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Abstract of Dissertation
STRATEGY IMPLEMENTATION: THE RELATIONSHIP BETWEEN
INTEGRATED PROJECT MANAGEMENT, KNOWLEDGE
MANAGEMENT AND STRATEGIC PROJECT
PORTFOLIO PERFORMANCE
By
Robert Cholip

Alliant International University

Committee Chairperson: Louise Kelly, PhD.

THE PROBLEM. The purpose of this study was to investigate strategy
implementation and the relationship between integrated project management, knowledge
management and strategic project portfolio performance.

METHOD. A survey was administered to companies in the aerospace and defense
industries. There were 130 responses that were analyzed using regression and structural
equation modeling for the purpose of defining relationships between the dependent
variable strategic project portfolio performance and the independent variables project
management, knowledge management, planned emergence and upper management

leadership. Also the moderating effects of strategy and structure along with project

ii



management and knowledge management as they relate to strategic project portfolio
performance.

RESULTS. The results indicate that project managerhent and knowledge
management have a positive effect on strategic project portfolio performance. Strategy is
emergent and requires modification as better information becomes available. The type of
strategy and the structure of the organization were found to be not as important when
measured with respect to performance. Additionally, leadership was found to be

necessary whether or not the firm was successful in completing its strategic projects.
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Chapter 1

INTRODUCTION

The purpose of this chapter is to define the following: (1) the research problem,
(2) background of the problem, (3) statement of the problem, (4) purpose of the study, (5)
contribution of the study, and (6) definition of terms.

This research assesses the strategy implementation process, the use of project
management and knowledge management during the process, the impact of planned
emergence and leadership, and the effect they have on strategic project portfolio
performance. Prior research on strategy implementation has concentrated on matching
company capabilities to the requirements derived by the environment or environmental
changes and also changing the structure to match the strategy that the company intends to
employ. Most research on strategy implementation has concentrated on issues such as
systemic and behavioral resistancé, resource allocation problems, lack of management
commitment, communication problems, failure to implement change when it is needed,
lack of clear objectives, lack of a clear understanding of measurements of success, and
failure to prioritize the organization’s strategic project portfolio. This research looks at
the existing strategy literature and adds project management and knowledge management
content with the intent of adding to the strategic management literature in the area of
strategy implementation.

The Research Problem
The use of project management as a method for implementing strategy is not new,

and previous literature was used in this study as supporting data. An examination of



strategy implementation business research and literature shows that very little has been
published on the process of implementing strategy in comparison to strategy formulation.
Most research conducted on strategy implementation does not provide empirical evidence
and has concentrated on the framework or strategy process including problems with
implementation, actions required to implement strategy, matching company resources to
environmental changes, and matching structure to strategy.

The lack of information can be a problem for industry as strategic management
requires that strategy be formulated and then implemented for an organization to realize
its organizational objectives. Evidence is needed that shows that projects can be used to
implement strategy in an effective and efficient manner as the business environment is
changing rapidly. The need to ensure that the project portfolio is aligned with the
corporate strategy may also be important.

There are no studies discovered that link strategy implementation, project
management and knowledge management. Claims have been made about the competitive
advantage these variables may provide to an orgaﬁization; therefore, empirical evidence
may help organizations to achieve project success or failure depending on how the
concepts are utilized. Evidence is also required that supports the claim that successful
implementation requires organizations to take long-term objectives and translate them
into short-term objectives in the form of strategy implementation projects.

This research study was designed to determine the relationships between project
management, knowledge management, planned emergence, leadership, the moderating
effects of strategy and structure, and strategic project portfolio performance.

Background of the Problem



This study was based on the premise that strategy formulation and strategy
implementation are both important in business, and that project management and
knowledge management provide companies with a competitive advantage that can be
effectively used to implement short-term objectives. Strategy formulation is widely
researched and the strategy implementation conceptual studies that have been published
provide a good foundation for continued research. Project management literature contains
information on what it takes to execute a project and is starting to explore the need to
integrate knowledge management. This makes the study of strategy implementation
using project management and knowledge management important.

There were three important aspects of the background of the problem for the
current study: (1) Lack of enough prior empirical research on strategy implementation,
(2) Lack of adequate prior empirical research on the effects project management has on
strategic project portfolio performance, and (3) Lack of adequate prior empirical
research on knowledge management and the effects that it has on strategic project
portfolio performance.

Strategy impleméntation is how strategy is converted to action and how strategy is
realized. A method that demonstrates strategy implementation can be beneficial and
should be considered an important area of study. Project management standardizes the
process of realizing objectives. It should be recognized that standardization has benefits
and drawbacks that need to be understood if it is to be used during the strategy
implementation process. Knowledge management can be important if it uses repositories
and standard processes, and establishes a culture that is conducive to a project or matrix

type organization. The link between knowledge management and project management is



in its infancy. Likewise, the linkage between strategy and knowledge management is just
beginning to be researched and literature published has identified the need for strategy to
drive knowledge management in an organization.

With the competitiveness of the marketplace, organizations need to invest wisely
in the initiatives they are going to pursue. They also need to know that strategies selected
have been transitioned into action plans and that the projects pursued have been
successful. Therefore, it is necessary to study strategy implementation projects to
determine whether organizations are successfully implementing strategy. This is because
an organization’s ability to leverage from project management and knowledge
management provides it with a competitive advantage. Therefore, a clear understanding
of how project management and kndwledge management are used during the strategy
implementation process becomes important. |

The end of the 20" century and the beginning of the 21* century can be described
as a period of rapid change for American businesses. The pace of change continues to
increase, causing organizations to look for ways to adapt to those changes in a timely
manner. For large and small companies alike, there is an increasing need for: adaptation
to market conditions, methods for determining what changes need to be made, and the
ability to execute those changes.

Additional study of strategy implementation is necessary for several reasons. The
first is that implementation failure has been reported as being between 60 and 90 percent
(Kaplan & Norton, 2005). The second is that strategy formulation literature is readily

available where strategy implementation literature is lacking (Alexander, 1985; Al-



Ghamdi, 1998). Lastly, there are not enough conceptual models for strategy
implementation (Alexander, 1991).

Al-Ghamdi (1998) states that implementation is still not treated with the same
importance as strategy formulation. This can be attributed to senior management’s
perspective that impleméntation is less glamorous, that it is easier to perform, and that
anyone can do it. This perception is incorrect, as transforming strategy into action is
much more difficult than allocating resources and changing the structure (Aaltonen &
Ikavalko, 2002). Another key point is that strategy is useless without execution and the
successful execution of strategic plans is based on having the necessary skills and
knowledge (Aaltonen, 2004). Senior management should ensure that the correct people
are assigned and that they are encouraged to perform well.

Projects are seen as critical steps for organizational growth and with today’s fast
paced business environment combined with a knowledge-driven economy it is necessary
to carry on research on project management in cooperation with research on knowledge
management (Koshkinen, 2004).

Statement of the Problem

While there is an abundance of strategy formulation research there has been
limited research conducted on strategy implementation. This most likely has to do with
management’s belief that strategy implementation is not as important as strategy
formulation. There may also be a belief that anyone can implement strategy and therefore
it is less glamorous and easier to perform. This perception is misguided, as a strategy is

useless unless it is successfully implemented.



There is also literature that provides reasons for why strategy implementation
fails, but limited data on those things that‘positively impact strategy implementation. This
study proposes that project management, knowledge management, planned emergence,
and upper management involvement influence performance. This includes the adjustment
of strategy as more or better information is made available. Furthermore, this can be
accomplished only if there is a system that allows communication to flow from the top
down and from the bottom up. This study also proposes that there is a need for a
standardization of processes that allow for projects to be completed more efficiently and
effectively.

Purpose of the Study

The main motivation behind this study was the need to further understand strategy
implementation and project performance. Studies performed have linked the following:
strategy and project management (Srivannaboon, 2006), strategy and knowledge
management (Nicolas, 2004), and project management and knowledge management
(Brookes & Leseure, 2004). This study proposes that project management, knowledge
management, and strategy all impact strategy implementation and, as a result, also impact
strategic project portfolio performance. This study is not only unique but it also expands
on current strategy implementation literature.

For organizations that already have an infrastructure that supports project
management, it would be easier to expand the types of projects to include strategy
implementation. Historically, these companies have used project management for new
product introduction. The advantage for these companies would be that people are trained

and accustomed to working in this environment and the procedures and practices would



already be in place. Finding an additional use for project management in a company
would certainly be efficient. It would also be positive for the company as it would only
expand the types of projects that are a part of the project portfolio.

Knowledge management has become important to companies as the time allowed
for companies to adjust to environmental changes has decreased. Having information
readily available for project teams can provide them with a distinct advantage and allow
them to complete projects more quickly than if the information were not available.
Project teams today come together for shorter amounts of time; there needs to be a
method for them to transfer their data to the company as well as to take the time to
understand what they are learning. A company culture that supports projects and the need
for people to learn and share data will have an advantage over companies that do not and
people that perform better will positively affect the project performance.

Strategy implementation action may be dependent on certain factors, as listed in
table 1, specifically: communicating, controlling, interacting with the environment,
formulating strategy, managing resources, and organizing (Aaltonen, 2003). The
Aaltonen study added interacting with the environment during the implementation of
strategy even though this has been known to impact strategy formulation since Andrews
(1971) reported it. This study applies action through the use of project management and
knowledge management; these applications can be seen in table 1.

Understanding the actions necessary to execute a strategy, as well as the issues
that impede progress, is included in this study so that is it clear where research has
already taken place and where there is a need for advancement. Likewise, it is important

for implementation to keep pace with the advancement of formulation as most companies



are pursuing third generation strategy using second generation structures and processes

and first generation managers (Carroll, Dromgoole, Gorman, & Flood, 2000). Included

in table 1 are the actions that this study is analyzing with the goal of advancing

knowledge in the area of strategy implementation.

Table 1.
Strategy implementation actions adapted from Aaltonen (2003).
Action Communicating Controlling Interacting with | Formulating Managing Organizing
categories environment strategy resources
MODEL
information and *reward objectives people / *organization
decision systems human structure
A|(e1x:;1d)er processes *management resources *task
processes
communicating diagnostic * identifying * choosing or
change strategic resource changing
change needs | requirements organization
* developing structure and
Johnson & competence configuration
Scholes * allocating *changing
(1999) and controlling | organizational
resources routines and
symbols
changing *changing * changing
performance resource structures and
Shirvasta evaluation and allocation systems
1994 reward systems * changing
( ) skills and staff
utilizing * utilizing utilizing choosing a
communication integrated human structure
systems planning and resources
control systems functions
o * utilizing (recruiting,
Higgins leadership and training,
(1985) motivation developing,
systems etc.)




Action Communicating Controlling Interacting with | Formulating Managing Organizing
categories environment strategy resources
MODEL
selling of changing *involving *resource changing
strategic change | incentives and people in the allocation structure
upward, rewards development * changing
downward, and debate of | and
across, and strategic developing
Hambrick | outward options human
& Cannella *assessment resources
(1989) of obstacles
* creation of
plans,
programs, and
policies
changing changing *changing changing the
Peters & systems goals staff structure
Waterman * changing
(1982) skills
*developing *setting tructuring an
and annual ffective
communicating objective lerganization
concise policies * developing
Pearce & *using reward functional
Robinson systems strategies
(2005) *controlling
implementation
*incentives coordination choosing
Hrebiniak *control ppropriate
(1990) systems Ftructure
*bottom-up * controlling *acquiring *analyzing *changing adjusting
communication performance information strategy resource rocesses and
* making sense *exerting *choosing *formulating allocation rocedures
of strategy * | influence customers plans * developing changing
sharing *modifying *setting goals competence rganization
information external tructure
communication collaborating
*modifying Cross
Aaltonen services and departments
(2003) products Fmanaging
*networking projects
*reacting to ['rationalizing
customer ctivities and
activity ystems
*communication | *rewards and *knowledge *goals - human *managing
management incentives management objectives resource projects
*knowledge *project * procurement * involvement management ['adjusting
management management management of people in processes and
Cholip controls *risk development procedures
(2007) management and debate [ changing
of strategic tructure
options collaboration
* planned cross
emergence epartments
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Al-Ghamdi (1998) provides a study that supports and expands on Alexander’s
study, which addresses the obstacles to successful implementation. Alexander (1985)
identified 22 potential implementation problems and Al-Ghamdi (1998) used 15 of these
potential issues to support and expand on Alexander’s work. This study looks at some of
those implementation obstacles as it analyzes project management and knowledge
management.

This study will also analyze a portion of the list of 22 implementation issues that
Alexander identified. Table 2 contains 19 of the 22 implementation issues. The result will
be an empirical study that looks at probable drivers for successful strategy
implementation using project management and knowledge management during the
implementation process.

There is a correlation between implementation gaps and behavioral impediments;
these can be removed concurrently (Cicmal, 1999). Behavioral impediments are defined
as slow learning, fast forgetting, and organized resistance. The literature review
uncovered information indicating that project management and knowledge management
may be suitable to close the implementation gaps and remove or minimize the impacts of

the behavigral impediments.



Table 2.

Nineteen issues that effect strategy implementation from Alexander (1985).

11

Nineteen Implementation Issues

1. Took more time than originally allocated

2. Major problems surfaced which had not been identified earlier

3. Coordination of implementation activities was not effective enough

4. Competing activities distracted attention from completing this decision

5. Capabilities of employees involved were insufficient

6. Training and instruction given to lower level employees were inadequate

7. Uncontrollable factors in the external environment had an adverse impact on
implementation

8. Leadership and direction provided by departmental managers were inadequate

9. Key implementation tasks and activities were not sufficiently defined

10. Information systems used for implementation were inadequate

11. Advocates and supporters of the strategic decision left the organization during
implementation

12. Overall goals were not sufficiently well understood by employees

13. Changes in roles and responsibilities of key employees were not clearly defined

14. Key formulators of the strategic decision did not play an active role in
implementation

15. Problems requiring top management involvement were not communicated early
enough. ‘

16. Rewards and incentives utilized to get employee conformance to program were
not sufficient

17. Support and backing by top management in this SBU and at the corporate level
were not adequate

18. Financial resources made available were not sufficient

19. Organizational structural changes made were not effective

Contributions of the Study

This study will make five major contributions.

1. The study examines project management and its effect on strategic project

portfolio performance. Project management in this case is responsible for providing

leadership on the project as well as providing communication to all levels of the
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organization and the external environment. Project management may provide a
competitive advantage for the firm. It also defines the project and the time, cost, and
requirements to complete the project; this enables the organization to resource the project
correctly with respect to the entire portfolio.

2. This study also examines knowledge ménagement and its effect on strategic
project portfolio performance. Knowledge management will be evaluated for the
potential benefits it can provide the organization s;lch as the use of an Enterprise
Resource Planning (ERP) System to control manufacturing, supply chain management,
financials, projects, human resources, customer resources and marketing, and data
warchouse. Additionally, there is a need for a repository and past project data can be
provided to those who need it for future needs. Business processes can also be used to
process project tasks, report on project status and results, provide for corrective action,
request additional resources, and open and close projects.

3. Strategy will be examined to determine whether cost leadership or
differentiation impacts project management, knowledge management, or strategic project
portfolio performance. The standardization of processes can be of great benefit to
organizations that want to esfablish highly effective and efficient project teams. For a cost
leadership strategy, which may evolve more svlowly‘than a differentiation strategy, it
might not be a problem of how fast the process moves; at this point, standardization is not
an issue. For certain industries, this may be true, such as when product development
cycles are long and allow for slower moving processes. Flexibility may be required for a

firm to employ a differentiation strategy.
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4. The formulation process is examined to see its impact on strategy
implementation and the outcomes of the entire process. The expectation is that poor
strategy formulation will result in poor performance. Successful implementation will
require that the strategy formulation and the implementation both be successful. The
formulation process is also impacted by change or by the receipt of better information.
The feedback and controls that project management utilizes will be the mechanism for
changing the strategy and the creation of new ones.

5. Leadership will be examined to determine the impact of having upper
management involvement throughout the implementation process. Historically, upper
management has been involved in strategy formulation and turned over implementation
to lower level management. This was attributed to the perception that formulation was
more difficult and important than implementation.

Definition of Terms

This section offers conceptual definitions of the terms used in this study. Opera-
tional definitions are presented in chapter 3.

Business Processes refers to the importance of business processes during the
strategy implementation process. The processes can be built around any of the following
standards: ISO9000, AS9100, CMMLI, etc. Business processes include procedures and
practices that cover all areas of the business: finance, contracts, project management,
human resources, engineering, manufacturing, service, purchasing, quality, and
distribution. |

Competence is the importance of selecting a qualified project team with the

correct knowledge and skills needed to implementation the strategy.
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Culture is the importance of culture in the strategy implementation process. It is
how well the company culture allows for collaboration, how well implicit knowledge is
converted to explicit knowledge, and how well those in the organization work with the
external environment.

Enterprise Resource Planning (ERP) refers to the importance of an ERP system
during the implementation process and the reuse of the information in the future. An ERP
system can be used for manufacturing, supply chain management, financials, projects,
human resources, customer resources and marketing, and data warehouse.

Feedback and Controls is the importance of having feedback and controls for the
strategy implementation process. Feedback can be given to those that formulated the
strategy or to those that are providing resources to the project and can be in the form of
project reviews or project gates. Controls can be for cost, schedule, or scope and are
meant to limit those areas and to predict or measure performance.

Knowledge Management (KM) is the importance of having knowledge
management during the strategy implementation process. This can include repositories,
business processes, Enterprise Resource Planning (ERP) systems, and aspects of the
culture. Culture in this case is collaborative and promotes knowledge sharing which is
considered effective when working on projects.

Knowledge Transfer is the importance of knowledge transfer during the
implementation process so that it can be used in the future. Knowledge transfer requires
that those on the project team create knowledge that the company can use in the future.
This means that those things learned in the course of the project need to be codified so

that the information can be stored in a repository.
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Leadership (Upper Management) is defined as the need for upper management
involvement during the strategy implementation process. Upper management
involvement during implementation ensures that politics do not stop project progress and
that those in the organization understand that upper management is committed to the
success of the projects undertaken.

Leadership and Planning is the responsibility of the project manager or leader.
This includes leading the project team in the planning of the project as well as the
execution of the plans. The project may require planning in any or all of the following
areas: project scope management, project time management, project cost management,
project quality management, project human resource management, project
communications management, project risk management and project procurement
management (Program Management Institute, 2004).

Objectives refers to the importance of identifying clear, achievable, measurable
objectives that are communicated to the project team implementing the strategy. Short-
term objectives are derived from long-term objectives and are used to drive action in the
organization. Short-term objectives are the starting point for creating a project. A
strategy dictionary defines objectives as the ends toward which effort is directed and
resources are focused in an effort to achieve a firm’s strategic vision (Kelly & Booth,
2004).

Planned Emergence is how well the organization plans and evolves the
company’s strategy and its impact on the strategy implementation process. This allows

the company to make fast decisions and react quickly to the changing environment while
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maintaining strategic processes for more alterhatives, more information, and more
integration (Wiltbank, Dew, Read, & Sarasvathy, 2006).

Project Management is a variable that measures the importance of project
management during strategy implementation and is made up of six sub-variables:
objectives, leadership and planning, resource allocation, corﬁpetence, feedback and
controls, and rewards and incentives. Project management is used to open, plan, execute,
monitor and report, and close a project.

Repository is the importance of a repository during the implementation process
and for future use. A repository can be a library that is or is not electronic. There should
be a mechanism so that the library can be searched, thus making information available to
those that need it when they need it.

Resource Allocation is thé importance of having the required resources when
implementing strategy. The areas that will be assessed are: budgeting, people, materials,
information, and facilities/workspace/equipment.

Rewards and Incentives refers to the importance of having rewards and incentives
when implementing strategy. Rewards are provided to team members when a project
meets/exceeds the expected outcomes for cost, time, scope, quality, and objectives.
Incentives can be provided to encourage team members to provide extra effort in order
for the project to typically meet/exceed the time requirement.

Strategic Project Portfolio Performance is the project performance of an
organization on a portfolio of projects. This includes how well the firm did with respect

to meeting the objectives and the project measures for cost, time, quality, and scope.
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Strategy is defined as the three generic strategies for cost leadership,
differentiation, and focus (Porter, 1980). Companies that have the highest profitability
usually possess a competitive advantage by combining cost leadership and
differentiation. Cost leadership has to do with being able to offer products or services at a
cost below what competitors can achieve. Differentiation requires that businesses have a
sustainable advantage that allows them to provide buyers with something uniquely
valuable to them (Pearce & Robinson, (2005). A combination of cost leadership and
differentiation is referred to as best-cost strategy (Srivannaboon, 2006). A Focus Strategy
is where a firm concentrates on a select few target markets.

Structure is defined as the organizational structure that the firm uses: functional,
weak matrix, balanced matrix; strong matrix, or projectized. The structure can have an
impact on project outcomes, as functionalr managers can decide whether or not to
resource a project. There is the opportunity for operational work to take over and for

strategic work to get a lower priority.

Chapter Summary

Chapter 1 presented the research problem, background of the problem, purpose of
the study, contributions of the stqdy, and definition of terms used in this study. The
research problem called for research in strategy implementation, the use of project
management and knowledge management, and the effects of this on strategic project
portfolio performance. There has been no other conceptual or empirical study discovered
that links these three items to project perfomance.

The background of the problem provides infprrnation about the lack of strategy

implementation studies and shows there is a need for empirical studies to advance this
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area of study. The linkage between strategy and project management (Srivannaboon,
2006), strategy and knowledge management (Nicolas, 2004), and knowledge
management and project management (Brookes & Leseure, 2004) has been made. But as
stated, all three have not been linked together and there is a need for empirical research.
The current business literature provides information about the problems
encountered during the implementation process as well as the actions required to
implement a strategy. This information was used to formulate research questions,
conceptual and operational definitions, the research model, and hypotheses. This research
is expected to add to the limited strategy implementation information available and to aid

companies in implementing strategy.
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Chapter 2

REVIEW OF THE LITERATURE

This chapter presents a review of the literature relevant to the strategic
management process, strategic objectives, strategy formulation, environment, strategy
implementation (including project management), knowledge management, performance
and feedback. Strategy processes are provided, as well as a proposed strategy
implementation process that incorporates the variables studied in this paper. Defining the
process is important as it provides a systematic approach to getting through strategy
formulation and implementation.

Theoretical Framework

This study combines project management and knowledge management during the
strategy implementation process to understand how this impacts strategic project
portfolio performance. Project management looks at the knowledge areas of project
management and the use of these while implementing strategic projects. Knowledge
management is also considered beneficial to the project team and the organization as they
go through the process of implementing the strategy.

In this section, information from the literature will be provided to support the
claim that strategy that is not properly executed is meaningless and that there is a need for
the organization to understand the environment, formulate a strategy, and then make
changes within the organization to adapt to changes in the market. This section is broken

down into seven sections: the strategic management process, strategic objectives, strategy
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formulation, environment, strategy implementation, knowledge management,
performance, and strategic feedback.
Strategic Management Process

The strategy process involves the following steps: establishing main strategic
objectives, strategy formulation, strategy implementation, and strategic feedback (Barber,
Dewhurst, Munive-Hernandez & Pritchard, 2004). In understanding this process it is also
important to note that the strategy process requires that planned strategy and emergent
strategy happen simultaneously (Mintzberg, 1998), and that strategy implementation
includes communicating, interpreting, adopting, and enacting strategies (Noble, 1999).

Henry Mintzberg (1998) defines strategy as the five Ps: plan, pattern, position,
perspective, and ploy. The first P is plan, which is how we get from here to there. The
second P is pattern, which are actions over time, such as having a low-end strategy and
releasing inexpensive products. The third P is position, which is where decisions are
made to offer particular products or services in particular markets. The fourth P is
perspective, which is the vision and direction. The fifth P is ploy, which is where a
company can act as if they are going to do something when in fact they are hoping that
their competition will react to the ploy.

Mintzberg (1998) also stated that some strategies are planned and that some
emerge. This means that no one can state that one hundred percent of their strategies were
planned and executed as originally planned. Therefore, organizations can and do make
adjustments to their original strategies wh.én better information is made available.

Traditional approaches to planning do not work in highly dynamic environments

and as a result strategy development does not yield the intended results (Chaharbaghi &
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Feurer, 1997). Chaharbaghi and Feurer prescribe that organizations must go to a more
dynamic concept as the environment continues to change before strategies can be
implemented. They have also provided a strategy and implementation process in their
study based on the design school, see figure 1. There is additional support for the need for
organizations to be aware of environmental changes and to plan to match the appropriate

capabilities to changes in the environment (Ansoff, 1990).

Define Develop statement Define Strategic

mission of operating vision planning
principles and ] foundation
values

Environmental Assess Select segments Business
scanning: analyze long-term and define strategy
markets and identify strengths and strategy

most attractive segments weaknesses

Define capability gaps Appraise, test, and Strategy

and formulate strategies reconcile strategy with integration and
that yield competitive functional plans/needs and capability
advantages in selected modify goals if required development
segments

Figure 1. The strategy formulation and implementation process.

The design school is one of 10 schools of thought for strategy formation. The ten
schools of thought are: the design school, the planning school, the positioning school, the
entrepreneurial school, the cognitive school, the learning school, the power school, the
cultural school, the environmental school, and the configuration school (Mintzberg,

Ahlstrand, & Lampel, 1998). Mintzberg, Ahlstrand, and Lampel (1998) define the design
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school as a model of strategy making that seeks a fit between internal capabilities and
external possibilities.

In knowledge intensive companies, intellectual capital generally represents the
most critical resource in the value creation chain. A dynamic environment requires that
these firms be more flexible and a simpler model was proposed (Peppard & Rylander,
2003). Figure 2 is an Intellectual Capital (IC) perspective of the linkages between

strategy and resources that are required to achieve the vision.

IC

resources \

Financial
resources

Physical /

resources

Values
and
Beliefs

Vision
and

Reputation

Strategy Resources

Figure 2. Resources needed to support vision (Peppard & Rylander, 2003).

Another assessment of strategy implementation was performed using Sun Tzu’s
Art of War (Chow, Wu & Wu, 2004). It was reported that firms that adopted Sun Tzu’s
principles of situation appraisal, strategy implementation, and strategic control performed

better on meeting objectives.
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adapted from Okumus (2001), who proposed a framework that included external content,

strategic content, internal content, strategic process, and outcome. Internal context covers

some knowledge management topics such as culture and the learning process. The

strategic process calls for planning, resource allocation, communication, people, and

monitoring and feedback.

External Context

Environmental uncertainty

Content:
Strategy
development
The need for
an initiative
and
participation.

intermal Context

Structure —

power share, coordinate, &
decision making

Culture —

traditions, values, standards

Operational Process

Operational planning -

prepare, plan, and pilot activities

Resources —

resource allocation, information and time limitations
Communication —

sell strategy

People —

recruit, train, incentives, & develop competencies
Control —-

monitor and feedback

Leadership —-
senior management backing in
the process

Qutcome —
intended &
unintended
results

Figure 3. Strategy implementation framework adapted from Okumus, (2001).

The strategy process to implement projects at a lower level can be seen in figure

4. This is a theoretical process that is proposed based on the variables that are studied in
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this paper and is partially based on the contents in figure 3. The process shows how
project management and knowledge management might fit into the implementation
process. It also shows the feedback loop that takes place from the project team in the

form of reviews and the measurement reports that can be generated by a system.

Strategy

Goals/Objectives Project Management
o Objectives
o Leadership & Planning

o Resource Allocation
o Competence
o Feedback & Controls

o Rewards & Incentives

Feedback &
Controls

Implem?ntation —
Project

bimlm i mimim sttt

Knowledge Management
o Repositories
‘ © Business Processes
o ERP
o Culture
@ o Knowledge Transfer

Figure 4. Strategy implementation process for projects.

When providing information on strategy implementation or execution, the
discussion would not be complete without mentioning the balanced score card (BSC).
The BSC is being used by many companies throughout the world and is considered their
system for effective strategy implementation (Kaplan, 2005). Additionally, Kaplan
reports that the McKinsey 7-S model developed by Tom Peters and Robert Waterman
aligns very well with the BSC, even though they were developed independently.

Strategic Objectives
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Whether we are talking about objectives, strategies, or performance targets we are
looking at company goals that need to be accomplished in order for the firm to compete
in its market space. An explanation will be provided in this section.

Objectives need to be set in eight distinct areas: marketing, inhovation, human
resources, financial resources, physical resources, productivity, social responsibility, and
profit requirements (Drucker, 2001). Seven long-term objectives are profitability,
productivity, competitive position, employee development, employee relations,
technological leadership, and public responsibility (Pearce & Robinson, 2005).

Five success strategies are production driven, market driven, product driven,
environment driven, and research driven (Ansoff & Antoniou, 2005). Generic strategies
are overall cost leadership, differentiation, and focus. Grand strategies, on the other hand,
are concentrated growth, market development, product development, innovation,
horizontal integration, vertical integration, concentric diversification, conglomerate
diversification, turnaround, divestiture, liquidation, joint ventures, strategic alliances, and
consortia (Pearce & Robinson, 2005). Any of these 14 grand strategies can be used to
help a firm achieve its long-term objectives.

A combination of long-term objectives with the right strategy can help an
organization to compete. However, this is not the case until the long-term objectives are
translated into action plans and short-term objectives. The project management areas of
knowledge will be used for plan development at this level. The knowledge areas are:
integration management, scope management, time management, cost management,
quality management, human resource management, communication management, risk

management, and procurement management (Program Management Institute, 2004). The
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short-term objectives should be linked to the long-term objectives of the firm, be

measurable, and be prioritized (Pearce & Robinson, 2005).

Strategy Formulation

Strategy formulation is viewed as a process with specific steps that need to be
completed. The current literature contains strategy assessment approaches and a depiction
of the strategy formulation process. Planned emergence includes a planning and an
adaptive approach to strategy formulation (Wiltbank, Dew, Read, & Sarasvathy, 2006).
This requires an understanding of what constitutes planning and adapting strategies. A
planning strategy would require that a company be able to better predict and position
itself in the market in which it competes based on the environmental changes it envisions.
An adaptive strategy would require that the company be able to move faster to adapt to a
rapidly changing environment.

Acur and Englyst (2006) developed an assesément tool that integrated three
strategy assessment approaches: goal-centered, comparative, and improvement
approaches. Their study also reported that there are three phases in the strategy
formulation process: strategic thinking, strategic planning, and embedding of strategy.

The goal-centered approach deals with how well an organization attains its
objectives. The comparative approach refers to how well the organization performs
against the competition. The normative approach is used to measure the company’s
performance in relation to some standard in the field in which it operates. The
improvement approach is used to determine how well the strategy has adapted over time.

Strategic thinking requires that the external environment is monitored and that

changes that affect the organization are reflected in the company’s strategy. The
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outcomes of the strategic thinking process should be the identification of business
opportunities, as well as company strengths and weaknesses, so that managers can apply
internal competencies to the external environment.

The strategic planning document needs to be clear and contain sufficient detail,
including the delegation of authority for any action described if the company wishes to
achieve acceptance and commitment to the strategy proposed. Formalized strategy
requires that the organization create written action plans, objectives, and procedures.

The embedded strategy requires that key actors should act as teams and that they
are prepared, committed, and motivated to implement the new strategy. It is also
important that there is change management to oversee employees, resources, and
capabilities for planning strategies and changes. Change management is then responsible
for ensuring that any conflicts between the company’s objectives and business
performance are resolved.

Acur and Englyst (2006) reported that strategy formulation could be considered a
success if it facilitates: Strategic Thz’nking (1) development of awareness of the industry
in which you operate and your competitors, (2) self-criticism such as identifying
strengths, weaknesses, opportunities, and threats, (3) awareness of strengths and
opportunities to exploit them, (4) awareness of key problem areas, (5) decision-making
through effective and adaptive process, (6) maintenance and understanding of changing
organizational processes and procedures, (7) understanding of the strategic priorities of
top management, (8) learning from experience, (9) confidence that business is more
successful as a result; Strategic Planning (10) redesign of the goal of the company, (11)

development of a good document that is accurate and simple to understand, (12)
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development of a clear plan with clear responsibilities, (13) development of a detailed
plan; Embedding (14) shared understanding of strategic objectives and priorities for all
levels, (15) education of all people on the importance of company strategy, (16)
coordination and flow of objectives, measures, and actions from high to low levels, (17)
achieving a general level of agreement, (18) open lines of communication, (19)
involvement of staff in decision-making and taking into account their ideas to let them
feel that they have a say in their own future, (20) change by motivating people, (21)
adaptation of technology to help strategic change, (22) trading-off of strategic choices to
optimize business performance, and (23) effective change management, avoiding

overlapping and conflicted development.

Environment

This study is interested in the business environment to which organizations are
exposed both internally and externally. An explanation of environmental conditions that
affect business will be pulled from strategic management studies as well as a definition of
environment from Webster’s dictionary.

Webster’s dictionary defines environment as all conditions, etc. surrounding, and
affecting the development of, an organism. If we substitute the word business for
organism, we have a good undersfanding of the term. Wekcan further clarify how
environment is viewed by those in strategic management.

Strategic management has its own language and as a result there are dictionaries,
encyclopedias, journal articles, strategic management books, and textbooks on the subject

that can be used to provide a definition for environment. Samples will be taken from
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some of these publications and provided so that the reader understands how environment
is viewed by those in the strategic management field.

The first sample is from a dictionary of strategy. The definition is from a Kenneth
Andrews (1971) study that defines environment as the pattern all external conditions and
influences that affect the life and development of the firm (as cited in Kelly & Booth,
2004).

A textbook sample comes from Pearce and Robinson (2005) that breaks down
environment into three distinct global and domestic factors: (1) remote environment, (2)
industry environment, and (3) operating environment. See figure 5 for a Pearce and
Robinson (2005) listing of the factors and their respective components. The external
factors influence the firm’s choice of direction, action, structure, and processes (Pearce &
Robinson, 2005).

The external environment impacts the organization positively or negatively and
the elements of this are: society, government, markets, customers, industry, competition,
and suppliers (Ansoff, Declerck, & Hayes, 1976). Turbulence is used to describe how
changes that occur in an industry affect a firm and require that the firm respond
accordingly to the changing environment (Ansoff, 1979). Turbulence can have a positive
or a negative affect on an organization and addresses not only the changeability of the
environment but also the novelty of the change and the speed with which the changes
occur (Ansoff, Antonio, & Lewis, 2004).

Comprehensiveness has to do with how exhaustive a company is in making and
integrating strategic decisions. Formalization is the existence of structure, techniques,

written procedures, and polices guiding the planning process. Focus is the balance
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between creativity and control in the strategic planning system. Top-down flow deals
with the initiation of planning management with support from staff. Broad participation
means getting involvement from different functional areas in the company as well as any
key stakeholders at lower levels of the organization. High consistency is characterized by

frequent meetings and assessments of the overall strategy.
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Figure 5. External environment (Pearce & Robinson, 2005).
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Strategy Implementation

This section of the study will analyze the use of project management and its effect
on strategy implementation performance. Project management and implementation
issues will be discussed. Project management and strategy have been linked in studies
and although conceptual studies exist, there are only a limited number of empirical
studies. One such conceptual study indicates that the pattern of change can be broken
down into a set of steps that must function within the limitations of time, resources, and
performance objectives (Svetlana Cicmal, 1999). Strategy implementation or execution
is necessary as it takes the company’s formulated strategies and translates them into
action.

Strategy implementation can be viewed as a project or set of projects. Projects are
a means of organizing activities that are not a part of the normal operational limits of the
firm. Also, a project is a temporary endeavor undertaken to create a unique product,
service, or result (Program Management Institute, 2004).

Project management is the application of knowledge, skills, tools, and techniques
to project activities in order to meet project requirements. Project management is
accomplished through the application and ihtegration of the following processes:
initiating, planning, executing, monitoring, controlling, and closing. The project manager
is responsible for: identifying requirements, establishing clear and achievable objectives,
and balancing competing demands on quality, scope, time, and cost (Project Management
Institute, 2004).

Project management processes; tools and techniques will now be described.

Project managers can choose to use certain tools to overcome issues encountered during
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the implementation process. Appendix A contains a list of the 142 project management
tools and techniques associated with the project management processes listed in table 3.
Illustrated in table 3 are the knowledge areas, processes and also a reference to the
corresponding tools and techniques listed in appendix B.

Leintz and Rea (1995) state that the following items affect project success: the
clarity of project objectives, the fit betweens the project’s scope and the objectives that it
tries to achieve, the strong relationship of all projects with the standard structure of the
company, the identification and proper management of potential difficulties early in the
project, and the maintenance of a small, effective project management team that
possesses the necessary skills to achieve the project objeétives.

A scorecard was developed that describes the prinéiples of effective
implementation. This was established in a manufacturing environment. Eight principles
were identified, specifically: (1) never stop asking the question: “how can we improve
our track record for the effective implementation of manufacturing strategy?”, (2) prepare
a plan of action, (3) surface the force for effective implementation as a function of: the
clarity regarding what you want to achieve, expressed in outcome terms, the confidence
in knowing how to achieve this outcome, and the conviction as to why it is necessary to
do so, (4) use the force of effective implementation to elicit appropriate behavior from
stakeholders who: have the power to sabotage the intervention, or whose supportive
behavior is highly likely to determine the degree to which the outcome is achieved and
sustained, (5) have dual organization capability, (6) take the first small steps, (7) lead like
a relentless but reflective bulldozer driver, and (8) create a fault-tolerant environment for

the above seven points to flourish (Faull & Fleming, 2005).



Table 3.

Project management knowledge areas and their corresponding processes.

Knowledge Area

Project Management Processes (Tools & Techniques, appendix A)

Integration
Management

Develop project charter (1,2,3,&4)

Develop preliminary scope statement (2,3,&4)
Develop project management plan (2,3,&4)
Direct and manage execution (2&3)

Monitor and control work (2,3,4,&5)
Integrated change control (2,3,&4)

Close project (2,3,84)

Scope
Management

Scope planning (4&6)

Scope definition (4,7,8,&9)
Creation of WBS (10&11)
Scope verification (12)
Scope control(13,14,15,&16)

Time Management

Activity definition (4,6,11,17&18)

Activity sequencing (19,20,21,22,&23)
Activity resource estimating (4,24,25,26, &27)
Activity duration estimating (4, 28-31)
Schedule development (21,23,26,&32-36)
Schedule control (14, 26, 39-42)

Cost Management
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Cost estimating (26-29, 31, 43-45)
Cost budgeting (29,31,46&47)
Cost control (26, 48-52)

Quality

Management

Quality planning (45, 53-56)
Perform quality assurance (57-60)
Perform quality control 61-70) -

Human Resource
Management

.bul\)»—-vul\)v—a

Human resource planning (71-73)
Acquire project team (74-77)
Develop project team (78-83)
Manage project team (84-87)

Communication
Management

. Communication planning (88&89)
. Information distribution (90-93)

. Performance reporting (94-98)

. Manage stakeholders (87,100)

Risk Management

. Risk management planning (100)

. Risk identification (101-105)

. Qualitative risk analysis (106-110)

. Quantitative risk analysis (111&112)

. Risk response planning (113&116)

. Risk monitoring and control (31, 117-121)

Procurement
Management
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. Plan purchase and acquisitions (4, 122&123)
. Plan contacting (4 & 124)

. Request seller responses (125-127)

. Select sellers (4, 128-133)

. Contract administration (134-141)

. Contract closure (140 &142)
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Turner and Speiser (1992) state that difficulties exist in managing multiple
projects because of three main factors. The first is that projects have interfaces with other
projects and day-to-day operations, sharing common deliverables, resources, information
or technology across the interfaces. The second is that projects must negotiate priorities
on almost a daily basis with other projects and with day-to-day operations. The third is
projects deliver related objectives that contribute to the overall development objectives of
the parent organization.

When culture changes are required, or when dealing with resistance in the
implementation process, those affected by the change need to be brought into the process.
There has been much said about the negative aspects of politics, such as: it divides the
company and can be costly; it uses resources that could be used in more beneficial ways;
and it can allow ineffective legitimate leaders to remain in power and illegitimate leaders
to exist and cause disruptions in the business (Mintzberg, Ahlstrand, & Lampel, 1998).
Team leadership should be considered legitimate power and should ensure that members
of the team are motivated, able and competent to implement change and to provide
project deliverables when they are needed. There are four benefits to politics: it ensures
that the leaders are the strongest members of the organization, ensures that issues are
debated, stimulates chahge blocked by legitimate leaders, and eases the execution of
change (Mintzberg, Ahlstrand, & Lampel, 1998).

Powerful people in an organization can slow or stop the incorporation of change.
If these people have vested interests in maintaining the status quo, they can attack the
change with the hope of stopping the strategy execution process. To overcome political

forces, tipping point leaders seek alliances with those that benefit most from the change,
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attempt to silence those that oppose them and have the most to lose, and look for top
management support from someone who understands the problems, including who will
and will not support the project process (Kim & Mauborgne, 2005).

If technological change transforms the market place by changing the relative cost,
features, and availability of products, then when the rate at which products are introduced
is increased there is a corresponding increase in the rate at which products will become
obsolete (Krell, 2000). Rapid change requires that the workforce be highly skilled and
highly flexible. In the 1920s, the average lifecycle for a product was 25 years; in the
1970s, the average lifecycle was 2 years (Scheuing, 1974). Product lifecycle therefore
needs to be managed so that companies can introduce new products and remove others
from the market as needed.

The project management process can be viewed as a strategic asset that
contributes to a company’s competitive advantage (Jugdev & Mathur, 2006). Projects
themselves are different in that their requirements and project durations differ, but they
are the same in that they share common characteristics (Cohen, Mandelbaum, & Shtub
2004).

For strategic information ’systems planning, such as is used for implementing an
Enterprise Resource Planning (ERP) systéni, written documents help to structure strategic
direction and implementation (Segars et al., 1998). Segars et al. (1998) identify six
dimensions of a strategic information systems planning process: comprehensiveness,
formalization, focus, top-down flow, broad participation, and high consistency.

It is possible that there could be implementation problems, as there is a need for

two-way communication during the implementation process (Alexander, 1985). If
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management attempts to separate itself from operational work, the two-way
communication may not be possible. If implementation is going to be successful during
the implementation process, it is also important that certain questions are answered:
Where does the process start and end? Is there a customer for the process? Which are the
main phases of the process? Who participates in the process and in what kind of role?
What is the product of the process? What is the schedule of the process? (Aaltonen &
Ikavalko, 2002).

The 22 original implementation problems given in the Alexander (1985) study
and the 15 posed by the Al-Ghamdi (1998) study have been reduced to the top 10
reported problems in this research. The top 10 lists for these two studies differed in
chronological order, and the results differed by one problem. In the Alexander (1995)
study, insufficient training of lower level employees was in the top 10; this was replaced
in the Al-Ghamdi (1998) study with the issue that problems requiring top management
involvement were not communicated to them fast enough. The top ten problems for both
the Alexander (1985) and Al-Ghamdi (1998) studies can be found in table 4.

The reason that this information is being provided is the belief that if a problem is
understood, a solution can typically be found. Each of the top ten items will be addressed
next with respect to corresponding project management literature that addresses that
particular problem. Items that are similar in nature can be grouped so that they can be
explained at the same time and there is no need to repeat information.

For projects that take more time than originally allocated, project management
uses scheduling of projects and provides tools and techniques for compressing schedules.

Project management is not an exact science, and many problems associated with time-
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cost tradeofTs are as much social, political, and organizational as they are resource related

(Haga & Marold, 2004). It is also important to note that, in a multi-project organization,

the higher the organizational utilization, the lower the project throughput time (Cohen,

Mandelbaum, & Shtub 2004).

Table 4.

Top ten implementation issues. Reported by Alexander (1995) and Al-Ghamdi (1998).

Alexander Top Ten

Al-Ghamdi Top Ten

Implementation took more time than
originally allocated.

Competing activities and crisis distracted
attention from implementing this decision.

Major problems surfaced during
implementation that had not been identified
beforehand.

Implementation took more time than
originally allocated.

Coordination of implementation activities
was not effective enough.

Coordination of implementation activities
was not effective enough.

Competing activities and crisis distracted
attention from implementing this decision.

Major problems surfaced during
implementation that had not been identified
beforehand.

Capabilities of employees involved were
not sufficient.

Key implementation tasks and activities
were not defined in enough detail.

Training and instruction given to lower
level employees were not adequate.

Information systems used to monitor
implementation were not adequate.

Uncontrollable factors in the external
environment had an adverse impact on
implementation.

Leadership and direction provided by
departmental managers were not adequate.

Leadership and direction provided by
departmental managers were not adequate.

Capabilities of employees involved were
not sufficient.

Key implementation tasks and activities
were not defined in enough detail.

Problems requiring top management
involvement were not communicated to
them fast enough.

Information systems used to monitor
implementation were not adequate.

Uncontrollable factors in the external
environment had an adverse impact on
implementation.
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Time increases can be also be attributed to previously unidentified risk. Risk
management is one of the nine knowledge areas listed in 4 Guide to the Project
Management Body of Knowledge (Project Management Institute, 2004). One aspect of
project risk has to do with project schedule duration and uncertainty. There is a need for
project managers to analyze the effects of uncertainty on their project schedule; scenario
analysis is a tool that can be used to assess project schedule uncertainty (Liberatore &
Pollack-Johnson, 2005).

Risk assessment should address any major problems that surface during a project
which had not been identified earlier. Bourne and Walker (2005) reported that standard
control processes are appropriate for known problems, risk management is appropriate
for known unknowns, and unknown unknowns are seen by senior management as a
project that is out of control. This can be viewed by management as incompetence
whether it is a functional area or as it applies to projects.

When dealing with complex systems, management of the project is complex not
only because of technical complexity but primarily because of changes in the market, the
regulatory process, and the knowledge requirements impacting the project (Alderman &
Ivory, 2005).

Managing issues may result in better project performance. This can be done by
managing schedule, including establishing a timeframe for specific tasks. This allows for
the effective coordination of implementation activities. The management of projects
requires that key implementation tasks and activities are sufficiently defined.

A communications plan should be developed, and should address how

communication will take place with top management. The documentation of the project
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in the project plan and subordinate plan should adequately define what needs to be done
so that anyone can take over if a new leader or team is required. These plans also include:
the communication of goals and that they understood by employees, that changes in roles
and responsibilities of key employees are clearly defined, that key formulators of the
strategic decision play an active role in implementation, and the financial resources and
rewards and incentives.

Project planning requires the team member definition of roles and responsibilities.
The role of the division project management leadership is to: participate as a member of
the governance body and provide guidance to teams in creating and aligning strategies
within portfolios; provide systems, procedures, and supporting staff; identify the
appropriate project planning documents; and communicate the role of project
management staff with regard to developing strategies, and leading teams, analyzing, and
choosing alternatives with other managers (Jamieson & Morris, 2004).

The role of project leadership is to: identify how the project relates to the wider
portfolio; lead the team in selecting alternatives that may be best for the portfolio and not
just the project; review the development strategy through use of tools and procedures;
initiate, implement, and manage the development of project documents; review
documents on a regular basis to ensure that they are current, that objectives are being
met, and that the team is aware of strategic issues; and ensure that new members can
access documentation and that the objectives are understood (Jamieson & Motris, 2004).

The role of the project members is to: provide input into the development

strategy; communicate proj ect strategy to their department and ensure their department
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supports the strategy; and alert project leadership of any internal or external changes that
can impact the existing strategy (Jamieson & Morris, 2004).

Competing activities can distract project members from the tasks that need to be
completed. Ash and Smith-Daniels (2004) acknowledge that there is an impact on
development projects as project knowledge workers are moved to customer support
projects. The recommendation is that preemptive rules be put in place and that these rules
be based on criticality or learning progress. Management should minimize interruptions
to development projects and, if it is necessary, take into account the relearning penalty.

Project team members may find it necessary to provide deliverables to a project
team and to their functional manager at the same time. Although this conflict may exist,
this does not mean that it will exist and this can be resolved by managing relationships
(Dooley, Lupton, & O’Sullivan, 2005).

When discussing the capabilities of employees involved in the project and
whether they are at the required level, there must be attention péid to the knowledge and
skills that they possess or that can be obtained. Required project management skills
include: controlling and managing schedule, édst, scope and relationships (Bourne &
Walker, 2004).

Program management requires that change be implemented and relationship
management skills are needed so that the project manager can achieve project necessities.
This means that project managers need to understand the alliance of power, influence and
resource availability, and be willing to engage with powerful stakeholders to ensure

project success (Bourne & Walker, 2004).
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Loo (2003) defines the requirements for project success with respect to project
management and staff, technical and people skills, as well as the ability of an
organization to facilitate the process or inhibit progress. If project managers and staff
have weak technical and people skills, even if the organization facilitates success, there
will be poor project performance. If the project managers and staff have strong technical
and people skills and the organization facilitates success, then the organization should
have strong technical capabilities. If project managers and staff have strong technical and
people skills and there are performance inhibitors, there will be poor project performance.

Training and instruction given to lower level employees can ensure that the
project team has the required skills and knowledge to perform the tasks they need to
complete. In their study, Cheung and Lloyd-Walker (1999) found that training evaluation
is required to ensure the successful implementation of future Information Technology
(IT) projects. When this evaluation takes place, it should ensure that the budget needed
for training is available and that the required training is scheduled for those that need it so
that the usage is at the level expected when implementation is complete.

Sense (2005) discovered that impediments existed that precluded conversational
learning taking place during work or projects. The culture studied required that those
working on business tasks perform a particular action, but time was not allocated for
reflecting and sharing information. This meant that those who did learn something did so
individually and there was no conversational learning taking place. This can be attributed
to highly demanding, disruptive, and dynamic environments requiring individuals to

deliver on multiple projects (Sense, 2005).
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When uncontrollable factors in the external environment have an adverse impact
on implementation, this can be defined as realized risk. The project proposal is prepared
at the beginning of the project lifecycle. The proposal itself is generated in response to
internal and external forces as they are understood at the beginning of the project
(Woodhead, 2000). If the environment in which project management takes place is
wrongly assessed, the knowledge the project team requires will be either lacking or in too
much abundance and the project team will therefore be either over or under challenged
(Koshkinen, 2004).

Understanding and acknowledging the source of uncertainty in the environment
has benefits (Doll, Hong, & Nahm, 2004). Those benefits include: better up front
planning, the creation of clearer project targets, a reduced number of conflicts, improved
decision making, improved communication between functions, support for the allocation
of resources, and a project team better able to make trade-off decisions.

Leadership needs to come from the project team leader but also from the
functional departments. Middle managers are critical in assuring that strategy
implementation is successful. They have the responsibility to communicate strategy and
to translate that strategy into goals and objectives for their organization. This is critical to
success, as communication does not itself assure successful implementation; it is the act
of interpreting, accepting, and adopting that is important (Aaltonen & Ikavalko, 2002).

The organization should have a culture that promotes results. The company
should avoid creating a huge bureaucracy that might stop innovation. The company
should also take a disciplined approach. This means that people should feel free to

contribute within the framework established. The assumption should be that the right
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people have been hired and that they will perform given the opportunity. There also
needs to be discipline when defining what action is going to be performed; this ensures
that the organization is focused and not trying to be all things to all people. Finally, the
organization needs to take disciplined action (Collins, 2001).

Information systems used on the project should be adequate so that the
appropriate information can be accessed when it is needed and by the people that need it.
There is a need for tools to gather required project information and to disseminate that
information to those that need it for problem solving and decision making (Czuchry &
Yasin, 2003). There is also a need for project information to be stored in a central
organizational database and in external databases so that comprehensive, accurate and
complete records are available to those that need it.

The use of project teams requires that people are brought together for a limited
period of time until they achieve a particular outcome. Since the same group does not
always reform, it is important that the project information be recorded so that it can be
used on future projects (Cheung & Lloyd-Walker, 1999).

There must be support and backing by top management in the strategic business
unit (SBU) and at the corporate level for the project. This is usually obtained when
projects are selected and funded. Cheung and Lloyd-Walker (1999) concluded that
projects require support from strategic planners so that projects can be fully implemented.

For an organization to succeed, it needs to understand which organizational
structure works best for the strategy it is pursuing (Chandler, 1962). Project
implementation issues can result from any of the areas already discussed. For

organizations that use projects to implement change, the information in figure 6 may be
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helpful. The influence of organizational structure on projects specifically addresses some

issues that are contained in this paper. These include resource allocation, whether

functional managers are supporting the project, budgets, and project leadership.

Administrative Staff

Organizational { Functional Matrix Matrix Matrix Projectized
Structure Weak Balanced Strong

Project

Characteristics

Program Manager Little or Limited Low to Moderate | High to

(PM) Authority None Moderate | to High Almost
Total

Resource Availability | Little or Limited Low to Moderate High to

None Moderate to High Almost

Total

Who Controls the Functional Functional | Mixed Project Project

Project Budget Manager Manager Manager Manager

Program Manager’s Part Time Part Time | Full Time |Full Time Full Time

Role

Project Management | Part Time Part Time | Part Time | Full Time | Full Time

Figure 6. Organizational influence on projects (Project Management Institute, 2004).

Thus far we have discussed new product introduction projects, but there is also a

need to talk about organizational change projects. There are similarities between projects

and project management should be considered a viable method for introducing change.

For organizational change, it is important to know that change content, context, process,

and individual differences have the ability to influence change success (Walker,

Armenakis, & Bernerth, 2007). It is also important to understand change communication

and the organization’s ability to embrace change (Frahm & Brown, 2007). This can be

especially important for companies that practice continuous improvement. Companies
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that continually introduce new products need employees to embrace this and to have the
ability to function in this environment.
Knowledge Management

Knowledge management can be looked at as the systematic process of creating,
acquiring, disseminating, leveraging, and using knowledge to gain a competitive
advantage or to achieve an organizational objective (Nicolas, 2004). Knowledge itself is
usually embedded in repositories, documents, routines, operational processes, practices,
and norms (Lin, Tseng, & Yeh, 2005). Since knowledge is treated as a competitive
resource, it is driving organizations to implement various knowledge management
initiatives to identify, share, and exploit knowledge assets (Chua & Lam, 2005).

These initiatives can be the result of business process-modeling and/or re-engineering,
quality management, business intelligence movements, or the learning organization
(Bernus & Kalpic, 2006). The benefits can be improved decision-making, increased
productivity and innovation, less reinvention and duplication, better staff development,
and a lesser impact of attrition (Chua & Lam, 2005).

Chourides, Longbottom, and Murphy (2003) report that: organizations put
knowledge management high on the agenda and believe that the importance will grow;
that it is new and are seeking to better understanding of it; most efforts have begun in the
last two to three years; most activity has been in the information technology area; there
has been little activity in strategy, TQM, marketing, and finance; there has been
confusion over structure and its link to strategy; there is positive perception of results but

a lack of evidence; performance measures are not well developed; there are possible links
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to TQM and business excellence; and the chief reasons for knowledge managément are
information management, competitive advantage, rapid response, ahd innovation,

Brookes and Leseure (200‘4) report a strong correlation between good project
management practices and evidence that good project teams use good practices for
managing knowledge. Likewise, companies that haci problems with knowledge reuse
across projects also had problems implementing good project management practices.
Firms that want a competitive advantage are concerned with the external environment
and knowledge that impacts on cost, quality, time, and flexibility (Krajewski & Ritzman,
2002). Three major influences for the management of knowledge in an organization are
managerial, resource, and environmental (Holsapple & Joshi, 2000). The four main
factors for managerial influences are coordination, control, measurement, and leadership.
The four main factors for resource influences are knowledge, human, material, and
financial resources. Environmental influences consist of competition, markets, time
pressure, and governmental and economic climates.

If knowledge transfer is to take place between individuals and groups, a
collaborative culture needs to exist in the organization (Goh, 2002). Knowledge
management is a managed process that leads to the creation, acquisition, storage, access
or transfer of knowledge (Blackman & Henderson, 2005).

Organizations can look at existing strategy and determine what knowledge will
make it work, or they can take existing knowledge and determine what strategy
capitalizes on it (Aronsons, Halawi & McCarthy, 2006). These options allow the
organization to create a strategic or compeﬁtive advantage if it can effectively manage

knowledge and create a strong strategy-knowiedge relationship. When planning a
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knowledge management strategy, it is important to identify the goals and objectives up
front (Gupta, Narain, Shankar, & Singh, 2003).

Knowledge management strategy is the process of generating, codifying, and
transferring explicit and tacit knowledge within an organization. It requires getting the
right information to the right people, in the right place, and at the right time. The
knowledge strategy defines the needs, methods, and actions to achieve the objectives
(Aronsons, Halawi, & McCarthy, 2006).

When linking knowledge management with project management, we are looking
to take advantage of the standardization of processes. Standardization requires that
individuals take knowledge and create artifacts. This allows different people to perform
similar tasks in different locations and get similar results. Moreover, standardization is a
distinct process and requires that results be written down as they occur and that they stay
frozen until such time as revisions are required (Ungan, 2006). This can be effective for
companies that are iteratively changing and are pursuing a cost leadership strategy.

Difficulties arise in getting the right information to the right people at the right
time as there can be uncertainty with flawed information (Lang, 2001). This is not a
problem with incremental change, but there most certainly will be a problem wi