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ABSTRACT
The purpose of this master thesis is to investigate how architects and project managers can 
improve their work process within an architecture firm, in order to become more 
competitive and cost efficient. 

To fulfil the purpose of the thesis, the research has been based on an interview study that 
draws upon the challenges the construction industry is currently facing, especially within 
architecture and project management, which means that firms working in the early phases 
of a project must do some changes in their work processes to meet those challenges. Hence, 
the research question has been based on the firm’s ability to improve their work processes 
in different and new types of projects.  

The investigation has been based on semi-structured interviews and a literature study of 
scientific articles and academic literature. The interviews have been made with group 
managers, a design manager, internal project managers and external project managers from 
the Swedish architecture firm White AB in Stockholm, which has collaborated with the 
researcher when writing the master thesis. 

The interviews has shown difficulties in managing projects for both architects and project 
managers, and in defining roles and dividing of tasks, which has resulted in the lack of 
collaboration and communication, design problems, time and budget constraints, client 
dissatisfaction and cultural barriers within the firm. 

To handle and prevent these difficulties from occurring the researcher has provided the 
firm’s steering committee with guidance on how to improve the difficulties with two overall 
objectives. The objectives were based on the current situation analysis, which in turn was 
based on interviews and literature study that entailed architects’ increased collaboration 
with project managers and the definition of the project manager’s role. Hence the following 
guidelines can be achieved: internal and external marketing, education, experience 
feedback, common objectives and shared leadership.    
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SAMMANFATTNING
Syftet med detta examensarbete är att undersöka hur arkitekter och projektledare kan 
förbättra sina arbetsprocesser, i en arkitektfirma, för att bli mer konkurrenskraftiga och 
kostnadseffektiva.

För att uppfylla syftet av examensarbetet, har forskningen varit baserad på en intervjustudie 
som bygger på de utmaningar som byggbranschen för närvarande står inför, särskilt inom 
arkitektur och projektledning, vilket innebär att företag som arbetar i de tidiga faserna av ett 
projekt måste göra vissa förändringar i sina arbetsprocesser för att möta dessa utmaningar. 
Därför har forskningsfrågan varit baserad på företagets förmåga att förbättra sina 
arbetsprocesser i olika och nya typer av projekt.

Undersökningen har baserats på semistrukturerade intervjuer och en litteraturstudie av 
vetenskapliga artiklar och akademisk litteratur. Intervjuerna har gjorts med gruppchefer, en 
projekteringsledare, interna och externa projektledare från den svenska arkitektfirman 
White AB i Stockholm, som har samarbetat med forskaren vid skrivning av examensarbetet.

Intervjuerna har visat på svårigheter i att hantera projekt för både arkitekter och 
projektledare och I att definiera roller och uppdelning av arbetsuppgifter, vilket har 
resulterat i samarbets- och kommunikationsbrister, utformningsproblem, tid- och 
budgetbegränsningar, klientmissnöje och kulturella barriärer inom företaget.

Att hantera och förebygga dessa svårigheter från att uppstå så har forskaren tillhandahållit 
företagets styrgrupp med vägledning om hur svårigheterna kan förbättras utifrån två 
övergripande mål. Målen baserades på nulägesanalysen, vilket i sin tur grundade sig på 
intervjuer och litteraturstudier som innebar ett ökat samarbete mellan arkitekter och 
projektledare och att definiera projektledarens roll. Därmed kan följande riktlinjer uppnås: 
intern och extern marknadsföring, utbildning, erfarenhetsåterföring, gemensamma mål och 
delat ledarskap.
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INTRODUCTION
The aim of the introduction is to provide the reader with an understanding of the background 
and purpose of the master thesis. 

BACKGROUND
For a long time the construction sector has been criticized for being ineffective, immature, 
corrupt and much more negatively (Josephson, & Saukkoriipi, 2005). During last year’s trend 
day of the community building sector stakeholders, “The Swedish Building Centre” 
(translation of the Swedish firm “AB Svensk Byggtjänst”) arranged a day of lectures and 
discussions on what should be focused on in the future of the building sector, as they sell
information and knowledge of current technology and regulations and develops tools and 
venues that create efficiency and profitability in the Swedish construction industry (Svensk 
Byggtjänst, 2010).

The discussions contained the topics of energy goals, competence work force and the
ineffective construction process. The criticisms for the ineffective, immature, corrupt and 
negatively construction sector was covered in the two latter topics of the trend day where 
its discussion took the form of answering the following question: how to create a more 
efficient construction process? The outcomes came to reflect a more holistic and industrial
approach in the construction work process, in a concept-oriented way. It was argued that 
the outcomes could be made possible if municipalities were willing to work with developers 
in a different way than in the past, to significantly increase housing and differentiate 
production costs. This could then be met and adapted to the construction, to different 
target groups needs and ability to pay (Svensk Byggtjänst, 2011).

Amongst the attending stakeholders was one speaker who discussed these aspects further; 
Rolf Persson, CEO and founder of the analyst firm “Industry Facts”. Rolf Persson’s view on 
the issue was the lack of competent work force, which caused the less efficient process and
contributed to the risk of construction errors. He also discussed the potential cause to the 
non-holistic approach, which was the increasing demand of housing. Rolf Persson concluded 
that the future for the building sector is to create a high level of cost efficiency in the 
construction process (Svensk Byggtjänst, 2011).

This discussion was made due to the fact that the otherwise traditionally, quite conservative 
construction industry, is now slowly starting to move, creating challenges for construction 
companies as well as for architectural firms. The challenges for the architect firms are there 
in terms of the great actors’ increasingly pronounced pressure on costs, more thought-
through industrialization processes and new requirements for the integration of planning, 
design, procurement and production. New forms of collaboration are also acquired, creating 
new opportunities, new roles and patterns of cooperation. For the architectural firms, this 
creates internal pressure for change but also a willingness to take on different roles and 
more responsibility in each new situation, because the traditional roles and responsibilities 
in the construction process makes it almost impossible for the architectural firms to acquire 
the increased parts of a project's future value. As a result some architectural firms have 
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taken it upon themselves to initiate, develop and implement their own projects, taking the 
role as developers and participation in the whole construction process. However, it seems 
like the project managers at the architectural firms does not have the right competences to 
handle the occurring changes in the moving construction industry, even in the development 
of in-house projects, making it difficult to stay ahead in the construction and architect 
market, with the aim of creating a more efficient work process and a cost efficient
construction process (Carenholm, 2007). 

PROBLEM STATEMENT
The hypothesis is that the increased cost pressure, due to the changing construction 
industry can, in an architectural firm, be manageable by making the internal project 
manager more involved in the earlier stages, especially the planning and design phase, to 
fulfil the aim of a more cost efficient construction process. Thereby establishing a new work 
service for the clients.

This research will investigate the current construction process; both in general and from a 
architectural firm’s point of view, the internal project manager's role, interdisciplinary 
teamwork, the cost aspect in the design-, construction- and delivery phase, and how these 
investigations, combined with theories in project management, architecture, competence-
and process development and construction process, can create new ways of working for the 
internal project manager together with architects, to develop the internal project manager's 
role and procedures, minimize costs for the firm and making them more competitive.

The research question to be answered is: 

How can the work process become more efficient between the internal project managers
and architects so that their architectural firm can gain a more competitive advantage?

PURPOSE
The thesis main purpose is to provide the steering committee of an architectural firm that 
primarily works in the early stages of a project, with a sort of guidance for the architects on 
how to work together with the internal project managers in both external and internal 
projects, wherein architectural projects the project manager works as the client’s right hand. 
Hence, offering the competence of project management for the architects and the clients, 
and implementing the project management discipline in the firm. This can be described as a 
package deal for the client who wishes to procure an external project manager and an 
architect in good collaboration during the project. This results in the combination of 
competences that offers a new service for the client’s issues, and for the firm to become 
more competitive and meet the aim of a more cost efficient construction process. 

I believe that design can effectively manage the entire project cost. To achieve the desired 
objectives of a project, a project manager should participate in the planning and preparation 
of the design that has experience of understanding the architects as well as the technical 
and economic aspects, where the results of the design are practical, advanced and of 
reasonable cost.
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LITERATURE REVIEW
A literature review is performed in the research with the aim to verify the relevance of the 
empirical findings with relevant theory. The literature will also provide a base for logical 
understanding of concepts and theories relevant for the subject to be studied. In the research 
it is necessary to perform literature reviews on theories in project management, construction 
process, work processes, architecture and competence development. The sources used are a 
printed book, a scientific article, a discussion paper and a report.  

PROJECT MANAGEMENT 
For the project manager handling the future trend of a cost effective construction process 
there are currently no management tools/guidelines in the national practices. Today’s tools
for project managers usually come from project management standards, where the Project 
Management Body Of Knowledge (PMBOK) is frequently used. The standard provides 
tools/guidelines in construction processes, describing the overall necessary information for a 
project manager (The Project Management Institute, 2008).

I hope to use this theory to identify any gaps on management involvement in the planning 
and design phases whilst seeking to identify the placement of costs in the design phase- if it 
needs to be directed towards an input rather than an output of the design phase. 

WORK PROCESSES
As a diversity of professions are involved in projects the challenge of creating efficient work 
processes becomes apparent. “The challenge is particularly acute for firms whose primary 
business is designing, building, supplying and financing “(Lampel, 2001, p. 471), but where 
the right diversity can generate profit for both the firms as well as the client who procured 
them. Theory emphasizes the importance of creating the effective configuration of 
professions for the client’s specifications through an operative strategy of the daily routines 
and processes, with the right competencies, which creates good project performance
(Lampel, 2001). 

This can be used to analyse the architectural firm of White that consists of a diverse group of 
professions, amongst them architects and project managers, whose roles and competences 
has to be highlighted in theory and in the empirical findings to where the research question 
can be answered in today’s demands and needs from the clients and the Swedish 
construction industry. 

CHALLENGES FOR ARCHITECT FIRMS
In 2007, Staffan Carenholm wrote a discussion paper for the future of architect firms where 
he identified ten different challenges and opportunities that the firms will encounter
(Carenholm, 2007).

The theory’s challenges and opportunities, identified with a specific architect firm and the 
thesis purpose, will be analysed to gather more information on how the project manager’s 
work process can be evolved and still be aligned with the architect firm’s vision and mission. 
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CONSTRUCTION PROCESS
In 2005 Per-Erik Josephson and Lasse Saukkoriipi wrote a report on the waste in 
construction process where they emphasize that the cost waste has to change, in regards to 
optimizing performance, where it at one stage of the process may not be overall beneficial if 
additional costs or delays occur elsewhere. For example, saving money on the design 
process will be a false economy if the result is excess construction costs (Josephson, & 
Saukkoriipi, 2005).

This theory will explain the cost waste in the construction process and how the process has 
become ineffective, immature and negatively. It will help to identify the true problem of a 
non cost effective process in construction. 
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METHOD
In the following chapter, the choice of method is described with reflections and arguments of 
the research approach and design. 

THE RESEARCH APPROACH
Research in understanding information, knowledge and experience can have many different 
aims. Selecting the appropriate research method for a study is dependent upon a number of 
factors, including the aims and research questions, the environment where the study is to 
take place, the time available and the availability of participants (Ghauri, & Grǿnhaug, 2010).

This study will consist of a qualitative research method containing interviews, document 
analysis and scientific articles. The interviews will be the primary data collected from project 
managers at a specific architectural firm to gather their knowledge and views on the current 
construction process, their competences and roles in projects, possible challenges identified 
in their work approach and interdisciplinary teamwork, as well as their view on cost 
efficiency in projects. 
  
The secondary data will involve document analysis where the documents are parts of the 
firm or are created independently from the study. Examples of documents include job 
descriptions, reports, etc. The secondary data will also include scientific articles and 
literature from the construction industry to explore new ideas when moving forward in the 
research, by first re-enforce the information stated from the primary data. The secondary 
data will cover both national and international research on the chosen topic, from both male 
and female professors, which will provide a better reliability when writing the analysis. 
During the course, seminars will be held with teacher and other students, where our theses 
will be analysed and discussed for continuous improvements that will consider its validity.

The reliability and validity of the research will determine the value of the performed study 
and will be considered through the whole research process, when gathering both primary 
and secondary data (Ghauri & Grǿnhaug, 2010).

THE RESEARCH DESIGN
To gain a well-structured result of the research objectives it is designed to follow a 
traditional model of a master thesis, with a logical-historical model. With logical principles 
the reader can get an overall view of the research by providing a background and a 
description of the research conditions. The chosen method and the theories that the 
method is based on will then be described, and how the method has adapted to the current 
problem. Then the results will follow. Finally the conclusions drawn by the results will be 
presented and an assessment of the consequences thereof.    

The thesis will consist of an interview study research with the following format:

- Conduct a literature review to develop a theory
- Design the research 
- Conduct an initial interview and document analysis on the current work approach
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- Create a situation analysis
- Modify developed theory based on the findings
- Prepare two cases, based on the firms role models
- Write individual case reports (for the two prepared cases)
- Modify developed theory based on the findings
- Conduct additional five interviews within the project management discipline (with 

the aim of comparing factors in a variety of projects)
- Conduct cross-case analysis based on the five interviews
- Modify developed theory based on the findings
- Identify new work approach/service through action plan
- Conclude the results and future research on the study

The research is based on a hypothesis formulated by the researcher when identifying a 
problem in practice. The hypothesis is being investigated in theory to see whether or not the 
problem can be identified in the existing literature. The major parts of the data will be 
gathered through interviews, and analysed together with theory to form a solution. The 
empirical findings will either validate or diminish the hypothesis.  If theory provides the 
researcher with other facts that are more likely to identify the actual problem, new 
interviews might be necessary to conduct. With new primary data, theory will have to be 
modified. The result will then be investigated to see whether or not the result can answer 
the research question and be brought into practice (Yin, 2003).

The case study technique is chosen since the research question of how needs to be 
answered, and where there is little control of the social processes and its context of real-life. 
In an inadequate theory, the technique can fill out the gaps by being explanatory, 
exploratory and descriptive (Ghauri, & Grǿnhaug, 2010).

INTERVIEWS
The most usable technique in this qualitative research will be interviews. The interviews will 
take place over the phone, in person and in Swedish, where the initial interview of the 
current work process will occur both ways to gain more information of the person’s views, 
which is the group manager of the internal project managers at the firm. The upcoming
interviews will take place at the firm’s office in Stockholm where five people, consisting of 
both internal project managers and architects, will be interviewed to get a more holistic 
insight into the work process. Even though these professions are working together in 
projects, with different roles and tasks, they might have dissimilar views on their future 
cooperation. The chosen people for the interviews have been selected by the project group 
manager, because of her knowledge of their time ability for doing interviews. 

Interviews over the phone will take place when writing the two cases of the firm’s role 
models and the cases’ work approaches. The interviewees consist of a male project manager 
located at the firm’s office in Gothenburg, and a female design manager located in Uppsala. 
These cases will provide a comparison with the current situation analysis made from the 
interviews and theory, to be able to provide a combined and extended competence service
for the firm’s office in Stockholm. 
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LIMITATIONS
Several limitations have occurred during the research process and evolve around the chosen 
research method. The case study research is limited to a specific Swedish large architect 
firm, located in Stockholm where the research aims to provide the firm with beneficial 
solutions suited for their specific needs. It is also limited to a specific group of people within 
the firm, the project managers and the architects, where the project managers together 
with their manager, have approved to highlight their opinion on the matter and putting their 
firm in my hands as it were, with the result of better work processes for them and the 
architects. With that said, the solution does not provide a general solution for all kinds of 
architectural firms, but hopefully a useful insight into their future, where the thesis can form 
the basis for upcoming research. 

As the architectural firm’s perspective has been prioritized the thesis does not highlight the 
one stakeholder that actually has created the demand and needs that is now changing the 
construction industry, which is the client and its view on the problem for the architectural 
firm. 

The choice of literature for the theory has been an on-going process that continued
throughout the research, where the limitation of sufficient scientific articles might have 
resulted in an inadequate theory. However, by using both primary and secondary data to 
complement each other, the reliability of the outcomes is valid enough to answer the 
research question. 

The interviews have been done with both female and male project managers and referenced 
as different respondents instead of their actual names with the purpose of personal 
integrity. They have also gotten the opportunity to provide feedback and necessary changes 
to their statements in the thesis to validate that the information provided by the researcher 
is reliable. As a result, the thesis has the possibility to provide a more cohesive and thereby a 
sustainable view on the financial and ecological developments when trying to make a 
solution profitable, by first fulfilling the needs and demands of the professions involved 
within the firm, and later by achieving the long-term objective of a more cost efficient 
construction process.

As a final note, the written language and the content of the thesis is chosen and limited to 
the researcher’s language knowledge and capabilities as well as its purpose of the research. 
The official language of the researcher is Swedish, but has chosen to write it in English even 
though the firm and the people involved are Swedish. But to broaden the topic of the thesis, 
the researcher has chosen to write it in English. The content is chosen and discussed with 
other students that have been writing a thesis at the same time. The content has also been 
discussed and approved by the supervisor, through its participation and feedback on the 
chosen topic and literature. 
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THEORETICAL FRAMEWORK
This chapter will present what has previously been achieved in the field of research.  

PROJECT MANAGEMENT & CONSTRUCTION PROCESSES

THE DIFFERENT STAGES OF A PROJECT AND ITS PARTICIPANTS
The project life cycle is divided into several stages where each has assigned project 
management practices and project managers with defined responsibilities. In general, the 
following stages are stated: Inception, Feasibility studies, Schematic design, Detail design, 
Production information, Bills of Quantities, Tendering, Project planning, Construction and 
Project completion (Winch, 2010). 

The project’s participants are those who will gain or suffer from a project and will depend on 
what sort of participant/stakeholder they are. The stakeholders can be divided into two 
categories, which are either internal or external. The internal stakeholders are legally 
connected to the client by a contract from which they work as a supplier to the client, who 
legally demands activities from the supplier. The supply side consists of architects, 
engineers, principal contractors, trade contractors and material suppliers. The demand side 
consists of the client, the client’s employees and tenants as well as the financiers. The 
external stakeholders are the public and private actors interested in the project, such as 
local residents and landowners, and regulatory agencies and government (Kadefors, 2004). 

These stakeholders have different roles within the project life cycle and focuses on 
managing and coordinating the project information among the numerous participants with 
the aim of satisfying the objectives of each stage. The different roles can be joined into three 
categories of actors, where each actor can develop as many roles as necessary:

Client: Whether public or private, the client is the prompting stakeholder that gets the 
project financed, designed and built. Public clients are public bodies of some kind that range 
from the government to municipal entities, and finally to a multiplicity of local authorities. 
Public projects are often being built to accomplish public functions that are being paid for by
the financing forms of bonds or allocations. The procedure to follow is for the public clients
to enforce laws and administrative terms of reference relating to advertising for bids, 
bidding procedure, contracts and other matters relating to the design and construction 
process. When it comes to the private clients their procedure for getting the project 
financed, design and built is already set. But for the clients who do not want to be the end 
users of the constructed facility, they rather sell, lease or rent the completed facility to 
others (Kadefors, 2004).

These procedures can change depending on the contracting form; for instance in lump sum
contracts the lowest bidder are often procured for constructing the building and consultants 
for specifying the building in detail. However, some aspects of the building design cannot be 
specified in independently certifiable terms, efforts may be concealed and difficult to inspect 
after the completion of the building. To avoid that contractors miss-use these gaps, clients 
employ their own engineers to oversee and inspect work on an on-going basis (Kadefors, 
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2004).

As a principle of construction project management, the client can with authority and 
capability brief the team of suppliers what the demand side wants but when there is a 
complex client organization the range of stakeholders’ interests on the demand side can be 
hard to grasp and fulfil. On the other hand the supply side may have different agendas in 
participating in the project, such as marketing. For example, companies who works on a fee 
basis will usually gain their reputation by working on the symbolic aspects of a project, e.g. a 
building, where architects sometimes get involved to gain a good reputation rather than 
meeting the client’s demands. For a project manager it is crucial to gain knowledge about 
these interests early on, to identify what and when things need to be done (Winch, 2010).       

Architect-Engineer: The architect-engineer is responsible for designing the project in both an 
architectural and engineering sense, which makes the use of the term “architect-engineer” 
referable for the design professional, regardless of specialty or relationship between the 
participating stakeholders. The architect-engineer is usually a private and independent 
design firm that has the ability to occupy several positions with respect to the client, for 
whom the design is undertaken. In the most common arrangement of a “turnkey project 
arrangement” the client contracts with a stakeholder for both design and construction
(Forcada, 2005). 

Contractor: The general contractor is hired for the project’s construction, either for the 
entire project or parts of it. The contractor is hold accountable for the subcontractors’ work 
and other participants involved, such as suppliers.  When hired as a prime contractor the 
client awards him/her for the whole project, with coordinating of schedules, man-hours, 
suppliers, materials and responsibility for delivering and finishing the job, made in 
accordance with the contract documents. In other cases, the client might have several
contractors working on the project at the same time, where each contractor is hired to work 
on parts of the project. In these cases, the client will designate a coordinator for these 
contractors, which can be a construction manager, an architect-engineer or one of the 
several contractors working on site, paying extra for its work (Forcada, 2005). 

The design process
The following literature on design process is based on the theory of Winch (2010) that states 
that the artificial in the design process is created through conception and planning, leaving 
room for a high level of uncertainty. This usually results in wicked design problems, which
have their solutions incorporated in the problem definition and are often improved by 
further work, leaving them intangible. But during the project life cycle the design problems
alternates from wicked to tame as information becomes available and the problem 
definition more precise. The tame design problems can then set the bounds of the problem 
and the solution process. This means that the management of the solution to the wicked 
problems will require a different approach compared to the tame problems, where a lot of 
responsibility will have to be given to the architect solving the problem.       
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The problem solving process can be seen in the perspective of the conjectural model where 
the architect iterates around a number of cycles to solve the wicked problem. The 
conjectural model suggests that the process should start with an initial hunch as to what the 
solution might be, and is based on previous experience. That in turn creates the primary 
generator that pushes the process forward, through estimation of possible solutions and 
analysis of their viability. If the feedback of possible solutions is insufficient, the architect 
usually sticks to its primary generator, trying to convince the client of its value. If not, the 
client will look elsewhere for a solution, breaking the contract with the architect for not 
aspire to a new generator.

Because of the strained relationship between the client and the architect, the management 
of their relationship and tasks can be divided into two levels. The first level is the internal 
process of the architect firm where the partners handle the primary generator, whereas 
estimations and analysis are left to the junior staff making proposals that fit with the 
generator to meet the brief. The second level is the interaction process with the other 
project members where the proposals are fed back to the client through visual conversation 
and deeper understanding of the problem. When the problem has been tamed, the 
techniques of design management become available. These techniques make a commitment 
and involvement of project members and users when arguing about possible solutions to 
the problem. The process can be improved with the techniques of Quality Function
Deployment (QFD), Prototyping before actual construction, and Design Quality Indicators 
(DQI).     

Improvement with QFD provides the correct match of technical possibilities with the client’s 
needs to where the proposed design solution is benchmarked against competitors. By 
setting costs on design parameters, it will ensure that the proposed solution will be within 
the target costs of a proposed market segment. 

Improvement with prototyping makes an analysis of what is being built before construction 
is started. The different types of prototyping can be; virtual simulations, mock-ups that 
better demonstrates what is seen from a drawing, and 3D models for understanding 
proposals and implications during design review meetings.

The technique of DQI uses three main criteria for design quality where Functionality, Build 
Quality and Impact are broken down into sub-criteria and are being measured to a survey 
for rating a building of its intention. The survey shows the subjective qualities felt by 
different stakeholders, which can be used as a starting point for discussion in the matter. 
This will initiate conversations about client and user priorities, and design possibilities and 
consequence. However, it has to be more evolved to measure the added value for the client 
and other stakeholders, rather than assets.

The three techniques of QFD, prototyping and DQI will benefit the briefing and design 
process in answering the questions of who, what and when, as well as supporting the 
collaboration between the project members when passing the design to the next stage of 
development. The design decisions will effectively determine the overall budget (Winch, 
2010). 
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COSTS IN DESIGN, CONSTRUCTION AND DELIVERY
There is an inadequacy of management in the construction industry, where costs overrun 
are increasing, caused by a decline in cost effectiveness. The costs are located in scheduled 
overtime, ineffective supervision in productivity and nonsufficient management. The 
scheduled overtime results from the client’s time pressure that makes the construction 
process counterproductive and wastes the client’s money. The lack of effective supervision 
comes from the on-site management not being able to plan and communicate work with the 
craftsmen, making them demotivated in their work, which creates a decline in cost 
effectiveness (Blough, 1983).

Construction planning should be a major concern in the development of facility designs, in 
the preparation of cost estimates, and in forming bids by contractors. Unfortunately, 
planning for the construction of a facility is often considered as an after thought of the 
design professionals. Engineers and architects are not to concern with designing to insure 
ease of construction, which contrasts with manufacturing practices in which the assembly of 
devices is a major concern in design. With new technology required in more complex 
projects it is important that developers, designers and clients work together to cut costs. 
The costs have to be controlled accurately and timely in design, planning and scheduling, 
budgeting, procurement, material logistics and quality assurance. With sufficient project 
management the savings in the design phase can be reduced by two to four percent, and
result in more teamwork, sharing of cost data and intergroup communication. But with the 
architects’ lack of experience in the field and not being up to date of drawing the design, the 
erection of the building might not be cost efficient, and the cost errors will still remain
(Blough, 1983).

It is about locating the unnecessary costs that does not compromise with quality or
performance requirements and improves the current technology in design and construction. 
The improvements can come from gathering relevant information, searching for creative 
ideas, evaluating the promising alternatives, and proposing a more cost effective alternative. 
This approach can be applied at the beginning of the construction phase of the project life 
cycle (Hendrickson, 2000).

On the construction site, it is about the process of designing to enable the most efficient 
placement of resources with the objective of reducing waste, improving conformance 
quality, increasing productivity, removing safety hazards or reducing schedule. Achieving it
requires that those whose expertise lies in realizing the project be involved in the design of 
the facility. This is problematic for procurement using fixed price contracts, which might lead 
to a switch to incentive contracts where the constructor will have the motivation to propose 
more effective or efficient ways of realizing the project (Winch, 2010).

PROJECT MANAGEMENT IN CONSTRUCTION
A large part of project management involves preventing problems, undertaking new ground, 
managing a group of people and trying to achieve objectives fast and cost-effectively. 
Projects are currently far more complicated than ever before as they involve larger capital 
investments, and hold several disciplines, scattered project participants, tighter schedules, 
established quality standards, etc. Connected with high-speed developments in ICT, these 



17

factors have influenced project management practices to take a new turn taking advantage 
of newly developed management tools and the latest technology (Forcada, 2005). 

With that said, the project manager is responsible for a project from its conception to 
completion with the tasks of planning, controlling and coordination, on behalf of a client. 
The management evolves around the client’s objectives in terms of usefulness, function, 
quality, time and cost, and the establishment of relationships between resources. The 
manager is often rational and acts, in a structured way, on impulse in uncertain situation, 
and when implementing the activity of routines, the routines rather constrain the action of 
impulse than enables managerial action. This results in an inadequate project management 
role where he/she lacks the competence of initiating and controlling the labour and flow of 
information (Winch, 2010). Hence, the project manager must have the ability to integrate, 
monitor and control the contributions and their output to the project in order to satisfy the 
client needs and demands. But it is not only the client that needs managing, the project’s 
participants that in the end finishes the job also need management when erecting a 
building, where the challenges for the project manager are to coordinate and communicate
time and labour. But so far, the challenges have made the projects more costly and 
inefficient (Forcada, 2005). The industry needs to be concerned with identifying and 
studying the process of managing construction projects and with structuring its 
organizations and implementing techniques and procedures that make the process more 
effective. The construction process can be effectively managed in firms if they cooperate in 
an inter-organizational structure, like the project team, with the task of producing the 
project as a whole rather than parts of the project (Walker, 2002). 

PROJECT MANAGEMENT & ARCHITECTURAL PROCESSES

CHALLENGES FOR ARCHITECT FIRMS
Traditional project management practices have evolved over time as the requirements for 
managing and controlling construction projects have extended. However, with the advances 
of management techniques, traditional practices have proven to be insufficient in meeting 
the new project requirements (Forcada, 2005). 

Construction projects are being designed by various numbers of architects, procured and 
managed by new approaches, materials are purchased and delivered through strategic 
alliances with suppliers, etc., and have stressed a number of drawbacks in the traditional 
project management practices. Therefore, the industry and clients are looking to bring about 
a change in the construction industry to improve quality, competitiveness and profitability, 
and to increase value to clients. Where the importance has traditionally been on the 
necessity to manage the boundary between the project and the client’s organization, it is 
now shifting towards the need to manage the flow of activities through the whole life cycle 
of the project, concentrating on those activities that actually add value. The necessity is for 
project managers to integrate the projects’ phases that lead to performance enhancement, 
and for designers to develop better understanding of contributing value in the project 
process and the supply chain (Forcada, 2005). This speed of change is introducing a new 
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climate, which has highlighted the limitation of current practices in meeting the new 
requirements. In facing up to the above-mentioned challenges, current practices have 
numerous restrictions to efficiently deal with these requirements, and can be categorized 
into the following two groups:

- Lack of adequate communication: The lack of adequate communication relates to 
the lack of consistency in the flow of information between different stakeholders in 
the construction project. Up to 30 percent of construction rework has to do with
process related problems where changes in the design is not effectively 
communicated by the architects to the contractors, which makes the changes non-
efficient when implementing them, resulting in rework. This imposes a lot of strains 
on the client’s budget. 

- Lack of standard processed for project management: Although there are some 
initiatives to standardize project management processes such as the PMI, projects 
are normally managed from the project managers’ experiences that are specifically 
assigned for this task. Even within the same organization, each project manager
chooses to follow their own experiences, which lead to variations in management 
practices. There is therefore a need to restructure traditional working procedures to 
become more efficient, to be able to take advantage of the new opportunities in the 
industry, and to ease the exchange of information.

In order for the construction industry to successfully embrace these requirements, it must 
equally consider technology, people, procurement, legal issues, and knowledge 
management. The efficiency of current processes must be cautiously handled and re-
engineered to take advantage of the latest advances in technology. The industry should
work towards minimum common standards to enable the flow of information across the life 
cycle. Those standards will then add substantial value up the chain by allowing exchanged 
information to be fully integrated with business processes (Forcada, 2005). 

PROJECT MANAGEMENT IN ARCHITECTURE
In architecture, project management involves coordinating a group of proposals related to 
design and project management that include collaboration and integration of construction 
stakeholders. Here, the architects have an essential role as facility designers that make it 
crucial for architectural firms to be oriented towards project and clients requirements, with 
the characteristics of making project quality management successful (Melhado, 2003). 
As the production process in the building construction sector is a one-off process, the 
progress of quality management emphases the lack of transversal systems of management 
and being project-oriented, based on the different stakeholders’ specifications in every new 
construction project. For project managers it means that their focus should lie on improving 
the design management process of the quality systems performance, concerning design and 
development activities as well as their interfaces with production. Hence, theory emphases 
several proposals related to improve the design process:
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1. Design as a service
Although design quality oriented to product means only standardizing and controlling plans 
and documents, there is something beyond their simple production and delivery. This 
involves the accurate understanding of the client’s needs and expectations. Such important 
aspect is to emphasize on the design as a service component that extends beyond the 
control and specification of a design, into a design process containing architectural designers 
that consult and inform suppliers to perform project coordination (Melhado, 2003). 

2. Simultaneous engineering
The design process contains associated activities of creating and developing solutions from 
having defined a problem. Any separation between these activities would result in building 
insufficiencies. For instance, if this separation is done building procurement will generate in 
difficult, expensive, and low quality projects, or on-site conflicts between different teams 
due to design error, disagreements etc.

Nowadays, in the field of building construction, simultaneous engineering can be 
implemented in three non-excluding ways:

• Client- design team collaboration, to prepare the facility briefing
• Simultaneous design, involving data exchange systems and management methods of
teamwork in design development
• Integrated facility development and realization involving contractors and suppliers 
• Alteration activities between design and production

3. Design contracting criteria
As the client is primarily responsible for construction projects, he/she should define project 
briefing and then assign a design team to develop solutions for the briefing requirements. 
The requirements are often demanding and constraining for the architects, even if some 
non-restraint situations of design still exist, because of inaccurate briefing. So, instead of 
initiating a large creative freedom, these situations are sometimes the basis of uncertainty, 
with all the resulting risks (Melhado, 2003). 

As these design process improvements are recognized the most essential improvement, not 
mentioned above, is the relationship between architects and construction project members, 
involving the solutions adopted in terms of construction technology, task planning, site 
logistics, etc. According to Melhado (2003), a French research identified some differences in 
this relationship where it was acknowledged that architects have a tendency to low 
interaction with technical definitions as well as with on-site production. A lot of architects, 
thinking that their knowledge was strictly linked to creative design, has left on-site work 
aside and lost their building knowledge.

The solution for integrating the design and production processes can be seen in two 
configurations; specialized collaborates in a network of large architectural design firms, and 
a couple of firms involved in all project phases- managing the technical, financial and 
production aspects of construction. According to this perspective, successful performance 
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demands collaboration between architects, engineers, contractors and other stakeholders in 
the project. Within each firm, the stakeholders’ activity is a continual achievement, whereas, 
in the construction project, it is a one-off involvement, to be managed as such. Therefore,
the design process must be acknowledged as mutual and interactive, requiring coordination 
of the whole project, as well as assignment of each stakeholder’s specialized work (Melhado, 
2003).

For the project management, it is important to supervise the efficiency of the architect’s 
daily work as well as his/hers communication with the client, and to rationalize the 
architect’s methods in using information technology. As a result, activities such as data 
archiving and document exchanges are being increasingly related to IT, with the importance 
of managing inefficient and risks of failure amongst the design team members. 
Consequently, management methods related to design development and control must be 
evaluated, and how contract criteria will be required are essential to improve quality results
(Melhado, 2003).

Proposals related to quality and project management
The proposed conceptual model of design management for building construction is to 
improve the suitability of quality management to the specific nature of the building projects.
The conceptual model is intended to work as an integration system, involving all the main 
project members, to match design and production requirements and to take advantage of 
quality planning. The implementation and effectiveness of simultaneous design will also rely
on contractual aspects (Melhado, 2003).

Considering that coordinating several stakeholders is the central task of project 
management in the building sector, the client’s organization should appoint a number of 
stakeholders from permanent firms to work as a temporary team on the specific project. In 
view of this, the architect’s role and the project manager’s methods are strategic to perform 
project quality objectives. Internally this means taking on new roles and responsibilities in 
new collaborative ways to where the challenges of integrating the professions in each 
other’s work and competence development becomes non-existent (Melhado, 2003).

PROJECT MANAGEMENT & WORK PROCESSES
This part of the theory examines the project manager’s current skills and job description to 
determine their sufficiency for a new work method, where specialists in various professions 
merge to form teams. 

WORK PROCESSES / ROUTINES / PROCEDURES
For a firm that wants to work process-oriented, it is first and foremost about getting 
employees to think cross-functionally rather than hierarchical. All in the organization should 
be introduced and taught to think in processes or risk to fail both the management structure 
and the work of streamlining the processes. Working with process development requires an 
initial mapping of the processes in the organization, to form a common understanding and
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the best approach to the objective and to identify operational strengths and weaknesses
(Carlsson et al., 1999). When mapping the processes, a firm must clarify their own views on 
the process concept. A firm can develop their processes in two ways, either by improving 
the processes that already exist in small gradual steps or process innovation by creating 
something completely new. The S-curve in Figure 1 shows how the process improvements 
follow the curve from the start to the end of a process improvement cycle. At the beginning 
of the process improvement work it is difficult to make improvements, whereas in the 
middle it becomes relatively easy, but in the end it becomes difficult again. When the end of 
a process improvement cycle is reached and it becomes difficult to make improvements, it is 
time to develop a completely new process (Lewis, 2007).

Figure 1. Process improvement cycle. Lewis, 2007. 

However, with continuous improvement the operations of a firm can meet external 
expectations and requirements and the efficiency of its processes. This can be achieved 
through the Deming wheel, known as the Plan-Do-Study-Act (PDSA) cycle.

• In the Plan phase the problem and its cause is described and analysed to find different 
solutions, with the development of a plan to implement the improvements.

• In the Do phase the plan is carried out together with a practical process mapping.

• In the Study phase an evaluation of the implemented changes is made regarding what has 
succeeded and what needs to be modified.

• In the Act phase, the validity of the implemented results is confirmed in the daily routines, 
and the preparations are made for a new review of the PDSA cycle for what needs to be 
modified (Carlsson et al., 1999).

In architectural projects the PDSA cycle is often translated into an innovation process to 
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better understand architectural management and the decision-making process. This means 
that the chief architects maintain a holistic view of the process, whilst still managing 
creativity in their own work. But as their own creativity becomes more important than being 
a manager of the PDSA, administrative project managers’ often steps in to take over the task 
and to lead the client and users through the building process (Emmitt & Prins, 2009). But 
according to Winch (2010) architects are loosing their position and authority within the 
design team to project managers where the management of the whole process is being 
shifted to a variety of procurement techniques to coordinate design and execution with 
complex fee agreements. In either case, the usage of the PDSA is lacking in the decision-
making process of how and when to use it most sufficiently (Emmitt & Prins, 2009).

GUIDELINES / COMPETENCES
Today’s unique business environment, characterized by uncertainty and inability to predict 
the future is extremely challenging, and thus requires the development of new 
competences. Especially within project management, competence development is one of 
the critical success factors. Competence development is seen as a critical success factor 
ensuring firms’ competitiveness. Latest management and leadership literature stresses the 
managers/leaders role in this kind of challenging environment, i.e. business competence 
management inside the organization. The most common answers to meet these challenges 
are learning organization, new ways of doing things, teamwork, communications, focus, and 
self-management. The organization’s role is to provide conditions to ensure this kind of 
competence development (Haapasalo, et al., 2006).

However, organizations see their project managers quite differently. Wherein one 
organization the project manager is considered a true manager with disciplinary and budget 
authority, others see their project managers more as administrative staff, responsible for 
the execution of the project management guidelines. Depending on this point of view there 
is a broad range of requested project managers' competencies. For 90 percent of all firms it 
is highly significant with experience and expertise within project management, where most 
of them see the social competence as the most important, followed by leadership 
competence. With increasing project importance the relevance of expertise decreases while 
leadership and entrepreneurial competence become more important. For project-oriented 
firms this is shown as the project manager takes on the role as a local entrepreneur, with 
different definitions in each firm. In many organizations, the detailed skills for each 
competence differ according to the scope of the project. However, most of the project 
managers’ competences and skills consist of understanding the project management 
knowledge areas, leadership skills, and business environment. Leadership skills include 
understanding the project management process, self-management, leading people: 
direction, motivating and inspiring, communicating, negotiating, problem solving, and 
influencing the organization. Business environment understanding means understanding of 
global markets, internationalization, regulation and laws, technology and applications; also 
in cultural, political, economical and ethical context (Hölzle, 2010). 

For firms seeking to develop new competences, theory emphasizes the construction of a 
project management competence development (PMCD) framework. The PMCD offers new 
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organizational perspectives and skills to managers when guiding managers throughout the 
uniqueness of today’s corporate environment, where change and uncertainty are the new 
touchstones of leadership excellence. It is about identifying the necessary leadership skills to 
be able to learn from difficult situations or mistakes, when maximizing one’s energy and 
using it for new learning opportunities, when understanding simplicity as the methods to 
clear and effective communication, bringing the focus on teams’ various agendas, and being 
open to new ideas for learning and growth (Haapasalo, et al., 2006).

The essentials of PMCD framework are Project Academia training program, Project Coaching 
Principles workshops, Case Coach simulation model, and Coffee Room Culture and Visual 
Management concept. 

Project Academia creates the core of PMCD framework that comprises both product 
(content) and process (learning activity) in a training program of a learning organization. As a 
long-term activity it shares general and firm-specific project management knowledge to 
current and future project managers, and offers basic project management knowledge,
including processes and tools, to achieve desired objectives. The training program entails an 
acceptance process for the participants to evaluate their motivation, commitment and 
expectations of the program, and creates the possibility for them to develop themselves 
further on the project management field (Hölzle, 2010).

Project Coaching Principle is based on the learning organization idea on how to share 
knowledge, how to implement well practices and confirm double-loop learning. This is done 
through workshops where project managers discuss and share experiences with colleagues,
through learning and networking. Workshops also provide them with a chance of creating 
project management culture, continuous improving and open discussion culture (Hölzle, 
2010).

Case Coach simulation model focuses on different leadership topics and interpersonal skills 
that are needed to execute a project successfully. From completing teamwork exercises on 
current management topics, participants learn the firm’s values, leadership philosophy and 
the latest leadership theories. It provides participants with a discussion forum, where they 
can share experiences of different leadership situations, learn from each other’s 
experiences, and get new knowledge and good practices of leadership. It is an opportunity 
for project managers to develop their skills through their own leadership role and learn 
leadership culture (Hölzle, 2010). 

Coffee Room Culture and Visual Management concept has the aim of providing each project 
and its members with a coffee room of their own that is equipped with visual tools and 
materials. There they can share information about project schedule, project events, 
achievements, etc., depending on what the team decides to use it for (Hölzle, 2010). 
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Learning
New knowledge is realized through learning, learning generates change, which can lead to 
change and can again lead to learning, etc. Learning functions as a mechanism by which new 
ideas and ideologies are embedded. Applied to a real-world process of organizational 
quality, implementation learning occurs through the stages of materializing ideas, 
internalizing ideas and concepts, gaining support to the idea, preparing a plan of action and 
activity. In organizations, learning focuses on the idea of collective participation by teams of 
individuals in developing new patterns of work and career paths, where individuals must 
learn to redesign their work, and where managers must learn to create the contexts within 
which they can do so. For many project managers, they see organizational learning as one of 
the best strategies for increasing an organization’s capacity for creating new innovations 
(Haapasalo, et al., 2006). 

FROM SPECIALISTS TO TEAMWORK
Whilst the construction industry has wrestled with the demands of working in teams since 
the first building was erected, it appears that the mainstream management has only recently 
recognized team working. A major review of the effectiveness of teams identified four types 
of team: work teams, parallel teams, project teams and management teams, where the 
findings for both project and management team have relevance for construction project 
teams. In both types of teams, quality of leadership and shared beliefs are of high 
significance. 

Teams are defined as the consultants, contractors, specialists, and other people who come 
together to design, manage and construct a project, where they collaborate through 
teamwork. The teamwork adds value to its group of people, where it exists routines, tasks 
and team dynamics, but according to Winch (2010) the application of the concept in the 
design of project organizations is not straightforward. The teams are often temporary with a 
determinate life cycle, consisting of five to seven members with complementary skills, and 
have interpersonal relationships. All these characteristics separate them from other types of 
management teams, such as project managing coalitions of teams where teamwork in large-
scale construction projects is not enough. Effective teamwork in those projects has to have a 
leader, a generator, an evaluator and a finisher with clear goals and appropriate incentives 
to focus its efforts. It is about motivating, identifying and owning common goals and 
learning to work with each other through a team-building process. The team-building 
process consists of four phases described below.

The first phase is Forming where individuals come together self-consciously as a group with 
a common task- the working group. 

The second phase is Storming where everyone negotiate their positions with each other 
regarding personal struggles and agendas. 

The third phase is Norming where the norms of group behaviour are established and trust is 
being build up. 

The last phase is Performing where each member’s efforts is being valued by their 
teamwork. 
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An important implication of this process is that investing in team building is a cost due to 
their lack in performance when the teamwork initially starts. Another implication is the 
current integrated team consisting of client, supplier and supply chain that is non-efficient 
and difficult to manage, due to the architect’s resistance of integrating the supply chain in 
the team and its non-comprehension of costs, risks and other factors involved in the 
construction process. So, how the construction of the team is being made is crucial (Winch, 
2010). 

Team/Client relationship 
Teams are often formalized by setting common objectives for its members, usually through 
workshops. Workshops can be viewed as joining methods that starts of with an initial 
workshop of a project to promote team building and agree upon common objectives. During 
the workshop, processes of goal formulation and project planning are linked with team 
building processes. Communications between the team members are expressed through 
their own objectives and consequences thereof, providing a better understanding of the 
project's overall objectives and of the complications and possibilities involved (Kadefors, 
2004).

It is also common that objectives are formulated for relations and work processes, where 
the team members will treat each other with respect, communicate promptly and openly, 
solve problems quickly, and in general try to help all project participants reach their goals. 
These relational objectives may diminish the negative influence of official predetermined 
rules on people's behaviour, and instead strengthen considerate aspect (Kadefors, 2004).

Team think
In order for the team/client relationship to work, the team must be directed towards self-
managing interdisciplinary teams without having weak arguments and uncritical thinking, a 
so-called groupthink. Groupthink is where its members are striving to agree with each other, 
consisting of on-going discussions that slow the work process down, making them 
inefficient. Usually it will consist of stereotyped views of enemy leaders, illusions of 
invulnerability to failure and of morality, as well as collective efforts to rationalize. Thus, 
project managers must redirect the team from a groupthink to a team think, where its 
members engage in effective thinking through the effective management of its internal 
communication, beliefs and assumptions. Hence, the team will become aware of its 
limitations and uniqueness with discussions of mutual doubts and ideas with 
encouragement of opposite views (Walker, 2002).
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EMPIRICAL FINDINGS

WHITE ARCHITECT’S OPERATIONS
White Architects is a large architect firm, located in several cities in Sweden and abroad. It 
consists of several professions covering different aspects of architecture, where each 
individual has the opportunity to buy stocks in the firm. The firm follows the life cycle of the 
construction industry, always making sure to work towards the client’s specifications and 
needs, making the process time and cost efficient. 

As project managers, their profession covers both internal and external projects, working as 
internal project managers in architectural projects, and externally as project managers in 
construction projects, as the client’s extended hand.

A chief architect, working with the design whilst making the final decisions regarding time, 
budget, resources, quality etc., manages internal operations, whilst the internal project
manager aims to mix up the work assignments by leading the internal project group, 
planning workshops, controlling and managing time, budget, quality etc. for the chief
architect. If mixing up the internal project manager’s tasks is not an option, the internal 
project manager might end up just being a financial administrator for the project group. In 
order to capture information in architectural projects architects and internal project 
managers use the work process called “White Innovation Process” (WIP) that describes their 
way of working. WIP is based on the Deming wheel, dealing with the stages a project team 
goes through, where they evaluate and restore things to constantly evolve. Description of 
the Deming wheel can be seen in the theory chapter.

The external operations are based on the type of contract where the client does not have its 
own project manager who can take care of the entire construction process without taking 
the help of an external project manager who procures architect, builder, electrician etc. 

INTERNAL PERSPECTIVE
In this chapter is a presentation of the internal interview material, which includes six 
interviews conducted during the period from February 4 to April 9, 2013. In the presentation, 
I will outline the views of interest groups in the construction process’ early stages without 
weaving in my own opinions and thoughts. I will, thus, in a transparent way, convey an 
image of the perceptions of the existing building process that I met in the organization. I 
have distinguished three interest groups in the internal perspective: internal project 
management, project management and project group management. In preparation, I have 
chosen to contrast the groups' opinions in the text. The reviews of each interest group have 
been divided into a number of common areas of focus, which are described in the chapter's 
introduction.

The individuals in each interest group are the following:

Respondent A (PGM1) is the group manager of the internal and external project managers, 
and works part time at the firm’s Stockholm office. This respondent will be referred to as 
PGM (Project Group Manager).

Respondent B (PM1) works as a project manager in external projects, but has some 
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experience of working as an internal project manager. Respondent B is educated in project 
management. This respondent will be referred to as PM1 (Project Manager 1). 

Respondent C  (IPM1) works as an internal project manager in architectural projects, 
educated in architecture. This respondent will be referred to as IPM1 (Internal Project 
Manager 1). 

Respondent D (IPM2) works as an internal project manager in architectural projects, 
educated in project management. This respondent will be referred to as IPM2 (Internal 
Project Manager 2). 

Respondent E (PM2) works as a project manager in a large external project as well as smaller 
architectural projects, educated in building engineering. This respondent will be referred to 
as PM2 (Project Manager 2).

Respondent F (PM3) works as a project manager in a large external project, educated in law. 
This respondent will be referred to as PM3 (Project Manager 3).

The reviews of each interest group views are divided into the following focus areas and are 
included in the empirical findings:

- Today’s work process
o Internal projects

 Task, process and competence description
o External projects

 Collaboration with architects
 Task, process and competence
 Management of in-house projects

- The future work process
o Competences
o Roles
o Cost efficiency

TODAY’S WORK PROCESS
The current work process consists of guidelines, work descriptions and a quality system that 
provides general guidelines for the project manager for which to use when working. But as 
all projects are unique, the guidelines and work descriptions become insufficient for most of 
the firm’s projects, even if certain aspects from the quality system have to be fulfilled. For 
example, how and what a project should look like with descriptions and controlling of time, 
cost and routines. However, as the project group manager points out, these routines are not 
enough to cover what defines a project manager, especially one at an architect firm (PGM1).

At the Stockholm office, the project management discipline is currently not defined, and for 
several years discussions on how it should be marketed has yet not been formulated on 
paper, even though it is defined amongst themselves. As they feel inadequate in what and 
how they can achieve a good collaboration with the architects, their marketing is internally 
lacking, and the architects are not always so keen on taking them on board. Client
competitiveness might appear amongst the architects if the clients become aware of the 
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project management discipline and decides to hire them in the future rather than the 
architects. But for the project managers, this is not the case. They would rather be involved 
from the idea stage at the beginning of a project, collaborating with the architects during 
discussions to better understand the project’s basic idea when guiding the architects and the 
overall work (PGM1).

Internal projects
In everyday cases architects - not the internal project managers, are procured from White, 
which means that the internal project managers’ only support the architects’ work at the 
office. The internal project managers usually work with administrative tasks in projects- not 
leading projects with its own architects. However, the project group manager of the internal 
project managers wants them to be in charge of the architects, by being the projects’ 
manager from the firms’ point of view making them responsible for what is designed, and be 
involved throughout projects, from start to finish. By making them more involved in the 
engineers’ work, during the projects different phases, the client can, in the future, hire the 
internal project managers to lead external projects and to procure different stakeholders, 
such as White’s own architects (PGM1).

As the main focus of an internal project is almost always architectural, the chief architect is 
the only one that can manage the project- not the internal projects, due to their lack in 
architectural education. Thereby positioning them as financial administrator. But depending 
on the involvement of the chief architect, major parts of the final decision-making can end 
up as an internal project manager’s task (IPM2). This is due to the possibility of expanding 
your role within the firm and also the dynamic between the professions where a leadership 
competence of internal project managers can be more involved in the decisions. However, 
the firm’s culture differs on what that profession is supposed to do and what it actually 
does. The role is clearly defined but as things become complex and more decisions have to 
be made in a time constraint, the chief architect sets the final decisions, leaving no room for 
the internal project manager to lead the work, making him/her the financial administrator- a
role not well defined as it comes down to architects’ need to control the projects. The 
history behind this statement is that the chief architect feels the need to be on top of things 
in case the internal project manager disappears from the project and is in need of 
replacement. Hence, minimizing the risks of loosing control of the project, such as time, cost 
and resources (IPM1).

Even though there is a difference in how the firm’s culture portrays the internal project 
manager, others might feel that there is no financial administrator role if the profession tries 
to mix up his/her tasks, making collaboration possible with a common agenda. The roles of 
an architect and project manager are there, and so are there different logics, but somehow 
they manage to work together simultaneously on a personal basis (IPM2).  

In most cases, the internal projects need some sort of leadership to not end up as a financial 
administrator, and doing so through meetings, dividing of tasks, steering of budget, time and 
communication with the client’s project manager. On the other hand, the chief architect can 
lead through communication with the client, ending up with meetings of all four main 
stakeholders: the client, client’s project manager, the chief architect and the internal project 
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manager. In external projects, this leads to a tree-way communication of the client, the 
external project manager and the architect (IPM2).    

Task, process, competence description
In the on-going project “Develop at White” (my own translation from Swedish) the internal 
project management role has been briefly described, covering work assignments on a non-
individual basis. The internal project manager’s responsibilities are economy and 
profitability in projects, development of client relationships, selling of new projects to the 
office, mission execution that is in accordance with laws / rules, WhiteQ (White Quality 
system) and their policies. Other responsibilities are to show involvement for and 
participation in the firm’s development, their own and colleagues’ development and health 
within projects.  

According to the on-going project “Develop at White” the internal project manager’s tasks 
include selling, organizing and managing its own projects, develop client relations, and to 
follow up the project’s finances. He/ She should manage colleagues in the project, to 
provide them with coaching and feedback on achievements, and delegate responsibilities to 
fulfil the clearly defined objectives. It is also important to promote a good working climate in 
the projects, to coordinate with the employees' immediate manager regarding their 
development, and to provide the immediate manager about the employees’ achievements 
and health. 

The general and professional competence of the internal project manager should include 
knowledge of the proper aspects of their work, usage and sharing of their professional 
competence, and well knowledge of laws, regulations, standards, systems and practice 
within profession and industry. 

In their process competence they should understand a project’s different stages, the firm’s
processes and routines for fulfilling the project, and understanding of White’s different 
project types and their demand on process.

As a leader, they should support, encourage and challenge others to develop, to set an 
example as an employee, to lead, motivate and provide others with information and 
necessary eligibility. For their own sake they should develop their own leadership 
competence, and take responsibility for the office’s development and occupancy.

External projects
External projects are fairly new at White, where project managers mostly works as the 
clients’ extended hand in construction projects, procuring consultants in architecture, 
plumbing, carpenters etc. With a short implementation period of working externally most of 
the firm’s regular clients are not aware of their external project management competence, 
and even amongst the in-house architects. Hence, the project management discipline is not 
clearly defined internally and externally, even though the discipline wants to work more 
externally. As this has arisen as an issue for developing the project management discipline at 
the office, some of the architects have stressed their concern of making more awareness of 
the project management discipline with the threat of loosing their clients to project 
managers. Some clients have also expressed a concern of hiring both professions from the 
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same firm. Eve though the project managers have the right leadership competence to 
manage the architect’s work, the clients’ fear is that the project managers are more loyal 
towards the architect rather than the client, which does not reflect how the internal work 
process is managed today (PM1).

After including the discipline in the firm project managers have developed different types of 
work processes, dividing work and roles seeking to balance the competences of architects 
and project managers. Depending on the client and the people involved in projects, the work 
processes change. As external project management is rather new the project management 
discipline have yet not gathered sufficient experience feedback to get an overview of which 
of the work processes that actually works (PM1).

Collaboration with architects
Most of the time architects and project managers work well together and enjoys when the 
focus of the project turns towards the details of it, such as the building’s details, where more 
awareness of its expression is gathered and more importance is highlighted of the architect’s 
and project manager’s contribution for making functions and form to stand out. In other 
external projects the financial aspects are a priority for the client where logistics are more 
important than how it actually looks (PM1).

Good collaboration can be seen when implementing BIM in projects, where architects get a 
better understanding of what they are drawing so the design problems can be reduced early 
on, fulfilling the client’s and the project’s objectives. Difficult collaborations occur in the 
construction document stage where specifications of materials and costs are set, resulting in
a problematic communication or conflict. To handle the situation better, the work process in 
the feasibility study has to become more comprehensive towards reducing costs and 
controlling the specifications more thoroughly. With collaboration from the very start of a 
project lesser conflicts will occur, as the professions will have to create an open dialogue 
with each other and with the client throughout the project (PM1).

Task, process and competence
In larger external projects are tasks and expectations a bit different from internal as project 
managers are more of experts in one specific task, in one or two phases of a project, where 
project managers are expected to manage other roles too, besides time, costs, resources 
and quality. For example design problems, system of documentation and change control.
But due to its complexity most of the communication and information coming from the 
client has been insufficient, making it somewhat difficult to grasp the overall picture of the 
project and how the work process should appear (PM3). 

The work process also entails managing project groups of architects and consultants from 
several firms, establishing tasks and expectations on each other, managing internal and 
external meetings, educating in quality and environment. As well as working in large 
complex projects, project managers can also be involved in smaller architectural projects, as 
long as it can be handled from one place, as time is money (PM2).   
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The outcomes when working with only one project is the creation of community, strong 
identity, contribution and gratitude of the project group’s competences and the respect of 
the project managers-from both the project group and the chief architects, with equally 
important decisions. Hence, leadership is vital for creating a balanced project management 
(PM3).

THE FUTURE WORK PROCESS
The current collaboration between project managers and architects is not sufficient for the 
firm’s future work process as both professions lack something from the other profession, 
such as project manage the entrepreneurs in the design phase and the financial and time 
aspects during a project (PGM1). The future work process should therefore entail some sort 
of established teams, where architects and project managers are pared up in combinatorial
projects with the same client, with the aim of working in those teams for future clients
(PM1). As a result the project manager can influence the earlier stages of a project
(especially during tendering) by steering up directives and objectives for the project’s time 
and budget. It should also include changing the firm’s culture where the top management
opens up and follows dialogues and examples that displays the positive effects of teamwork. 
In the actual teams it should be stated a common agenda for the purpose of the project that 
is comprehended by everyone, which can be difficult whereas individuals have their own 
way of creating their agenda. So, when in projects the common agenda changes, which is 
almost always the case, architects’ agendas or picture of it will be a process of grief. But 
through good team leadership the grieving process can be shortened immensely (IPM1).    

However, the future work process of combinatorial projects can initially become difficult to 
establish by not having defined the project management discipline and having architects 
with no experience of working with in-house project managers (PGM1). In some cases
architects do not fully understand the operation of working externally with a project 
manager, which can be seen as odd, as they comprehend how design managers work, whose 
knowledge borders with the project manager’s work (PGM1). Even so, there is an aspiration 
from the internal project managers to work as teams with the architects, if their roles of 
responsibilities and decision-making are equally important and on the same level (PM1).

Competences
As teams form, the project manager must have a clear defined role and the competences of 
good leadership, perception, humbleness and openness. At White, a project manager can 
only mature if these qualities are used in the day-to-day operations (PGM1). 

The project manager also needs to have an interest for architecture, where he/she sees the 
purpose of good architecture, professional knowledge and experience, a good attitude and 
outlook on things and driven (PM1).

As collaboration between architects and project managers is the future goal, some of the 
project managers emphasize the importance of creating good leadership, while others might 
not feel its necessity except when to create a good atmosphere within the project group.
But some form of leadership is needed as the complexity of projects grows with more and 
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more stakeholders involved, making it important to develop the leadership competence 
(PM1).

Roles
The roles has to be marketed towards each other and to clients, and for the project 
management discipline to work more with external projects and to hire project managers
with already established clientele, where more experience can be gathered and shared 
within the discipline. So far, the discipline has three external project managers, two-three 
people working with quality and work environment, one with economy and two-three 
people with internal projects. So, the role of a project manager has to become more aware 
of what it can do, and how it can participate in teams, working in combinatorial projects
(PM1).

The marketing measure for that is to highlight the project manager’s importance for the 
architect on how he/she can ease or reinforce the architect’s work and for them to be able 
to do what they most want to do, which is to design. However, they have to be reminded of 
that as some of them have mostly worked as chief architects before, which did not exclude 
the tasks within the project management discipline. In smaller or shorter projects it can be 
achieved fairly rapid and where experience feedback and information exchange is possible
(IPM2).  

But architects have to become aware and educate themselves in leadership to create a good 
group dynamic in complex projects, where many stakeholders has to be managed from a
top- down approach, and also because architects are the consultants first contacted by the 
client, needing management from the initiation of a project (IPM1).

These roles has to expand as more and more projects are demanding internal project 
managers taking control, with the aim of creating better businesses through current 
situation descriptions consisting of time aspects and information feedback. Hence, providing 
responsibility of the stakeholders involved together with the architects, by establishing 
expectations, conditions and roles on the stakeholders in the project group with the stated 
framework or agenda (IPM1).    

The extension of roles is to better understand the client and for the project managers to 
suggest more advanced services that include early involvement with the chief architect in 
client meetings to grasp the client’s needs and expectations, and by being two professions 
covering the largest parts of the project makes a better overall picture of the project’s 
purpose (PM3). Hence, creating trust with both stakeholders and safety of working in a 
certain way (PM2).

For the project management discipline, a long-term goal is to expand its size, structure, 
number of project managers and project managers with different orientation with expertise 
in project management, sales, calculations, early stages, finance, and technical competences 
in ventilation, damp, etc. Thereby establishing a stronger identity of the project 
management competence and influence the overall work process (PM2). 
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Cost efficiency
Collaboration in teams will benefit internal and external costs and an increased respect for 
each other’s profession if the project manager works intensively with the project group of 
architects and others at the firm, towards a common project agenda. The difficulty until now 
has been a lack of communication between the participants, and in setting common 
objectives and expectations on one another. So, for the future process the costs can be 
managed efficient by setting the right conditions during the design phase, and by having a 
participant client with clear demands for drawing the correct design (PM1).

In some projects the architectural projects already has some sort of teamwork with 
establishment of client’s specifications together with discussing costs of what needs to be 
done, through workshops and open dialogues (IPM2). It also needs savings externally for the 
client through cost control and resources by working more efficiently (PM3).

EXTERNAL PERSPECTIVE
In the external perspective I have chosen to investigate White’s two other offices that 
together with architects already works in teams, in their external projects. The interviews 
have been focused on investigating competence and process improvements and difficulties 
and if it benefits the construction costs. In this perspective I have distinguished two interest 
groups: project management and design management. I have chosen to contrast the groups' 
opinions in the text, as well as divided them into a number of common areas of focus, which 
are described in the chapter's introduction. 

The individuals in each interest group are the following:

Respondent G (PM4) works as a project manager at the Gothenburg office, both internally 
and externally, as well as being responsible for the “Knowledge Network”. Respondent G is 
educated in building engineering and has a master in management. This respondent will be 
referred to as PM4 (Project Manager 4). 

Respondent H (PGM2) works as a group manager at the Uppsala office and as a design 
manager in architectural projects, with previous experience of external project 
management, at a previous employer. Respondent H is educated in construction agronomy 
and later project management. This respondent will be referred to as PGM2 (Project Group 
Manager 2). 

The reviews of each interest group views are divided into the following focus areas and are 
included in the empirical findings:

- New forms of collaboration
- Develop the project management role
- Cost efficient work process
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CASE 1-WHITE’S OFFICE IN GOTHENBURG 

New forms of collaboration
The difficulties arising in collaboration with architects is the occasional internal conflict of 
project management not fitting in with the firm’s establishment, while others may feel the 
opposite. When an external project manager is working with an architect from another firm, 
there is the difficulty of prestige, where the architect might feel inferior; hence, cooperation 
in the same firm will benefit equality between the architect and the project manager in 
projects. The difficulty in procuring both professions from White is the client-supplier 
agreement, which requires that both professions be procured separately (PM4).

Developing the project management role
For a project manager at White to become more involved in the early stages and work as the 
client's right hand, it requires that there is a more mature view on where the value of the 
project is, which enables a partnering collaboration where the client requests the architect 
and the project manager as a team. The team should be made up of good relationships and 
high level of trust to achieve a good working relationship, where teams in architectural 
projects consists of two responsible professionals and an internal project manager. For this 
to work the architects and project managers must together market and highlight each 
other’s competences to clients, in the form of relationship marketing (PM4).

Currently, the project manager’s role at the Stockholm office is not clearly defined because 
of the lack in experienced project managers with well-established clients, making them work 
as internal project managers in architectural projects. As a necessary measurement, the 
“Knowledge Network” (my own translation from the Swedish term “Kunskapsbygget”) has 
been established with the aim to internally increase the project manager’s skills and reshape 
templates in project models, but also externally with clients, to build new knowledge, 
especially leadership, and further educate clients and the firm's project managers. It is 
important that the internal project managers also learn how to work externally, so their 
competence stays current in managing time, economy and process. 

Today, the project group managers of the offices in Gothenburg, Stockholm and Uppsala 
manages and coordinates the work of the network and form new individual templates for 
participants, based on the general job description and project model (PM4).

Cost efficient work process
Increased collaboration between architects and project managers will benefit costs in 
projects by, in early stages anchor a leader of the budget and to realize the core ideas that 
increases the opportunities to work in teams. The leader must have a leadership 
competence that defines how to work and motivates the team and its project group to 
become more efficient towards the project’s objectives. This leads to a reduced construction 
cost, but rather a better aligned building. Interdisciplinary teamwork will lower the costs 
through already established skills, communication and confidence in each other. However, 
team members’ roles must be clear and separated from the project and of the firm so that 
good management and economy will be established (PM4).
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CASE 2-WHITE’S OFFICE IN UPPSALA

New forms of collaboration
The project group manager in Uppsala has encountered several approaches on how 
collaboration is achieved, but what stay the same are the communications, and identifying 
and solving design and logistical problems through meetings and workshops. When more 
design management is involved, more meetings and workshops are necessary. But what 
separates the collaboration forms are the contracts set up with the clients, the size of the 
projects and the amount of members in the project group (PGM2). 

Developing project management role
With better collaboration forms, the involvement of the internal project managers has 
decreased. Their time in architectural projects has decreased towards a maximum of twenty 
percent, leaving room for external projects and building up a broader client network, 
together with further education in the “Knowledge Network”. The role of the internal 
project manager is still current but the external project manager is defined as a private role 
for the client, whilst the architect is procured with the assignment, keeping the invoices and 
the professions separate. Procurement of both professions from the same firm is in practice 
beneficial for White, as long as they are not procured on the same task number, thus making 
it easier for cost follow-ups, statistics and accounting. The positive aspects are good 
communications, understanding of logics and roles. From the client’s perspective the 
difficulty is the leadership role of the project manager when working in teams, where 
architectural projects usually have architects leading the work, causing an internal conflict of 
interests between the professions. This is a hurdle for most architects when working with
external project managers (PGM2).

The competence needed in developing the project management role is leadership, social 
competence and a good listener.       

Cost efficient work process
By developing the competence and role of project management, the costs will decrease in 
the earlier stages of the construction process through teamwork, and improve the firm’s 
work process by adapting it to the client’s needs. However, in-house projects will not benefit
the firm by making these improvements, as it is not profitable when selling 
facilities/properties. The needed measurement is for the new team procurement to settle 
better with clients before taking on in-house projects (PGM2).   
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SUMMARY OF THE EMPIRICAL FINDINGS
The image that the researcher has received of the professional role regarding both the 
internal and the external project manager is that it is a very complex role that requires great 
knowledge in many different areas. One of the reasons that the role is relatively vague may 
be because the lack of research on the area, which may be due to the profession being
relatively new. Therefore, the project managers in both cases seem to find themselves in a 
conflict of loyalties, which on the one hand wants to promote and meet the client needs, 
and on the other wants to be loyal to the organization. The problem areas that have 
emerged include collaboration, planning of actions and defining roles and responsibilities. 
What was presented as positive was a strong sense of belonging to a team, where the team
membership was found to be important for the professional role and the individual. 
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ANALYSIS
This chapter will provide the reader with a current situation analysis where I draw together 
the different interest groups views and provide a more compact and coherent overview, an in 
case analysis where I reason the work process-related origin causes for the problems 
identified and try to distinguish the work process improvement potential. Thereafter I will 
present improvement proposals through guidance for the firm’s newly added steering 
committee, taken from the analysis. For each improvement proposal a number of questions 
will be presented to consider before taking the proposals into account. At the end of the 
chapter a suggested implementation strategy will be presented, which is based on the 
empirical findings. 

CURRENT SITUATION ANALYSIS
In the internal and external perspective I tried to extract the interpretations about the 
project management services and roles within the organization on an accumulated level for 
each interest group. The current situation analysis aims instead to provide a more balanced 
image of the work approach status through the combination of different interest groups 
views and opinions. Demonstration will take place in the form of a bulleted list to make it 
short and concise. The bulleted list has been divided into bullets directly related to the work 
process and their usage and some bullets that discuss how the content of the work process
relates to the organization.

- Work process-related aspects
o Collaboration and Leadership

 Lack of leadership competence amongst the project managers, 
resulting in hesitant client in hiring them and architects from the 
same firm

 Architects fear to loose clientele when clients become more aware 
of the project management discipline and its skills

 Collaboration issues between client, architect and project manager 
when establishing project specifications

 Clients lack in communication and information of the overall 
project, making it difficult to establish a suited work process

o Tasks and Routines
 Insufficient work descriptions and guidelines- do not cover what 

defines a project manager in relation to the architect
 Project managers works as financial administrators for the architects 

rather than leading the projects
 Reducing of the firm’s development as the leadership competence is 

insufficient 

- Association between work process and organization
o Introduce strategies to change behaviour
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 Interactive educational involvements
 Experience feedback
 Change in the organization’s culture

 With the aim to strengthen the internal project 
management role

o Support from the firm’s administration
o Highlight the importance of the network “Knowledge Construction” in the 

project management discipline and implement it further

IN CASE ANALYSIS
Here I reason the origin causes for the problems identified and try to distinguish the process
improvement potential.

From the current situation analysis the most process-related origin causes to emphasize and 
find a solution to are: defining the project management profession, educating architects and 
project managers in leadership and competences development in order to establish good 
collaborations, common project objectives and experience feedback. 

The definition of the project management profession, in relation to the architectural 
profession, is currently lacking at the Stockholm office where the role is perceived as a 
standalone unit, and where tasks and procedures are incoherent with what has been written 
in the job descriptions, which are crucial for the project managers’ future placement in the 
firm’s development and amongst the project managers in their projects. However, the 
project managers at the Stockholm office perceive themselves as being defined amongst 
each other but not towards rest of the firm.

A definition can however only be highlighted if the top management feels that the discipline 
still has a place at the firm and can improve the core product of the firm, which is 
architecture.

A coherent issue evolving amongst the project managers is the requirements for project 
managers to merge the different roles that their tasks as project managers entail, where 
loyalty to the team as well as the organization is an important part of their role. The role has 
not been well defined as there are constant external demands and needs from clients and 
internal demands from architects that compensate the project managers in the form of an 
undefined role. In contrast to the project managers the architects have a clear definition, as
architecture is the core business of the firm. 

In order for the definition to occur it relies on internal and external marketing, where the 
professions get to know each other’s capabilities and knowledge of the construction and 
design processes to where the firm can achieve a competitive advantage and cost efficiency-
being in front of other firms on how to better understand and work together, both internally 
in teams and externally with clients and stakeholders. The architects have so far not been 
able to see the benefits of collaborating more with the project managers, leaving no room 
for developing their own work of designing and in a long-term not making sure to keep the 
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competence in-house and developing the firm with the moving industry. So, the architects 
has to receive a guidance on how to apply the project management discipline in their work 
process in order to establish a package deal for the clients- fulfilling the aims of handling 
more complex and resource demanding projects, where the firm can offer project managers 
and architects in combinatorial projects. 

To make that possible the objectives for projects have to be established before they start,
and where the professions can set expectations and specifications on each other, on 
stakeholders and the overall project. If that is not done before the projects start, then 
conflicts, costs, and quality will create negative influences on the collaboration and the work 
tasks in each step of the projects’ progress. 

The key issue for making the package deal of new services possible is to educate architects 
and project managers in leadership that is shared between them, so that the project 
managers can actually work with what they are hired for, and that the architects can gather 
better knowledge about what is expected of them by the client, stakeholders and the 
project manager. The shared leadership can be described as working in pairs, in 
interdisciplinary teams, where they control and manage all aspects of a project. The 
competence development is therefore necessary for making profits related to the 
organization. The organization can then see a long-term strategy of implementing changes 
of new collaboration forms if there is a need for it and if the organization is willing to invest 
in learning environments, leadership and interdisciplinary teamwork. It is about contributing 
to increased productivity, profitability, and competitive advantage that promotes idea 
development and innovations. For the staff it will encourage personal growth and life long 
learning.    

The solution is therefore to combine the professions of architects and project managers in 
interdisciplinary teams, where the professions can benefit from each other’s knowledge and 
experience and manage both architectural and project management projects, namely 
combinatorial projects. This will provide clients with the opportunity to procure them as 
teams and for the firm to become more competitive and cost efficient. Hence, the solution 
entails guidance for a newly added steering committee that will provide information 
towards the architects on how to implement this change and what questions needed to be 
answered when looking at the improvement proposals in the guidance. 

GUIDANCE FOR THE FIRM’S STEERING COMMITTEE
The guidance is a process that describes what types of measurements are necessary for 
making the project management discipline more involved in the architects’ daily work and 
how they together can form interdisciplinary teams through combinatorial projects. The 
objective for the guidance is to integrate the discipline in all phases of a project to enhance 
performances for both project managers and architects and to develop better 
understanding on how to add value in the process of a project.

The purpose of the guidance is to provide the steering committee with decision support and 
knowledge of the necessary improvements and what they can entail for the offices working 
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with project management, which are Stockholm, Gothenburg and Uppsala. The steering 
committee consists of three people, previously mentioned in the empirical findings as 
respondents A, G and H that has the aim to create a new business plan that incorporates the 
project management role into the architect’s daily work and creates effective work 
processes for both professions. 

The chosen improvement proposals for the guidance are based on the current situation 
analysis, which in turn is based on the literature study and the interviews in the empirical 
findings. The two overall chosen improvements proposals are “to define the project 
management profession” and to “increase the architects’ collaboration with the project 
managers”.  More detailed information of them will be described below.   

DEFINE THE PROJECT MANAGEMENT PROFESSION
- Through internal and external marketing
- Through education for project managers

Internal marketing
To construct an ongoing internal marketing the firm has appointed a steering committee 
whose main task is to define the business concept and corporate objectives, with the initial 
primary task to re-evaluate or analyze the existing business concept of the firm's activities in 
the market and ask why the firm exists at all. The initial information will help the steering 
committee to define the goals of the strategic internal marketing, which targets probably 
are the most important function; to create motivated personnel and top management, 
where the objectives should be realistic, easy to understand and absorb. For the planning of 
the internal marketing to happen, they should focus on eliminating weaknesses and
deficiencies identified. The steering committee can then follow up the internal marketing 
with subsequent evaluation.

The process requires internal marketing activities to create satisfaction and motivation,
which consist of tasks and the work environment that the firm offers its personnel, who in 
return will create good work performance. Such activities may include (not all activities are 
highlighted in the text below):

- Information and communication

- Participation and responsibility

- Education and development (see Education for project managers and Education for 
architects)

- Role of top management

- Rewards

Information can be distributed through various channels such as personal letters, staff 
magazines, conferences, breakfast meetings, etc. Other information channels such as sales 
letters, posters, direct advertising and bulletin boards can also be used. Information and 
communication helps motivating personnel and to create a good internal image. However, 
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the information must be accurate and reliable for it to provide reassurance and trust of the 
personnel.

Communication is more difficult to achieve when it goes in at least two directions in which 
the task of top management is to create favorable conditions and attitudes in order to make 
communication possible. The communication makes employees feel more involved by 
having priority on the information against third party. Communication’s largest purpose is to 
establish, develop and maintain social relationships. 

The internal communication is used for two purposes, both to influence employee attitudes 
and spark interest in various investments in sales and marketing, but also to provide 
information about new services and promotions.

Internal marketing has been chosen as an approach that best ensures that architects 
become aware of and implement the project management discipline as part of their work, 
and creates a feeling of community with the result of firm development and success. It is 
about informing, motivating and implementing the project management discipline in the 
work process of the architects to create interdisciplinary teamwork, with the result of team 
spirit and motivational staff that creates competitive advantages, namely client relations 
and an effective organization. It is also about motivating the staff in order to motivate the 
clientele. In the end it will secure the staff from leaving and the competence thereof. 

The approach of internal marketing towards the architects is a two-way street 
communication that personally informs the purpose of the package deal/new service, where 
the steering committee or the top management speaks in clear concise terms of what is 
being implemented and how it can be achieved. The information can also come from other
staff members that can verify the statement/the future change that can add further 
information in case the informer forgets something. 

Afterwards, the architects will have the opportunity to give feedback on the statement, both 
verbally and in writing, making them feel appreciated and influential of the office’ 
occurrences and to develop the marketed change further. Hence, if the architects feel
influential of what is happening, then they can act and initiate further development, and be 
a part of the interdisciplinary team that works towards the same goal.

The internal marketing is an ongoing process, where all employees have an equal role in
jointly achieving corporate objectives. The personnel can be viewed as internal clients where 
their work is seen as internal products that satisfy their own needs, while working toward 
the firm’s goals. The internal marketing should therefore be based on personal and 
interactive relationships between different disciplines. 

The internal marketing has a great significance for external marketing efforts. If the 
personnel do not understand and believe in the new package deal, there is little chance that 
the client will end up buying it. Through internal marketing the firm wants the internal 
preparedness to meet the expectations the client have of the traditional marketing. It is 
important that the firm follow ups and evaluate marketing for the firm to later be able to 
bring about improvements.
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Questions to consider when marketing the services internally:

1. How does the firm use internal market measures to increase motivation and job 
satisfaction among its personnel?

2. How is the firm’s culture reflected in the architectural tasks and procedures? Is the 
core service of the firm fulfilled in the projects taken on by the office or is there 
more to be done amongst the involved professions? 

3. Has the design become less important and management more important in the 
current projects? 

a. If so, can the project management discipline enhance the architects’ work?
4. Is the design of what is being built sufficient when meeting with clients and external 

project managers?
a. Can the architectural work become more cost efficient if parts of what the 

architects are managing can be handed over to the project managers?
i. Hence, creating a shared leadership?  

5. How can the architects enhance the project managers’ work? 
6. What is the overall objective of making project management more involved in the 

architectural work and vice versa? Is the outcome motivational, team creating and 
profitable for both staff and organization? If not, is the new service and 
collaboration right for the office? 

External marketing
External marketing of the package deal/new service of external project management and 
architectural projects aim to increase interest with current and future clients that generate 
new businesses, such as product of service, price and personnel. 

The external marketing should be launched after the internal marketing is implemented and 
the understanding of the construction industry’s requirements of the new package deal/new 
service. 

The firm’s objective will be to increase sales and profit, to inform and build up associations 
and the firm's image. 

The external marketing should entail the following:

- Educate and inform clients and of its value and benefits with the use of the new 
package deal

- Develop promotional contributions for the firm’s clientele that promotes the service 
through case studies and benefits 

What types of projects the firm offers today are the following:

1. Architectural projects (consisting of chief architect and internal project manager)

2. External projects (consisting of project manager and outsourced architect)

What type of projects the firm additionally wants to offer is:
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3. Combinatorial projects: the extended product /package deal (consisting of chief architect 
and project manager-working externally as the client's right hand). 

In order to create the third type of project is to generate a competitive advantage, by taking 
measures to change what the office currently offers, like developing new products/services, 
change existing products in appearance, size, and attributes and plan how to market; both 
strategically and operatively.  

Therefore, there should be a strategic plan-an overall plan that covers the following two-
three years where focus is laid on how to sell more to existing clients or to obtain new. 

Within the strategic plan, an operative plan should be laid, covering the upcoming year, 
consisting of monthly and weekly planning of what types of resources, time and 
communication channels can be used to market the firm’s new package deal. 

Questions to consider when marketing the services externally:

1. When is the appropriate time to market the new package deal and the existing 
services towards the current clientele?

a. When is it appropriate to market it towards new clients and how can that 
be achieved?

2. What do the clients need to know in order to buy the new service?
3. What are their concerns regarding what we currently offer and how can that be 

improved in order for the new offers to be bought? 
4. What is the best outcome for the firm of the new offers? What has to be said/done to 

get the wanted outcome?
5. What is the best outcome for the clients? What has to be said/done to get the 

wanted outcome?

Education for project managers
The firm understands the importance of personal development for the personnel and should 
therefore invest in education and regular individual assessments. To provide education for 
its personnel is synonymous with a competent and knowledgeable workforce. Investing in 
education leads to a motivated and dedicated personnel that provides high quality services,
which in turn leads to gaining a good image and an increased client base.

To create a good approach to education, the following approaches can be followed:

- Consult with architects, project managers and clients about what knowledge they feel is 
relevant to learn to work in a joint basis.

- Have alternative ways of learning, standard classrooms, role-playing and self-study, 
because everyone is different.

- Utilize a guest lecturer

- Regularly update and provide educational materials such as brochures.

- Have continuous monitoring and evaluation of personnel.
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If the architects takes advantage of the project managers’ knowledge and ideas it could 
result in innovative new guidelines, which is the new knowledge that would change the 
processes and procedures in the firm.

In order for the implementation approach to work the new package deal itself has to be 
aligned with the firm’s service portfolio with an understanding of its purpose and how it can 
be marketed effectively, internally and externally. 

As projects become more complex and demands more resources more pressure is added on 
managing several and more tasks than in smaller projects, which can be seen in the job 
description that deals with tasks like design problems, system of documentation and change 
control. 

And for the project management discipline this can be handled by adding competences in 
different areas/an expertise, and with education in leadership to offer the clients and that 
meets the aim of additional tasks for the external project management and the design of 
what is being built, more design accuracy for the architects. The suggested added 
competences are sales, calculations, project management, early stages, finance, technical 
competences and processes/process management. In leadership the education should entail 
how to coordinate and control the resources/the labour and how to inform and 
communicate better with them. This will hopefully generate better client relations when the 
competences of integrating, monitoring and controlling projects are added to the project 
management discipline. 

Project managers and architects can then evolve design as a service and create simultaneous 
engineering through the use of design management techniques. Simultaneous engineering 
will generate faster responses to meet the changing construction industry, with a quicker 
new product/service development of architecture and better efficiency through 
interdisciplinary teamwork. This results in a competitive advantage for the firm as it comes 
out to the market faster than the competitors with a reliable service. In this way location 
and sharing of unnecessary costs are possible with the aim of not compromising with the 
quality or performance requirements- just enhancing them.  

Questions to consider:

1. Does the new combinatorial project suit with the firm’s portfolio?
a. What demands does that set on the personnel when it comes to education 

and competence?
2. Does the job description of project management fit with the clients’ demands and 

needs?
3. Does the job description of project management fit with the design and construction 

processes?
4. Is the competence of the internal project managers sufficient for working in 

architectural projects?
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INCREASE THE ARCHITECTS’ COLLABORATION WITH THE PROJECT MANAGERS
- Through common objectives
- Through shared leadership
- Through experience feedback
- Through education for architects

Common objectives
A common goal, shared visions and consensus are essential in order to build further 
collaboration. However, it is difficult to find areas where the professions and also the 
stakeholders are all interested enough to collaborate because it is difficult to get people to 
act beyond self-interest. Instead, one should find an opportunity to grow and change in 
collaboration. For that to work, it requires that all parties are involved with equal weight. 

At the firm this means that the architect and the project manager should establish a 
common agenda for the project and its design through problem-solving dialogues and 
activities to develop competence and knowledge, with the long-term goal of not having to 
change the design of what is being built- not having to grief if the design picture changes, 
thereby having the correct primary generator in the design process. By establishing the 
common objectives the architects and project managers will be able to create adequate 
communication when changes in design might occur, or reducing the changes to the 
minimum. By acting and making sense of their actions they can develop shared patterns of 
beliefs and perceptions of technical and organizational processes and interfaces. In this way, 
the dialogues can grow to contain more experience-based reflections, and maintain and 
refine the required competences. This will also result in a happier client that can see their 
potential of being two professions setting objectives, specifications and budget together. 

Questions to consider:

1. How does the collaboration look like in the current work processes?
2. Have common objectives been set for the stakeholders involved and the project 

itself?
3. How is the communication and information flow in the earlier phases of the project? 

Can they be improved?
4. What is a good collaboration? Is there a need for an overall methodology?
5. What can spur better collaboration and what can prevent?

Shared leadership
A management position can often be a single leadership role with demanding tasks and 
judgement that, with the combination of also having to design what is being managed, can
lead to an unmanageable role for architects. So for that reason, a shared leadership can help 
to separate the management from the design and make the architects and project managers 
grow in their roles and tasks at the office. It does not have to cost more money for the firm,
as the shared leadership will deliver more, generate more profit and higher quality. The 
organisational profits are satisfied personnel, cost efficiency and a more thought through 
leadership. 
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The aims of shared leadership are therefore to decrease the earlier mentioned client 
competitiveness and to increase the firm’s development by: 

- Providing a new package deal for clients of combinatorial projects where client 
relations can be developed by establishing good understanding of the overall 
construction process with the awareness of technical requirements of the project. 
Thereby promoting a good working climate in interdisciplinary teams whilst planning
better work structures and providing suggestions when it is needed.  

- Challenging themselves (the architects) in letting go of the control and in the 
development of the project managers. 

Shared leadership will also make it easier to grasp the project’s issues by being two 
professions sharing the responsible task of leading the project. This will:  

- Create trust with stakeholders and safety of working in a certain way.
- Create interdisciplinary teamwork between architects and project managers that 

can divide responsibility for different tasks and areas of expertise, while at the same 
time have a common overall responsibility for the totality. In that way the can both 
go in and out of every task depending on the situation or where in the process they 
are, knowing what needs to be done. The shared leadership can also develop a 
common competence between the team members, creating a competent 
relationship within the team. The safety of the founded relationship will hopefully 
create courage to accept challenges, and to find different way of solving problems.  

- Create more time to design for the architects
o Leaving control of the project to the manager so the design becomes even 

better and accurate by involving the project manager at the same time as 
the architect is being procured- putting everything together into a bigger
picture.

o More communication with the client and the internal project manager –
when the firm’s project managers are working as the client’s project 
manager. Thereby having regular meetings to check and control the 
implementation of the planned work tasks and to update the project 
program.  

o Create more possibilities to project manage for the project managers with 
the tasks of:

 More communication with the client, leaving time for the architect
to design what is being built.

 Dividing of tasks, setting expectations and conditions of the 
participating stakeholders. The ability to plan the construction work 
becomes concentrated towards the project manager with the ability 
to check construction methods and control subcontractor’s work 
program to avoid inefficiency and disruption. Hence controlling
quality, time and cost of the project, on the behalf of the client.  
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 Establishing specifications, design parameters costs and expectation
in the feasibility study together with the client and architect before 
the design starts- thereby minimizing design problems. 

Shared leadership might have its problems if the interdisciplinary team does not have equal 
responsibility, if one of them makes bad commitments that has to be handled by the other 
team member, and that they now have an additional task of checking with each other when 
deciding things, when they previously could make a decision and stick to it. It is a challenge 
that demands collaboration, openness, total consistency, and a common and clearly defined 
leadership philosophy, especially in communicating with others. The risk is otherwise that 
the interdisciplinary teams stops working in line and instead starts to compete with each 
other, or send contradictory signals to others. With that said, working in combinatorial 
projects in interdisciplinary teams has to be managed through the projects’ life cycles, and 
often through feedback. 

Questions to consider:

1. How is the leadership role perceived at the office and in projects? Who has the most 
power when its decision time?

2. Where and how do most of the decisions take place?
3. Are there any difficulties when leading a project, whilst having the task of designing 

it as well? 
a. Would it be better to share the responsibility of the project to receive more 

time for designing rather than handling tasks such as budget, resources, 
quality, etc.? 

4. What types of problems can a shared leadership solve?
a. Can it provide internal cost efficiency and external competitiveness against 

other architectural firms? 
5. Through shared leadership comes the creation of interdisciplinary teamwork. Is that 

something that will benefit the architectural process and management thereof?
6. What conditions are needed for a good functioning of shared leadership?

Experience feedback
Feedback of experience deals with the firm’s ability to collect, organize, innovate and re-use 
knowledge within the firm. The experience feedback has the aim of minimizing possible 
conflicts of interests amongst the team members, and to continuously develop their roles 
and competences to where they can manage large and complex projects for external 
clientele. To receive experience feedback the interdisciplinary teams should do the 
following: 

- Rewrite procedures after setting common objectives. This is achieved by establishing 
new codes and routines of operations in the interdisciplinary teamwork where 
manuals can be developed and presented to the top management and the involved 
stakeholders to ease the problem-solving activities. Thereby revising more 
fundamental principles and procedures. The procedures and the professions’ 
routines will therefore function as memories for entire projects and enhance the 
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quality of knowledge exchange with external stakeholders, and contribute to 
expanding the resource base of projects and establishment of project competence. 

- Make project managers lead workshops in real time learning, where architects and 
project managers analyse and draw lessons from the process during its life cycle. 
Hence speeding up team learning and the development of project competence.

- Have an open dialogue between the professions to minimize the appearance of 
conflicts, such as costs, time constraints and project objectives.

- Involve the top management at the office to display good examples of 
interdisciplinary teams in combinatorial projects, consisting of architects and project 
managers so that more architects can see the benefits of working in this way. 

Experience feedback could also take place by having initial and end meetings in each project
where the agenda is the collaboration. In the initial meeting the definition of roles and 
responsibilities can be formed as well as communication and information channels. In the 
end meeting the collaboration can be reviewed and analysed for usage in future 
collaborations. 

Questions to consider:

1. How do the firm define experience feedback? 
2. To what extent do architects and project managers store knowledge and 

experience?
a. Has the firm a functional system of storing and saving?

3. What are the most important sources to gain knowledge and experience at the 
firm?

Education for architects
Education for architects should be in leadership to create a better group dynamic when 
working in interdisciplinary teamwork and in project groups. Together with the project 
manager they can allocate work tasks to each involved stakeholder, helping them to fulfil 
their task through follow-ups. The architect and project manager can then be able to 
organize and coordinate interfaces of work tasks on construction site, still having control of 
the project from an architectural point of view. This will generate an effectively managed 
construction process with the task of producing the project as a whole rather than parts of 
it. 

For increasing the architects’ collaboration with project managers the competences of them 
have to be compromised, and also to set the common project objective when defining the 
project management profession. That will generate an equal understanding of each other’s 
capabilities and possibilities to improve each other’s work, by reducing the control from the 
chief architect and enhancing it to the project manager, mixing up their tasks as to having 
meetings; workshops; visiting building sights; etc., communicate directly to each other due 
to project’s complexity and time restraint, and informing the client and each other of what 
they are capable of and how they can work together in the future. This will create a cohesive 
interdisciplinary teamwork consisting of an open dialogue, a one-direction approach in 
managing a project, and minimizing the feeling of “steeling” each other’s clients-the internal 
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competitiveness.  The risks with that are the cultural barriers to change, where replacement 
of existing work procedures/routines is needed and where it exists rough individualism of 
technical professionals. So, in order for the firm to become competitive, cost efficient in 
wanting to protect their investment, the architects and the project managers have to seek to 
improve the competences’ performance when new technologies now have arises and the 
professions might feel the necessity to change with it. 

Both architects and project managers should also have the opportunity to educate 
themselves in team building, even though they are only two in the interdisciplinary team, 
however they will manage a number of stakeholders in their projects so that education is 
crucial for a successful project. The aim of that education is to create motivated, creative 
and high performance teams that learn how to handle problems and barriers with the result 
of increasing the teams’ efficiency. Hence, learning the fundamental terms needed to make 
the necessary changes over time and thereby changing their way of collaborating in the 
future. 

Questions to consider:

1. Does it exist a good group dynamic in architectural projects? 
a. If not, is education in team building a good start to create that?

2. Do the chief architects have sufficient competence in leadership? If not, do they 
need more education in that area? 

IMPLEMENTATION STRATEGY FOR THE GUIDANCE
In order for the steering committee to make any decisions regarding the above described 
improvement proposals it is necessary to have a strategy to implement them correctly. In 
this case it has to evolve around the core product of the firm, which is to provide clients with 
architectural services where the professions are architects. So as previously mentioned in 
marketing the architects has to be asked and involved in order for the firm to develop a new 
service of combinatorial projects with interdisciplinary teamwork, consisting of project 
managers and architects. 

Asking has to do with the architects’ needs of involving the project management discipline in 
their work-an increased collaboration that stretches beyond their regular routines and 
procedures. In this case I have not had the opportunity to interview architects regarding the 
new package deal, which makes this just an assumption, but what has come to my 
knowledge from interviewing people within the project management discipline is to make it 
the architects priority, and doing so by creating a guidance for the steering committee. If the 
architects do not see any use of combinatorial projects in interdisciplinary teams, then it can 
never become possible. 

Involving has to do with involving the architects in the development of the combinatorial 
projects and how that is easily managed and implemented into their established project’ 
routines. It is important that they provide feedback during the entire process of change from 
idea to finished package deal. 
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After asking and involving the architects they can become the innovators that provide 
proper suggestions for the firm’s development, hence making them successful and 
manageable for all people involved. 

It is a strategy that focuses on different types of operations on an individual and/or 
organizational level with the goal of influencing the work and performance capacity and an 
increased efficiency in operations such as increased product quality, productivity and 
reliability.

It is also a strategy that with a demand-oriented approach that focuses on the management 
and organization of work, factors which can only be changed by more complex and time-
consuming efforts. Through the development occur changing tasks and competence 
requirements, assumed to prompt an increase in demand for efforts to develop and utilize 
personnel’s knowledge and competences. A change in the work processes and thus a 
developed learning environment and developing the competences assumes to lead to higher 
job satisfaction. 



51

CONCLUSIONS
This chapter presents the conclusions drawn from the research, based on literature study, 
interviews and analysis. 

RESEARCH QUESTION AND ANSWER
My answer and conclusion to the research question is to implement interdisciplinary 
teamwork in combined projects by providing guidance for the firm’s steering committee that 
highlights increased collaboration between the architects and the project managers, and 
where the project management profession is defined. These improvement proposals are the 
overall objectives in order to provide new services for clients and also to develop the firm's 
management, interaction and task functions. This is due to 

- The lack of leadership and management in the disciplines of architecture and project 
management and its reflection on the firm’s culture

- An increased external demand for cost efficiency due to projects’ complexity

- The lack of experience feedback

- Hierarchical organization with unidentified project management role and client 
competitiveness between the architects and project managers

In the development of the firm’s functions the two most important is the interaction and 
management of shared values, communication and visibility of leadership. This can be seen 
in the two overall improvement proposals where I enhance the importance of internal and 
external marketing, including educational programs in leadership, team development and 
work processes, in terms of authorities, responsibilities, competence, and coordination. In 
this case the top management will receive deeper education, particular in communication 
and problem solving, as well as motivation and competence development for its personnel. 

The objectives for the two overall improvement proposals also include setting common 
objectives and continuous feedback in projects in order for the new services to become 
productive and profitable. But first and foremost the firm has to lay the foundation for a cost 
efficient interdisciplinary teamwork, where patience and perseverance is needed to achieve 
results, which in turn are difficult to measure. It requires a kind of innovative thinking that 
must be initiated and where the process must take its time. So, for the steering committee 
to create a new business plan from the guidance, I would like to suggest and highlight the 
importance of asking, including and developing according to the firm’s core product of 
architectural services where the architects are the ones that have to be asked and included 
in the firm’s expansion. Otherwise, the decisions of larger changes might easily become 
translucent. 
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RECOMMENDATIONS
This chapter provides the reader with a description of the consequences from the research. It 
also provides a discussion for further research on the topic.

Based on the guidance for the firm’s steering committee I recommend that the firm provide 
a new combined and extended competence service, for clients to procure, where both the 
design and project management comes from the same firm, and where the firm can gain a 
competitive advantage towards similar firms, through well-established interdisciplinary 
teamwork of architects and project managers. It will increase the possibility of grasping the 
project’s overall aims and the client’s needs and demands of how to design and project 
manage to gain a good profit for its purpose, which can be provided by the firm with two 
professions working more specialized, with extended competences in certain areas that are 
most profitable for the client. Hence, the client can choose whom to work with that best 
suits its needs and demands.  

POSSIBILITIES FOR FURTHER RESEARCH
The research can be further analysed by comparing its solution to other architectural firms 
and firms in construction. In both cases the research can be embraced by investigating the 
purchase of services from different firms where the aim is to create a common feeling in a 
single project. As well as combining competences that work together to sell a new service, 
which will increase a firm’s competitiveness with a greater margin, as long as no other firm 
sells the same kind of service.  
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REFLECTIONS
This chapter provides the reader with the researcher’s views on the research process.

Initially, it was difficult to establish how the project was going to be carried out, where the 
initial thought was to make a comparison of different projects’ approaches and routines to 
establish the current work process, but during the first meeting with my supervisor at the 
school it became clear that my research approach should evolve around making a current 
situation analysis based on interviews and literature study, where a comparison with theory 
was made, and in that case conclude if theory conforms with practice, and if not, find out 
what differs and why. But early on it was difficult to find appropriate secondary data from 
articles, especially from the past five years, making the research feel inadequate, from a 
theoretical point of view. 

After comparing theory with practice I could contemplate a current situation analysis, from 
also making a comparison from an external perspective, still within the firm, but from other 
offices, making the current situation analysis more reliable.

The initial thought and research question was quite diffuse and not exactly accurate with the 
empirical findings, which made the original suggestions on how to involve internal project 
management in projects inaccurate. More considerations had to be made based on 
architects’ and project managers’ collaboration forms and roles within, so from that point 
on, I decided to analyse and describe how the internal project manager and the architect 
could be hired as a team for the client, providing more responsibilities for the internal 
project manager in order to fulfil the aim of a cost efficient construction process. 

But later on it came to my attention that this research was an investigation of the firm’s
culture, and roles and tasks within, due to the firm’s hierarchy of decision-making, because 
up till the middle of February the research at the specific firm had been about defining and 
highlighting the project manager’s role because of its higher rank in the construction 
industry, but in order to make that happen, the investigation had to be turned towards the 
firm’s core product, which is architecture. So, in order to investigate how the project 
manager’s role and work process could be changed, the investigation first had to consider 
the architects’ point of view of making a change. As Winch (2010) says: “…the present is 
shaped by the past”, and therefore it is “necessary to understand the past to be able to form 
a vision of the future”.  But as time elapsed interviews of architects was not possible, making 
the architectural views a bit unreliable as the next evolvement of the research came to shift 
again, and I could only make my assumptions and recommendations based on the non-
architectural interviews.      

The research shifted towards providing the firm’s steering committee with guidance on how 
to create a competitive and cost efficient work process by providing clients with new 
services of combinatorial projects where architects and project managers work in 
interdisciplinary teams. This made it difficult to use the theory in the analysis, as it did not 
feel as adequate as it did for the previous research question, though most of it came to be 
used in a new approach, and later it could be combined with the empirical findings.
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Now in the end, I feel that, whilst writing the thesis, I have also been through a personal 
process/journey where I have found myself feeling insecure, confused and challenged. So, 
when looking back at the process of writing the thesis I can also say that my own process has 
been equally shifting, which I was not expecting. Hence, writing about a process, it became a 
process in itself when writing it. 
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APPENDIX

APPENDIX 1: SUPPORT QUESTIONS FOR INTERVIEWS

Introducing questions:
What is your name?

What is your background and experience in the industry and the firm?

Professional role questions:

How long have you been working at the firm?

What is your role at the firm?

Would you like to be anonymous in the thesis?

Project-related questions:
What types of projects are you involved in?

Which of them do you prefer and why?

Which of the types of projects are the most beneficial for the firm?

Have you noticed any significant differences in approach depending on the type of project?

Collaboration-related questions:
How is the collaboration with clients and architects?

Have you noticed any difficulties with the collaboration?

What opportunities do you see in your way of working in terms of responsibilities, roles, 
communication, information, and attitudes?

Job description-related questions:
Is there some sort of job description as a project manager follows and how much of it is 
reflected in practice?

Do you think that the project manager is well identified in the firm or are there ways to get 
the professional role more established in the organization?

What competences should a project manager at the firm have and what qualities do you 
think are important to create a more business-like profession?

Is leadership an important feature in managing projects in a good way?
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Process-related questions:
How does the current work process look like for a project manager?

Do you as project manager follow some form of project model, standard or project 
management techniques in your work approach or some other form of guidance?

Industry-related questions:
What future do you see for the construction industry and the firm's role in it?

Could there be changes in the construction industry that can cause new ways of working?

- Can it lead to new ways for the project manager and the architect to work together? 
Such as combinatorial projects where project managers and architects work in 
teams, in terms of both architectural and project management projects?

Do you think that increased collaboration with architects would benefit costs in the projects, 
and thus for the client?


