). The importance of involving 

interested parties (stakeholders) is also further mentioned in the comparison of traditional project 

management favoured hierarchical decision making and formalized reporting, whereas PM 2.0 

stresses the need for access to information by the entire project team, including the stakeholders 

and those in the project governance committee. (Kerzner 2008, 4). Ayas (1996) mentions a total 

of five success factors that are critical for any project: the style of leadership, team development, 

outsourcing of specific parts of the project to partner companies, personnel management, and 

support from upper management (Wastian et al. 2015, 216). I can establish from earlier research 

that the stakeholder interests play a large role on how a successful project is perceived and I will 

focus my research on how a CDE can get information to stakeholders. The five critical success 

factors mentioned by Ayas and I’ll use them as a base to further research the how the CDE should 

lead his team.  

 

In his book, Project Management 2.0, Harold Kerzner brings up the three P:s required to perform 

a project; people, processes and politics. (Kerzner 2015, 152). With these requirements as base I 

will use them in my research to define factors that promote CDE leadership. The need of the right 

attitude by the people in the project is further explained that even the best structures and processes 

for project communication cannot hope to be effective if the behaviour of the people involved in 

projects and their stakeholders undermine them (Wastian et al. 2015, 68). Project team leaders 

must make sure that teams cooperate with and support the other teams and departments with which 

they are required to interact within and across organizations in order to deliver their project 

objectives (Wastian et al. 2015, 156). In addition to cooperation it is stated the importance of 

making official processes to the consequent way of working and to be able to improve the quality 

through the processes (My translation Alexandersson et al. 2012, 15). To further analyse people 

and processes I’m going to approach the leading role of the CDE in terms of motivation and 

cooperation. Kerzner (2015, 154) lists the reasons for playing politics and Karlöf (2008, 124) 

presents the most meaningful results from a study conducted some years in California into 

organisational politics. The knowledge of organizational politics is more perceived higher up in 



22 

 

the organization although it affects everyone and how to approach it has been left out of both the 

authors’ earlier research.  Since organizational politics is said to be a part of every project I will 

research into the statement as well as what a CDE should and can do when politics affect the 

success of the project. 

 

The position held by a project discipline sets some restrictions and challenges to perform these 

tasks, but also opportunities. The project manager may have limited or no authority at all to make 

the decision even though they may have a serious impact on the project outcome. (Kerzner 2015, 

234). Limitations and authority are also explained so that often projects managers are not 

provided with sufficient resources (personnel, money, time, power/formal authority) (Pinto 1998 

in Wastian et al. 2015, 130) and (Kendrick 2006 in Wastian et al. 2015, 112-113). The project 

leader should however strive for cooperation and communication in projects. Successful projects 

almost always involved joint KIBS-client teams. Two-thirds of satisfied clients (as compared to 

less than a third of dissatisfied clients) reported that the team work had been so effective it was 

hard to distinguish between employees and consultants. (Di Maria et al. 2012, 31). The amount of 

stakeholders and people that a CDE encounters are numerous and I chose to research the customer 

cooperation and relations to Line Manager who possess the authority over eg. resources.  
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4 RESEARCH METHOD 

 

The role of a CDE means making decisions within a project which is affecting a number of internal 

and external stakeholders. As the purpose of the thesis is to research factors influencing a 

successful project I saw it fit to investigate the different stakeholder interests in a project; project 

team, customer and other affected stakeholders such as Line Managers and other companies.  

In order to find a red thread amongst the stakeholder expectations and interest on a CDE and I 

made the decision to research opinions on a CDE job description and what kind of personality 

traits the CDE should have. It was obvious from earlier research and own past experience that 

communication and motivation is needed from the project leader to promote cooperation. I wanted 

to confirm this form all stakeholders and go deeper into the cooperation factors. In the daily work 

as a CDE I have noticed that a lot of effort goes to project resourcing; getting/having/keeping 

persons with needed competence as per project need and I focus part of the research to Line 

Manager and CDE relations. Organisational politics is also requiring “additional” efforts with 

addressing conflicts and discomforts during a project which takes a lot of time. The research on 

this topic is to get verify the coherence to earlier research as well as to investigate what preventive 

measures could be implemented in projects to mitigate risk of negative impact from organisational 

politics. 

Customer have a large role in the everyday work of any project and a lot of the project leader’s 

work is influenced directly or indirectly by the customer. The cooperation with clients is a 

significant part in performing a successful project and a great number of items affect the 

cooperation. 

I chose to conduct my research using a qualitative method instead of a quantitative. If I had chosen 

a quantitative I would not been able to keep face-to face meetings with discussion on the topics. I 

was also afraid if using a quantitative method that I wouldn’t get a good enough answer percentage. 

The secondary purpose of the thesis was also to write the first compilation of guidelines for CDE:s 

for Citec Group partly based on the research results and therefore the interviewed where selected 

with a consideration to past experiences, current positions in the company and their knowledge of 

design tools and processes of the Citec Group. In total 12 persons were interviewed globally in the 

company. 

The first interview for this thesis was held with my company supervisor and in addition to 

researching the first interview worked as question validation and testing. After the first interview 

was conducted I received feedback from my supervisor and rephrasing to some questions was 
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done. Earlier research material was added to some questions to further clarify the expectations. I 

had nine main questions in the interview and each interview lasted between 2-3 hours. In the 

interviews a lot of other issues were also discussed from the participants on their own initiative, 

eg development works, personal experiences and their own well-being in the company. 

 

The questions were not sent on beforehand to the persons interviewed and were revealed in the 

order which they are presented below. The answers were written down during the interviews and 

sent back to the participant for cross-checking and commenting to ensure that I had understood the 

answers correctly. The interview questions where the following: 

 

1. What do YOU expect in a CDE job description? What traits do you expect in a CDE? 

2. How do YOU describe/define a successful project? 

3. What do you see as the 5 greatest risk factors for not having a successful project? 

4. What are the concrete measures a CDE should do to promote inter-and cross disciplinary as well 

as external cooperation? 

5. What are the most important things to keep in mind in Line manager - project management 

relationships? 

6. How to get the design team lead by the CDE to commit to the project and take responsibility; 

getting the project team to consider the project as OUR PROJECT. 

7. What can and should a CDE do so that he/she can get project status to external stakeholders? 

How should information be presented to have the greatest impact on external stakeholders (and 

via who)? 

8. Internal politics in project management. Department-department and person-person. What to do 

when this is spotted? What preventive measures can be taken in to use? 

9. How to gain customer confidence in the project team in the first external kick-off meeting? (first 

weeks/months of the project) 
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5 RESULTS 

 

What do you expect in a CDE job description? 

 

The role of the CDE is that the CDE should be responsible for his/her own discipline and take on 

the role as Project Manager in single discipline projects. I have myself been questioning the 

statement “responsible for his own discipline” when having a multi-discipline project. To illustrate 

an example would be when one discipline might have made an error in design or suffered a delay 

and the solution needed to get the project back on track is very time consuming, expensive or can’t 

fulfil the expected quality. In this example I suppose the solution is to create a cost allocation 

activity in the project and motivate the team to work together to solve the mistake, but I see there’s 

a risk is the discipline members loses face and the organisational politics might start.  

 

There were some concerns about CDE being PM in large single discipline projects. Some CDEs 

and PMs commented the following: “CDE=PM=>good guy/bad guy scenario is not possible 

anymore”. I can relate to this scenario since the CDE and customer counterpart are both leading 

their parts of the project disciplines and sometimes the project interest might temporarily not be in 

sync. The Project Manager could take the role as the bad guy to ensure CDE has the best possible 

environment to perform is work and focus discipline cooperation which require a good open 

communication on the technical parts and too much conflicts between the discipline leaders makes 

the project suffer.  

 

A general answer of the CDE task was that he should lead and coordinate his discipline. The CDE 

must be part of the process steering and control/follow up of the progress, inputs, design and 

approve the design before it is delivered to customer. He should plan the project execution together 

with other CDE:s and the Project Manager and as suggested by another CDE together with 

department leaders and customer. I think this suggestion is really good and I have often wondered 

why it is not normal practise, but in the same time I would recommend that one evaluates the needs 

and earned value before deciding to involve too many persons to the planning.  

 

The CDE must stay ajour of what goes on in his own disciplines and in general of what happens 

outside his own area. He should be aware of the general requirements and customer/stakeholder 

expectations of the project. The CDE:s task is to clarify the project frameworks to the design team. 

I noticed in my interviews that many designers expect that the CDE takes care of all input hunting, 
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time scheduling, project planning etc. I myself expect designers to be pro-active and when being 

in a leading position it’s not motivating for me to hear comments such as “no one informed me 

when it was to be ready, who to send it to…”  As a comparison I start to think of what would one 

do if you will lend your car to a friend? You clarify for how long does he need it, when do you 

need it back, how far is your friend going to travel with it, does your friend have a license and why 

does your friend need it. A very clear understanding between the two parties will form; based on 

respect and an open dialogue, but when you are assigned a task in a project this kind clarity does 

not usually take place.  

 

The need of inter-cross disciplinary communication was the most common answer for this 

interview question; create discussion opportunities for team members such as kick-off and review 

meetings, social events and face to face encounters. The CDE is having communication 

responsibilities towards customer counterpart and to other stakeholders involved/affected by the 

project and one designer added that CDE is to be the primary contact to sub-consultants. My own 

whish would be that in multidiscipline projects it’s the Lead Engineer own assigned design team 

who is the contact person for project related issues and the Project Manager for contractual issues. 

 

Scope management - CDE is responsible for his discipline scope of supply. Scope management 

was explained in the following by the interviewed - we do the work and deliveries as per contract 

and other legal obligations, but in my opinion it is equally important to have the “eye on the game” 

and evaluate if some additional scope is to be done to keep the customer satisfaction. The discipline 

budget is affected by several internal and external factors and therefore one CDE said that a “CDE 

shouldn’t be solely responsible for the costs”. A Project Manager commented in relation to the 

budget that “Discuss time concept with designers rather than budget”. 

 

Change management - CDE is always willing to take on additional work in the project and support 

the client and the CDE:s role is to manage the time and cost aspects in regards to the 

company/project team capacity whilst considering the project needs. Time schedule is the number 

one document to review after a change is observed - plan ahead with deadlines and at least two 

weeks ahead. The contractual milestones are very important and from my own experience one 

should be careful when performing change management to no delay these milestones. 

 

Resource management - evaluate the project needs, needed resources, type of resources 

competences and monitor their workloads. In the interviews it was mentioned that CDE should 

rather under resource the project than over resource. 
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Task management - is following the list of deliverables and what tasks are needed to be done to 

reach a delivery. Designers commented in the interviews that a CDE delegates the work. I want to 

point out that there is a risk that the CDE have to go to micro level with delegating tasks and in 

large projects this is part of the Lead Engineers work who in turn is responsible in organizing his 

design team. 

 

Documentation Management was mentioned only by one interviewed person and I am not at all 

surprised that it was done by a fellow CDE. I can from experience say this is a big part of the 

project work; leaving digital footprints and distributing information through global tools as well 

as following set forth quality systems such as IS09001.  

 

Quality Management was not part of the results in this question. It might of course have been 

considered to be an obvious point and wasn’t therefore mentioned. However, the interviewed 

raised this issue question two and three when we discussed definitions of successful projects and 

risks to not having successful project. 

 

The CDE need to have some technical background in his own discipline such as commercial 

knowledge, HSEQ2 requirement and be part of developing solutions. There where expectations 

that a CDE is an expert in his own discipline, having state-of the art knowledge and can make 

decisions by him/herself; meaning CDE doesn’t ask client on every occasion. 

 

The CDE should have a wide network of company resources and know the project team members. 

The CDE should be a source of motivation and get the team to take responsibility. I was happy to 

hear the points about motivation and getting the team to take responsibility coming up as answers 

in the first question because this was some of the points I wanted to clarify in the interviews.  

                                                 
2 Health, safety, environmental and quality 
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What traits do you expect in a CDE? 

 Pro-active approach  want to do projects 

 want to lead  Be committed 

 Professional  Reliable 

 Customer orientated  human relation skills 

 Be able to communicate  Language skills 

 Reliable  Motivator 

 demanding but fair  Brave 

 Not afraid to bring forward difficult 

questions and problems to client 

 Strong willed 

 Thorough  Systematic 

 Stay calm 

 Understanding 

 Having an eye for the game 

 

 

 not aggressive 

 Flexible 

 

 

How do you describe/define a successful project? 

 

The top factor to describe a successful project was that design stayed with budget; original + 

change orders. Out of all the interview queries that I had it was only in this one where all 

interviewed had the common answer. The following top three factors for successful projects were 

customer satisfaction, on time deliveries and repeat business. I see that again the project 

management triangle is valid; the link between cost-time-scope and quality.  

 

Repeat business is worth more than one successful project staying within design budget. Gaining 

customer confidence and establishing cooperation should be considered as an investment. 

Customer satisfaction is the primary reason for repeat business and satisfaction is influenced by 

the end product performing as intended, expectations were met or exceeded and support from 

designers was in good time during eg manufacturing and construction phases. Supplier satisfaction 

was influenced by good cooperation during design, appreciation of the design contribution and 

involvement in the execution of the construction and commissioning of the end product to which 

project manager commented: What if design stays only as design and does not get built. Did we 

have a successful project then? 
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What do you see as the 5 greatest risk factors for not having a successful project? 

 

There are a number of external factors that can affect the success of a project eg. political decisions, 

finance market and exchange rates. Several projects have also proved that the approval process of 

the client or end client can cause severe extension of design time or additional documentation. 

 

External parties such as other companies and customers might be a risk for a project. The most 

usual problems which are causing turmoil from external parties are that a fully detailed project 

time schedule is missing and poor quality of received inputs. Other factors can be lack of 

cooperation, low knowledge on the requirements, difference in design tools and lack of processes 

and of course external parties project management maturity. 

 

Internal company risk factors can be poor project portfolio management and not managing to 

resource globally with know-how or availability. The motivation in the team might be low due to 

company attitude, personal appreciation and design tools aren’t developed. The offer preparation 

might be poorly prepared; mistakes in scope of works or unclear exclusions and assumptions 

resulting in a budget overrun. The above mentioned internal risks are usually outside a CDE:s 

control. 

 

The CDE can be a risk to project success if he doesn’t manage internal project management, 

customer contact or internal communication. The budget can be greatly affected by a miss in scope 

of works and poor change management even though project manager defended this by saying “In 

change management added scope is easier to get approved than rework or change in 

specifications”.  

 

The project participants can be a risk factor if they don’t understand their own responsibilities or 

team motivation is low. Resource unavailability due to high workloads or unexpected absence 

such as sick leave or key persons leaving the company affect the project performance. The project 

team or company might even lack the competence to perform certain projects. The using of new 

sub-consultants was brought up by designers since they experience it difficult to receive from them 

the desired quality. 
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What are the concrete measures a CDE should to promote inter-and cross disciplinary as well as 

external cooperation? 

 

The results are quite similar to expectation on CDE work description that were presented under 

question one. The different stakeholders must be identified and their expectations clarified. The 

wishes for project clarity from designers became more evident in this question as they wanted that 

CDE should have good understand overall scope; at least own company disciplines but preferably 

also other involved companies. They also brought up the understanding of the overall time 

schedule with all discipline and that it had to be reviewed constantly against input design freeze 

dates, milestones, progress and deliveries. A CDE said during the interview that it’s very helpful 

to clarify how the input should be, not only that it’s needed. It became also more evident the 

management expectations about CDE:s role to clarify the project frameworks for the design team 

and build up mutually agreed process. Management recommended that a CDE should focus on 

requirement management and list of communication documents. I found the way of formulating 

these suggestions to be very positive because I feel they are the basis for clarification and clarity 

when performing a project.     

 

The CDE should promote earlier working concept solutions since people are keener on listening 

when presented with the solution and not the problem. The CDE must stay ajour in the project and 

make the working conditions suitable for everyone to perform their task and promote the use of 

common digital tools. 

 

Design meetings and communication are considered important. Designer’s whished for 

consequent main meeting intervals, as well as small shorter meetings as per needs dedicated to 

solve more detail challenges. The use of 3D models in review meetings was recommended by 

practically everyone. A comment from a designer surprised me when he said that he prefers on-

line meetings. This is probably practical for smaller meetings and can never replace face-to-face 

meetings. 
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What are the most important things to keep in mind in Line manager - project management 

relationships? 

 

The CDE and Line Managers should both be involved in the company’s portfolio management to 

be able to support as many stakeholder interest as possible. The Line Managers should also be 

involved or at least be made aware of foreseen projects; basically be informed in the offering stage. 

 

It was recommended in during the interviews to have an effective/slow start in the project; plan 

and evaluate with senior designers. It was recommended by a Project Manager to request project 

resources for a longer duration than it’s originally planned to perform the project in order to secure 

eg additional works or and project execution support . I agree on this comment and I hope that a 

Line Manager is of the same opinion. To secure a project a CDE can also demand the right type 

of resource and according to a Line Manager it’s respectful to remember “you can demand needed 

resources, but you shouldn’t demand them on individual level”. 

 

Communication need between both parties is of course a more or less given. The project 

requirements clarified by the CDE are to be explained to the Line Manager. This can be done 

through a manning plan containing info on project duration and the type of needed resources. To 

manage changes to the manning plan a continuous dialogue is needed between the CDE and Line 

Manager throughout the project. The communication would help the company portfolio 

management since other projects are also experiencing high and low peaks. A project manager 

mentioned in connection to this that one should “be careful in high- and low peaks; the resource 

need and interest can change for Line Manager as he might be under pressure to keep resources 

longer in projects to keep up invoicing levels or forced to transfer them to more critical projects”.  

 

 

It has also been established that making the design team aware of the coming workload helps the 

overall resourcing in the projects. Both designers and CDEs are of the opinion that usually ongoing 

projects are more important to resource and that changing of resources is costly as well as a quality 

risk. I think that although unpleasant situations appears in projects and CDE need to ask for more 

time, reduce sizes of deliver packages or even explain to customer that delivery will be delayed 

the CDE should not act out on the Line Manager since his work to manage project portfolio as 

well. 
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How to get the design team lead by the CDE to commit to the project and take responsibility; 

getting the project team to consider the project as OUR PROJECT? 

 

Several of the same answers which came up in question one for traits of a CDE came up in this 

question. The CDE should lead the project, be active, communicate with and motivate the team 

members. When I discussed motivation in this interview question a CDE said that designers can 

become motivated and inspired if the CDE helps with some designer tasks and the designers 

mentioned that it’s not motivating when a CDE “dump“ his tasks on them. I think there are several 

aspects to consider to the previously mentioned statements. One thing is if everyone know which 

task belongs to who and doesn’t make assumption. Secondly, if “dumping” ones task on 

somebody, I think it is important to explain why and ask repectfully. While leading the project it 

is expected that the CDE is part of choosing solutions and making decisions in the project, setting 

demands on the design and actively clarifies everyone’s role/task. The CDE is not restraining the 

design solutions, but is part of steering the design towards to the end goal. In the interview a 

director described the leading of a project team as the following “We give responsibility and do 

not take away the support”.  

 

 

Many of the interviewed in leading positions pointed out the importance of involving the team 

members eg external meetings and execution planning, informing them weekly hour progress vs. 

unused hours to all designers so they get to see and understand the real situation. By involving the 

designers to customer meetings project team members can get a better understanding of the larger 

picture of the project and better clarification of the customer expectations. This will usually 

promote a better design commitment. CDE should further work proactively on the team 

commitment by providing constructive feedback or site photos. Appreciation and recognition 

throughout the project will go a long way to get right feeling and the right flow.  

 

In large organizations and with help of modern day tools it is quite common to work in a virtual 

environment. It was however stated that a close geographic cooperation would promote 

cooperation and especially in times of critical project stages. The use of bonus systems tied to 

project profit was suggested by many. Personally I have had bad experiences with different bonus 

systems due to the unfairness experienced by colleagues. I also think they decrease creativity and 

causes conflicts and jealousy; possibly up the point that persons resign from the company. A 

number of CDE:s and PM:s commented that internal company  project culture affect the attitudes 

of the project teams. 
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What can and should a CDE do so that he/she can get project status to external stakeholders? 

 

The most common way of informing clients and stakeholders about progress, risks and planned 

tasks are through reports covering a certain time periods. Project Managers and Line Mangers were 

of the opinion that filling in monthly/weekly reports are a waste of time. The reports are often even 

not read and if they are read the content information and possible tasks are not necessarily 

understood correctly. It would be preferred to keep regular review meetings instead from where 

the minutes of meeting would substitute the reports. In addition to regular review meetings with 

client the CDE should evaluate if it would useful to participate in construction meetings and 

internal portfolio review meetings. A Project Manager said that he would be careful starting to 

participate meetings if they aren’t part of contractual obligations and to evaluate cost vs. benefit if 

participating for free. I also got one surprising comment from a project manager when client as a 

stakeholder: “Should we focus on client’s client or only our own client”?  

 

Generally it is understood that one have to be clear in communication and it’s better to come with 

solutions and not only the problems. To open more opportunities for discussion a project manager 

mentioned that a CDE should create a co-operation with client built on respect. Designers also 

emphasized that the CDE should involve the person next in the communication chain/hierarchy so 

that information will be distributed quicker and in a wider network.  

 

It is very important, if not mandatory, to leave digital footprints to ensure the traceability 

throughout the project. You do not know when you need to involve or explain yourself to other 

stakeholders, so keep good documentation of correspondence, inputs and outputs. It was suggested 

by a CDE to store the information such as minutes of meetings and input follow-up list in locations 

accessible to stakeholders eg in a web database. When input information or decisions are missing 

from external stakeholders and you’re forced to remind them do so professionally and by stating 

their responsibilities to the project. 
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How should information be presented to have the greatest impact on stakeholders? 

When writing reports make sure they do not contain too much information. A director 

recommended to make only one A4 report and to keep it as a simple visible traffic light report. 

Use of honest statements the reports and while presenting the problems one should show some 

solutions as well. The idea is to make it easier for the stakeholders to make a decision and by using 

3D-visualization it enables them see the larger picture. One type of recommended communication 

channels would those which require a matter to be addressed eg YSE 1998 refers to mandatory 

site construction meetings or by using customer procedures that forces the need to address the 

issue. 

 

 

Internal politics in project management. Department-department and person-person. What do 

when this is spotted? What preventive measures can be taken in to use? 

 

It was decided after the first test interview that examples of reason for playing politics was to be 

shown in the question to form a better understanding amongst the interviewed. 

Reasons for playing politics 

 Wanting to maintain control over scarce resources 

 Seeking rewards, power, or recognition 

 Maintaining one’s image and personal values 

 Having hidden agendas 

 Fear of the unknown 

 Control over who gets to travel to exotic locations 

 Getting others to do ones work 

 Seeing only what one wants to see 

 Refusing to accept or admit defeat or failure 

 Viewing bad news as a personal failure 

 Fearful of exposing mistakes to others 

 Viewing failure as a sign of weakness 

 Viewing failure as a damage to one’s reputation 

 Viewing failure as a damage to one’s career 
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The concept of internal politics turned out to be one of the questions that had the most scattered 

answers. Some of those who were interviewed said that they never encountered this and some said 

why are you showing me such a short list? I think that the persons saying that they have not heard 

of this concept before had focused on the word politics but where actually using words as trying 

to fool someone, be dishonest and not fulfilling promises in the interview. 

 

The most common answer to the question was to discuss the unwanted behaviour with involved 

parties. I see this goes to the human relation skills to the CDE. No one is really equipped to handle 

this kind of situations and it should be remembered that this comes up in a project without pre-

warning and the conflict has to be addressed quickly by a CDE with already full workload. In the 

answers several interviewed pointed out that when resolving a conflict it is important to address 

the issue and not the person. According to one Line Manager organisational politics could be 

minimized by formulating not only professional relations with the team but also personal ones. 

 

In the interviews we also discussed what could be done to prevent the non-constructive behaviour. 

The implementation of support functions for the project team to minimize fear of the unknown. 

The Line Managers should reserve time to monitor of the resource well-being in projects. It is 

recommended that everyone are clear in the communication because assumptions and 

misunderstanding could cause tension. If a major organisational political issue takes place, such 

as a department head or project key person is causing problems, the matter can be brought to the 

attention of the project steering group for advice on how to resolve it.  

 

 

When I started conducting the interviews I was very convinced that politics in project management 

always was considered to be a negative phenomenon, but one director did not always see it like 

that and formulated a statement in the following way: Politics in project management is not always 

to be considered to be a bad thing. Know this is part of the game and play it better! 
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How to gain customer confidence in the project team in the first external kick-off meeting? (first 

weeks/months of the project)? 

 

It is important to prepare yourself with background info and with other points on the agenda. A 

pro-active approach towards customer is needed eg if no agenda is available an agenda could be 

suggested although customer has called for the meeting. Show your ideas on how you plan to 

execute the project in the meeting(s). It is important to understand the customer; his needs, 

challenges and expectations. As a supplier we can help solve or suggest solutions to customer 

problems eg by additional services. 

 

When participating in meetings one should engage in “proper” meeting culture, be on time, bring 

the right/required team members to the first meeting and write a good memo. In the interviews it 

was discussed on several occasions that there are clear benefits that as a supplier we take care of 

writing the Minutes of Meeting. The idea is that we are in control of how the minutes are written 

and that there isn’t some hidden agenda in what is written to the protocol (eg something might be 

intentionally be left out or rephrased). The project team must make sure that the promises made in 

the first encounters with client are kept and deliveries are on time. 

 

A customer confidence can also be influenced by a show of supplier interest and a can do attitude. 

The most common answer to this interview question was that we have to be knowledgeable and in 

my opinion this means also to be professional. Supplier can propose solutions to problems and 

keep an honest dialogue; admit mistakes if they occur and propose corrective actions. As one 

project manager said: “Loose the sales pitch. Now we have a project that is to be done and we 

don’t know everything directly”. A Line Manager also commented “If project team members have 

a good CV, we must live up to it”.   

 

Based on my own experience I feel that the kick-off meeting should be a face to face meeting. I 

have seen the benefits when reducing the threshold to make a phone call or request for needed 

meetings between two parties. Project managers and CDE:s added in the interviews that a social 

event after the meeting eg. sauna evening or dinner is getting you to know the customer and 

therefore promotes the cooperation. One Line Manager said that bringing up familiar persons to 

the discussion/project helps break the ice. During the so called “small talks” let your references be 

known and show what design tools we use. 
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5.1 Analysis of results 

 

By having more than one interview question related to each research topic I was able to get a good 

discussion going with the interviewed. To further elaborate on this issue I want to mention that 

many of the answers I was expecting as well as additional answers and new ideas became apparent 

only afterwards when topics were revisited. One example is when discussing the CDE job 

description the task of quality management didn’t come up before we started to discuss what a 

CDE could do to promote cooperation. 

 

I was actually surprised during the interviews to notice that persons higher up in the hierarchy than 

a CDE have the expectation that a CDE is to be an expert in his own field and must have state of 

the art technology knowledge. Designers on the other hand shared my opinion that they are the 

ones to master this knowledge and that it is more than enough that a CDE has a general 

understanding of his discipline. Although the earlier research did not cover expected knowledge 

level for a leader I would anyhow make the conclusion to what Fangel states about the project 

leader is valid; the project leader should promote the desired outcome within the boundaries of 

given frameworks create suitable conditions for ALL involved parties in the project to perform 

their tasks.  

 

The word responsible was used quite often used in the results; responsible for budget, responsible 

for quality and so forth, which contradicts the theory of promoting set forth by Fangel. An example 

is that, according to Pritchard, the role of the project leader is one of communications facilitator 

whilst in the results it was nuanced in the way the leader is responsible to perform the 

communication and so much makes sure communication takes place. 

 

When comparing the traits expected from an ideal leader from earlier research and results there 

weren’t so many differences; some adjectives were the same and others have similar meaning. To 

see this clearer I’ve grouped together them in a table format. I experience there is less emphasize 

on well-being of project members in the results than it was in the earlier research and the traits in 

the results are more result-orientated. I am however doubtful to whether the same answers would 

fully apply if the same question is asked regarding the expected traits of a Line Manager. 
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Table 3 Comparison of literature review and results 

Earlier research Results 

Open and extrovert Be able to communicate 

Inquisitive Not afraid to bring forward difficult questions 

to client 

Sensitive Human relation skills 

Results-oriented Professional, customer oriented, wants to do 

projects, be committed 

Inspiring Motivator 

Calm Calm 

Prestigefree  

Brave Brave, strong willed 

Flexible Flexible 

Determined Demanding but fair 

Critical Thorough, systematic 

Experimental and tolerant for mistakes Pro-active and understanding, fair 

Trustworthy Reliable 

Enthusiastic Want to lead, wants to do projects 

Swift understanding for complex contexts Understanding, having an eye for the game 

Warm and compassionate Not aggressive 

Ability to bring the best in people Motivator 

A good listener Human relation skills 

  

 

 

In the results I could see that most of the interviewed commented directly or indirectly to the case 

of repeat business being a success factor. This was not so transparent in the earlier research except 

in the KIBS collaboration and most of the earlier research material focused on the project 

execution. My critical assessment of earlier research is that I have not studied literature on how to 

build our organisation to be the preferred supplier and limiting my research the successful projects. 

I feel that a CDE:s and the organisation must be able to read the client mood whether we should 

invoice all work we are entitled to in the project and which fights are worth taking on in order to 

achieve customer satisfaction and promote repeat business. I would also like to emphasize that the 

only time when all the interviewees gave the same answer to any interview question, was when 

defining a successful project to be within budget. I believe if I would have approached this thesis 

via repeat business instead of only project success, my interview queries would have been a little 

bit different.  
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The five critical success factors for any project: the style of leadership, team development, 

outsourcing of specific parts of the project to partner companies, personnel management, and 

support from upper management where all confirmed in the interviews.  

 

 

In the interviews it became apparent that there is a discrepancy in one motivational factor. Many 

of the interviewed in non-leading positions mentioned a bonus system tied to success would be a 

source of motivation. The earlier research states that rewards are not possible in the work place 

since many employees see that for their efforts they are not receiving a reward and considers it as 

a given right.  

 

The importance of project stakeholders is identified in the earlier research; eg the different 

perceptions of project success as per their own interests as well as ensuring communication to all 

stakeholders. In the interviews I discussed how to inform stakeholder the project status and how 

the present the data and I received an unexpected answer “should we focus on client’s client”? 

Although projects differ in nature and different leading styles might be needed depending on many 

variables my conclusion from theory and results is that a combination of the two statements is 

needed. In my opinion that real question is “how much focus should be put on stakeholders”?  

 

I found the organisational politics very interesting directly when I came across the term during the 

research. The earlier research stated this to be a part of performing projects and a lot of points 

where listed to the bad nature of its presence. In my research I approached this with the 

understanding that the organisational politics must be pro-actively mitigated, but however while 

conducting an interview a discussion took place where the following phrase was mentioned: 

“Project politics is not always a bad thing. Know the game and play it better”. In the results on 

what preventive measures can be taken to minimize organisational politics a contradiction became 

apparent from earlier research. The results say one should form personal relationships with team 

members, but according to Karlöf a leader must restrain from expecting to become part of the 

gang.  

 

In the earlier research it was mentioned that it seems that the higher up in the organisation the 

manager is, the wider the perception of politics in the organisation is. As a result of my research I 

can say the interviews confirmed the same as the designers who were interviewed could not give 

any answer to this question whilst the directors could go on forever on this topic. 
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6 DISCUSSION 

 

In my opinion the sources used for this master are reliable. They are dated from 2004-2015 and a 

coherence is found throughout the material. The sources are also diverse in such a way that the 

authors are from different parts of the world, eg USA, Sweden, Denmark and Italy. 

 

In the earlier research is mentioned that to exercise leadership behaviour is not only for project 

managers. When I put the results and statements into comparison I start to contemplate about the 

background and experience of some the interviewed. I am strongly of the opinion that everyone 

should take responsibility for their own work. I still get an impression that all the interviewed do 

not know what the full extent of the CDE vs. the rest of teams work is. This is also related to the 

comments I had in the results as an observation to the pro-activeness among designers. I still 

wonder why is it such a large step for some designers to clarify the frameworks of their own work 

and I recommend this continued research eg as a part of another development work.  

 

The main purpose of this master thesis was to clarify the factors influencing a successful project 

and what actions are needed from a CDE to lead the design team. This I would say is achieved 

when I have been clarifying the concept of a successful project from different stakeholder point of 

views and mapping the risks and identifying the most significant factors for performing a project. 

Amongst the identified factors there were numerous factors falling outside the direct control of the 

CDE. These main factors are support from upper management, human relations management in 

the company, company attitude and Line Manager responsibilities and to achieve a better 

understanding to manage with successful project I warmly recommend continued research on those 

topics. 

 

By conducting the interviews, I could get a comparison to the theory as well as an understanding 

of how a wide range of stakeholders experience project success. As for the actions needed from 

the CDE I went deeper in on the three P:s needed to perform a project; which are people, process 

and politics. People where researched as stakeholders, motivation and customer cooperation. 

Processes need was mapped, but not directly asked in the interviews, but nevertheless brought up 

as important work for the CDE. Politics in project management discussions gave an insight that 

the global awareness in the company should be raised on this point; especially on positions held 

by project/discipline leaders. 
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Secondary purpose of writing the first draft of guidelines for CDE is also achieved. The guidelines 

are written with the basis of my own experience, processes, design tools and WoW in use in the 

start of this thesis as well as the material studied for the earlier research and the conducted 

interviews. The guidelines are from 27.05.2016 approved in the global documentation 

management system of Citec Group and are implemented as a part of the daily routines among 

CDE:s. 
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