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Abstract 

Background  Technology can be of great support for project managers when managing projects, 

but most empirical research on technological effects in project management has 

focused on the private sector which have led to that public sector project 

management is viewed as one of the largest gaps in project management literature.   

 

Purpose  Investigate and describe the main challenges of Swedish municipal project

 managers’ work with project management and to what extent they incorporate

 technology in their work. 

 

Method A qualitative research was conducted with an abductive approach. Semi

 structured interviews was conducted with seven Swedish municipal project

 managers. 

 

Findings The project managers themselves displayed a positive attitude towards 

technological adaption but the organization as a whole was more reluctant. Many 

of the described challenges concerned the organizational structure and that the 

decision paths were too long and slow. This was partially seen as a consequence of 

municipalities being politically governed organizations.   

 

Conclusion The municipalities need to develop tactics for how they should work with 

technological adaptation in order to stay competitive and keep up with societal 

trends. The municipalities could also facilitate many of the challenges experienced 

by project managers if they increased their focus on communication and 

established new and more efficient communication methods- and channels. 
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1 Introduction 

This chapter will introduce the reader to the study and present a background of the research 

problem. This chapter ends with a specification of the purpose of this thesis and also presents 

the research questions that the study aims to answer. 

 

1.1 Background 

Project management has long been the style of doing business in the construction industry but 

nowadays project management has spread to all avenues of work and project teams carry out 

everything from hospital restructuring to upgrading corporate systems (Larson & Gray, 2011).The 

demand for project management is constantly increasing and its demand could sometimes be 

hard to grasp but as an indicator of how widespread project management has become one could 

show that in the United States alone nearly 25 percent of the GNP is spent annually on projects 

(Larson & Gray, 2011).With the increased demand more pressure has been put on project 

managers, projects have to be delivered faster than ever before and often with less resources. This 

has led to that project management is no longer only about managing the sequence of steps 

required to complete a project on time. It is about systematically incorporating the voice of the 

customer and create a disciplined way of prioritizing effort and resolving trade-offs (Maylor, 

2010). The project is more than delivering results on time and a project manager must incorporate 

human values as well. Even though mankind has a great history of constructing projects little has 

gleaned from millennia of this type of human activity and treating each project as unique with its 

own obstacles and possibilities are further increasing the pressure on the project manager 

(Maylor, 2010). 

 

The constraints of projects are hardly the same today as they once were and the growth in new 

knowledge has increased the complexity of projects because projects encompass the latest 

technology (Larson & Gray, 2011). In our present economy characterized by globalization, 

outsourcing and increased competition, intangible assets such as knowledge are emerging as key 

value for all projects. In this technology-driven business environment projects are due to their 

complexity compelled to utilize technology in order to benefit from all team members 

(Anantatmula, 2008). The recent year’s technological innovations have altered many aspects of 

our everyday life and are forcing us to rebuild our ingrown habits. A meeting is no longer required 

to take place on the same physical location but can instead be hosted with all project members via 

a virtual meeting (Anantatmula, 2008). Technology can be of great support for the project 

manager in managing projects successfully but as always there are challenges, the challenges most 

prevailing today may not have been present a decade ago. 
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Many mean that this evolution of social patterns is a start of a new industrial revolution which 

will expand our way of thinking. Industrial revolutions have during history been made possible 

thanks to new ways of thinking (Horn, 2007). This new way of thinking is in the current revolution 

connected with the technological development of smart technology which gives us possibilities we 

never experienced before. In history, industrial evolutions have emerged from breakthroughs in 

production possibilities and production improvements, which then have had tremendous effects 

on society. What is happening right now is instead that technology and smart devices in 

combination with employees appealing to it are acting as one of the main drivers for 

transformation (Schuh, Potente, Wesch-potente, Weber & Prote, 2014). The term smart-

technology is sometimes hard to define and the term “smart” is associated with varieties of things 

these days, for instance smart phones. And even though it sometimes seems like the only thing 

needed for something to be “smart” is that it can be connected to internet, the term has a broader 

meaning. Smart technology incorporates some input from somewhere, apply some intelligence 

and take appropriate actions (Miraz, 2011). 

 

One part that heavily works with temporary undertakings that affects us all and our society is 

municipalities. Little research is to be found on how municipal projects have made use of the 

current technological innovations and how this can boost efficiency within municipal projects that 

strive towards social benefits. New ways of using technology also offer the potential for supporting 

the regeneration and preservation of natural environments rather than creating hidden costs in 

the form of externalities (Donkin, 2009).This can of course be of great use for all project 

managers, but most empirical research on technological effects in project management has 

focused on private sector projects and public sector project management is viewed as one of the 

largest gaps within the project management literature (Rosacker & Rosacker, 2010). The manner 

in which public sector organizations are using technology in project management is constantly 

changing (Melin & Axelsson, 2009) yet there is little research that show in which way technology 

has enhanced the work of municipal project managers. 

1.2 Research problem 

The technological evolution has altered many daily activities in our everyday life and drastically 

changed the way we communicate and interact with each other (Menon, 2011). Managing a project 

in these times is highly associated with the use of technology as described by Anantatmula (2008), 

and the project teams face obstacles they did not face a decade ago. Managing a project nowadays 

has an increased focus on the intangible assets and the processes during the project which have 

increased the importance of soft value implementations by project managers. This have altered 

the way many projects are structured and shifted the goal focus from pure monetary rewards 

towards longer term sustainability (Pant & Baroudi, 2008). Given the technological 

advancements and the importance of soft goals implementation, we ask ourselves whether the 

same work structures are still applicable. 
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The transparency of a municipality brings restrictions to municipal projects that projects within 

the private sector do not face (Kerzner, 2013). All from public procurements to the examining eye 

of the community puts pressure on the project manager to maintain a socially responsible profile 

throughout the whole project. With the technological progress you can easily obtain all desired 

information about municipal projects and review them more thoroughly than ever. New 

technology can be of great assistance for project managers but it can also bring problems if the 

manager is unfamiliar with the technology or if it is in conflict with the managers accustomed way 

of working (Baccarini, 1996). 

 

The lack of research within the fields made us wonder whether the technological advances really 

has enhanced the work of project managers within the public sector or if the new technology and 

soft value incorporation instead has increased the pressure and hampered their work. Just as 

described by Rosacker and Rosacker (2010) there is not much research done on how technology 

have been incorporated in municipal project work and the insufficient research in the area could 

lead to the subject area of municipal projects to slow down and eventually the area will not be as 

easy to research as one can do with private sector projects. Therefore enriching the research of 

municipal project management can provide practical information for academics to study further 

but also help the municipal workers to get a formal understanding in the area. 

  

1.3 Research purpose 

The purpose of this study is to investigate and describe the main challenges of Swedish municipal 

project managers’ work with project management and to what extent they incorporate technology 

in their work. 

1.4 Research questions 

In the light of the described problems, the purpose of the present master thesis is to answer the 

following research questions by using appropriate research methods: 

●   How would Swedish municipal project managers describe the adaptation of technology 

in their projects? 

●   How can adoption of technology facilitate major challenges when managing a public 

sector project? 

1.5 Delimitations  

For this study we have chosen to not include private sector companies neither have we chosen 

municipalities outside of Sweden. We have chosen to investigate how municipal project managers 

in south of Sweden works with project management. People that were chosen had to be 
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experienced in the field so consequently people with less than two years of experience were not 

suitable for this study. We will also look at municipal project managers as one and not divide them 

according to departments since the sample needed in order to make comparisons would be out of 

scope. This is a qualitative study as part of a master thesis where we have decided to exclude the 

testing of theory through quantitative measures as it seemed like something that was not suitable 

for our abductive approach. This research therefore constitutes interviews obtained through 

qualitative measures with Swedish municipal project managers whom have at least two years of 

experience. 
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2 Frame of references 

This section aims at providing a theoretical knowledge base of what is to be considering a 

project and what challenges that arise in project management. It will also discuss how 

technology has affected projects in general and how communication has been one of the areas 

where most improvements have taken place. This study is done in an exploratory way hence 

why the conducted literature review is not presented but the theoretical base is aimed to be the 

most current. 

 

2.1 What is a project? 

For the purpose of this study it is needed to define what is considered to be a project and what is 

not. Defining what actually a project is can be somewhat difficult and one of the most basic 

definitions: “a project is a task that has a beginning and an end” is often insufficient (Maylor, 

2010). The definition could differ on situation depending on that none situation is another one 

alike, PMI (Project Management Institution) defines a project as “a temporary endeavor 

undertaken to create a unique product, service or result” (PMI, 2016). This definition is supported 

by Maylor (2010) who states that the most common themes for a project is that it is unique, 

temporary and focused. A project should have a beginning and an end but also be temporary in 

aspects of group constellation and after completion the funding ceases. The task of the project 

should also be focused on deliver a particular result, even though the project do not have to start 

with a clear idea of what will be achieved and how (Maylor, 2010). 

 

Similar definition of a project is given by Larson and Gray (2011) but besides being unique, 

temporary and focused a project is also characterized by strict performance requirements. The 

authors state a project is often evaluated according to degree of accomplishment, cost and time 

spent. This means that a project is constantly facing trade-offs between time, cost and 

performance in order to satisfy the customer. Larson and Gray (2011) also add the cross-

department group constellation as an important part of the uniqueness of a project. Snijders, 

Wuttke, Zandhuis and Newton (2012) support the earlier mentioned definition of a project but 

also add that a project may be associated with a high level of uncertainty and complexity due to 

its unique nature and the fact that it deviates from an organization's existing procedures and 

routines. 

2.1.2 What is not a project? 

The outlined characteristics have framed what is to be considered a project, several of the 

characteristics can be found in daily activities and recognizing the difference between a project 

and routine work is important. This is because resources are used up on daily operations which 
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may not contribute to longer range strategies that requires innovative new products (Larson & 

Gray, 2011). 

 

Fowler, Lindahl and Sköld (2015) conducted an empirical study about the relationship between 

organizations, university research and performing a formal project. Fowler et al. (2015) claims 

that PM (project management) can be divided into two fields; traditional linear PM, and agile PM 

techniques, the latter being the one imposed on academic realms to monitor scientific 

expenditures and its venture which transforms funds to research results. Fowler et al. (2015) 

argue that the PM paradigm has sprung out of traditional industry, especially out from work 

situations where product development is key. Lenfle (2008); Lenfle and Loch (2010) strengthen 

this argument by questioning a body of research and to what extent it can be implemented in 

efficient research management with high-level knowledge experiments. 

 

Fowler et al. (2015) states that we are witnessing a projectification, PM-ification where academic 

research is imposed through the lens of project management to make it go through a guide or 

framework of what a project is supposed to be. Fowler et al. (2015) made a survey where people 

who conducted certain papers or dissertations were resistant towards defining their activities as 

project based. Even though the work was formalized similar to a PM methodology they all 

perceived themselves as working outside of that since they had a hard time defining the definite 

end of the so called project. 

 

Lycett, Rassau and Danson (2004) discuss that some organizations that has started to classify 

quite simple projects as programs in an attempt to avoid the necessity to define the desired 

outcome. Programs are focused on the coordination of projects and other related activities and 

exist to create value by improving the management of projects in isolation, they however in 

themselves do not deliver individual project objectives (Lycett et al., 2004). Larson and Gray 

(2011) defines a program as a group of related projects designed to accomplish a common goal 

over time where all projects within the program has an own project manager. The role of the 

program manager during the execution of a progress is to monitor progress, assess risks and 

report on progress but the project itself is run and implemented by the project manager (Lycett 

et al., 2004). This distinction had to be made in order for the implementation for this study to be 

reliable and focus solely on the municipal projects and not the underlying coordination of 

projects. 

2.2 Who is a project manager? 

One simple and clear definition of who is a project manager is to say that it is the person assigned 

by the performing organization to lead the team that is responsible for achieving the objectives of 

the project. The project managers distinguish themselves from typical functional managers who 

instead provide managerial oversight for a functional- or business unit (PMI, 2013). A similar 
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definition is provided by Larson and Gray (2011), who states that project managers are the one 

with the ultimate responsibility for a project's performance, even though they often have too little 

authority. The authors further argue that the role is similar to the ones of functional manager with 

the exception that project managers manage temporary, non-repetitive activities.   

 

There are also expectations on a project manager to perform at or above a certain level of 

performance. One should anticipate and demand that the project manager will do the right things 

right and get things done (Bredillet, Tywoniak & Dwivedula, 2015). Various project management 

frameworks have been developed during the years that try to list competencies that a competent 

project manager should possess. PMI (2013) states that beside any area-specific skills and general 

management proficiencies required for the project, effective project managers are required to 

have ethical, interpersonal and conceptual skills that helps them analyze situations and interact 

with team members appropriately. 

 

Too and Weaver (2014) furthermore describe that objectives and goals of the project together with 

agreement between the client and project manager on how they will achieve these goals as a 

matter of importance. Whether the project is a success or failure is dependent on the top 

management support (Lechler & Cohen, 2009). Lechler and Cohen (2009) describes top 

managers as vital instruments, however it is problematic as well, considering that organizations 

often manage several projects at the same time. 

 

Even though much research uses these frameworks in order to form a set of optimal competencies 

is this not a guarantee for success. Loufrani-Fedida and Missonier (2015) argues that research 

should stop looking for the perfect ideal project manager who possesses all of the necessary 

critical competencies. The authors agree that many elements that traditional frameworks list are 

essential such as interpersonal skills but that these frameworks focus too much on the project 

manager and consequently only on the individual level. Loufrani-Fedida and Missonier (2015) 

means that the responsibility of project success is shared between individuals and organizations 

and not solely the responsibility of the project manager, therefore should focus instead be on the 

collective competencies of the project team as a whole. 

2.3 Project structure 

Bobera (2008) talks in her article about the different structures that can arise in project 

management. The structures are focused on different factors within the organization. Usually it 

depends on their functions or their tasks that they perform. Bobera (2008) refers to a scenario 

where functions of the organization is not functioning, this might lead to a reason to reorganize 

because it is dangerous to have an unstable structure. She continues on to mention that in today's 

literature there have been research in the area of projects going on different titles such as “project 

management”, organization management”, or even “project oriented firms” as a consequence of 
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this effectiveness of working in projects. The three basic structures that are presented by Bobera 

(2008) are articulated as: 

1.       Functional type of organization where the project is part of the functional organization 

of the enterprise; 

2.       Pure project organization, and 

3.       Combined or matrix systems. 

(Graphical representation of each formation can be found in Appendix 3.) 

 

Melnic and Puiu (2011) talks about the functional type as a realization of the projects in the 

organization as one existing functional part of the enterprise. One of the distinguishing parts is 

that every employee has one single superior. The advantage of this model as described by Bobera 

(2008) is its maximum flexibility within the staff, in case a department is chosen for a specific 

project they will have primary and administrative base for individuals with technical knowledge 

in the fields relevant for the project. Parts of the departments can be disengaged and helping 

somewhere else when they are needed. However, even though this functional structure is flexible 

it has some disadvantages as well, some of them being; as functions and flexibility is key, the 

clients tend to get pushed into the background because of the functional department having its 

own major work within the function itself. With this formation as functions which are doing their 

parts they usually have a specific manager or leader for their section, this leads to coordination 

problems according to Bobera (2008). 

 

Second model is described as a pure project management organization which has an approach 

where the project is separated from the home organization. It becomes independent from the 

home organization and independent with its special technical staff, its own administration, 

connected with the home organization. The advantages as described by Bobera (2008) are that 

the complete labor is allocated to the project which leads to the project managers being fully 

responsible with full authorization of the project. Furthermore it leads to a system where every 

person in the project is directly responsible for questions that may arise, there are therefore no 

department managers or similar. As the authority is centralized the possibility of fast decision-

making is more likely. Bobera (2008) describes the pure project organization as structurally 

simple and flexible which is relatively easy to apply and understand. The pure project organization 

is described to be quite simple which is keen to its faults, it leads to wrongs when handling the 

more advanced technologies and because of the division between the team members, a mentality 

of “we-they” is started in the organization which creates rivalry. 

 

The third of the simple project structures is the matrix form of project management organization. 

Galbraith (1971) describes the matrix form as a combination of the aforementioned structures 

that was an attempt to collect the advantages of the other models to avoid the disadvantages of 

them. Because of the combination of both spectrums, the matrix formation is described to 
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generate existence of different modes, one being more tilted towards the pure organization and 

one towards functional, the middle part of this which is the so-called balanced. Bobera (2008) 

The Matrix organization is balanced between these extremes which reflects the similar mixes of 

approaches to the aforementioned models. Some of the advantages include central attention to 

the project, leading to full responsibility for project management, better resource use in the case 

of simultaneous projects at the same time. Disadvantages originate from the manifestation of the 

formation itself. Some of them include; violating one of the principles of the management unit 

command, the staff for projects includes at least two manager who are functional as well as 

permanent, and the project manager whose function stops when the project ends, though he is 

also key manager which proves to be a very serious problem states Bobera (2008). 

2.3.1 Project strategy 

According to Maylor (2010) who talks about the organizational strategy process, there are several 

elements that build the strategy process. The mission of this is to attempt a mission which is 

aligned with the ideals of the organization. Maylor (2010) continues on to describe the elements 

for driving this goal through several steps, starting with the CEO who provides the vision of where 

the organization is going. Maylor (2010) exemplifies ´thus´ “We are standing on this hill here. 

The vision is that we want to be on that hill over there” - (Maylor, 2010, p. 51) 

 

This vision will give guidelines for the other elements of the organization to know where they are 

and where they are going. The vision is expressed as a mission statement for the organization. 

Maylor continues on to describe that two major inputs help this process, the organization itself 

and the organization's leadership. Traditionally according to Maylor (2010), strategy is a one-way 

process and the organizational strategy should be implemented from the top down. Maylor (2010) 

illustrates this organizational process as something that goes through six elements in this order. 

1.       Chief executive officer 

2.       Senior management 

3.       Portfolio management 

4.       Programme management 

5.       Project managers 

6.       Project team 

All of the steps are required in order for organizations to fully incorporate the vision of the CFO. 

Between all of the elements, there are reports and opportunities which are then transformed into 

mission, selection criteria, focus, projects and priorities. Finally, between the project managers 

and the team, progress is made in order to transform the vision into plans and priorities. 

2.4 Life-cycle of a project 
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The life cycle of project work is another way to illustrate its unique nature. There are a number of 

different life-cycle models in project management literature and many of them are unique to a 

specific industry or type of project but Larson and Gray (2011) give an example of a generic project 

life-cycle that consists of four stages; defining, planning, executing and closing. 

 

Maylor (2010) discuss that a basic life-cycle approach for all projects is to see them as being 

structured into four broad identifiable phases; define, design, develop and do. The author 

however argues that there potentially could be many stages within every of these stages and 

sometime the project life-cycle may even be replicated within each phase. Maylor (2010) also 

argues that the four phases each have different characteristics and different management 

requirements and that a problem may arouse here when many project managers will not be 

involved in the early stages and instead just handed a brief for the project after the initial 

definition. The project manager can then not identify problems in the early stages and be involved 

in problem-avoidance measures. 

 

Westland (2006) provides a similar generic definition of the life-cycle of a project. The author 

describes the first phase of a project as the initiation phase, during this phase a business problem 

or opportunity is identified and a feasibility study of various options is conducted. The project 

then moves in the planning phase where the project will be planned in detail and be made ready 

for the execution phase. The execution phase implements the planned activities created during 

the project planning and a series of management processes are undertaken to control and monitor 

the deliverables being output. Once all of the deliverables have been accepted by the customer the 

project is ready for close and the project is terminated (Westland, 2006). 

2.5 Scheduling 

Frame (2002) writes in his book examples of what is believed to be the first projects ever made 

and how it came to be that the method of working in projects came into being. He exemplifies the 

pyramids, the Great Wall of China, and the Roman aqueducts as sophisticated projects that are 

only examples of many projects during the millennia. Furthermore Frame (2002) describes the 

beginning of the project management era as projects are being conducted today to have started 

somewhere in the post-World war II era. Essentially there were a high number of forces that had 

to work and the managers of the time developed operation research which brought to the 

actualization of decision tools which could help these functions to be effectual. This development 

did not stop there but rather it continued and managers started to see the potential of connecting 

events and the complexity that comes with it and in turn create modern systems. 

 

Vanhoucke (2012) describes in his project management literature the concept of scheduling. 

Scheduling is a prediction of future processes. More often than not it is made in the form of a 

timetable for set projects where start and finish times are allocated to each task. Vanhoucke (2012) 
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describes this process to be highly complex because of the way the project activities are subject to 

constraints. These constraints can lie in the nature of the task having precedence over another or 

the constraints can be resource-related. These objectives of the schedules may be other things 

than simple time planning as it can take many other forms as well, Vanhoucke (2012) exemplifies 

minimizing project duration, minimizing project costs, maximizing project revenues and 

optimizations of due date performance as some measures of performance. 

 

One of the early undertakings in project management within scheduling is the development of the 

Gantt chart by Henry Gantt (1861-1919). Clark, Polakov and Trabold (1922) provide evidence of 

this chart being used by the United States during the First World War. Wilson (2003) describes 

Gantt charts to have a role in finding, accepting and better understanding solutions in projects 

with a readily useful interface. Jones, C. V. (1988) defines the Gantt chart as a visual 

representation of production plans, schedules and actual performance. 

 

Vanhoucke (2013) defines what is highly recognized as the PERT/CPM Technique. The two 

concepts have high similarities and are therefore referred to as a set concept. Though what 

Vanhoucke (2013) describes is that they are different and therefore needs their separate further 

explanation. PERT analysis calculates the expected critical path based on the duration expected 

of each activity. It uses a certain formula and assumes that these estimations are based on a person 

who is familiar with the activity and has enough insight in the characteristics of the activity. The 

PERT uses variables to determine the three different ways each activity can go, either it goes 

perfectly (optimistic time estimate, normally (realistic time estimate) and worst possible scenario 

where the time of the activity takes the longest possible (pessimistic time estimate). The project 

manager would continue to calculate the longest to shortest time estimates to then throw into a 

formula which calculates the so called expected critical part. 

 

The critical path method is a project scheduling game for the time/cost trade-off scheduling 

problem. The individual is presented with a scenario where he has to schedule activities in time, 

taking into account the cost of the project by carefully allocating money to a particular activity. 

The individual is then given six decision moments in which he decides the duration and specified 

cost for each activity. After this simulation the cost of this schedule is evaluated. This game has 

an objective to teach the manager the different concepts of scheduling in a practical way, to take 

head on the complex activity that project managers have to deal with. 

 

2.5.1 Total cost management 

Something that has seen more attention as of late in the timeline of project management is the 

TCM (Total cost management) framework. It is a framework designed to systematically map all 

the activities and costs within any enterprise, program, facility, project, product or service 
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(Loushine, Hoonakker, Carayon, & Smith, 2006). Louishine et al. (2006) explains the TCM as a 

conceptual representation that provides a structured, integrated overview of cost engineering. 

It is currently a work in progress and the idea is that the normal four step process of a project 

should be more complex and handle everything. It needs to not be a straight line process but 

rather a cycle which goes like this - Plan - Do - Check - Assess. This would lead to every part of 

any endeavor to be closely examined as Hollmann, Queens and Wesley (2001) describes. Imagine 

a project with perfect information and each process is examined in its whole to manage the cost. 

Hollman et al. (2001) explains total cost management to have sprung up as a response to projects 

having an actual closing point and there not being documented how projected came into being to 

begin with. Total cost management maps this process and rather than (as seen by other tools) 

showing the way forward, map the process upstream. 

 

2.6 Challenges for a project manager 

A project is a composition of many elements that all in some way could be subject for complexity 

within a project. This mean that all projects have some certain critical characteristics that 

determine the appropriate actions needed to manage these challenges (Baccarini, 1996). Since 

projects are unique by nature are uncertainties during a project inevitable no matter how much 

information is gathered before a project is initiated (Lechler, Edington & Gao, 2012). 

 

Baccarini (1996) discuss the two most common types of complexity in project management, 

organizational complexity and technological complexity. Organizational complexity concerns 

relationships, communication, authority and allocation of tasks. While the technological 

complexity encompass interdependencies between; tasks, networks, inputs and technologies. 

Technological complexity also deals with the number of inputs, specialties and separate actions 

required to produce the end product (Baccarini, 1996). Lechler et al. (2012) also include 

contextual turbulence and stakeholders as main sources of complexity during projects, the 

authors stress the importance of using these sources of uncertainty as opportunities for an 

increased value proposition for the project. 

 

In a study by White and Fortune (2002) 995 project managers were asked to list the most 

challenging tasks in order for a project to be successive. The by far most prevailing factor that  was 

critical for a projects outcome were according to the responders to have clear goals and objectives 

for the project. Pant and Baroudi (2008) argues that project managers tend to focus too much on 

the hard values of a project and that many challenges could be reduced by embracing soft values. 

Further on the authors argues that traditional project manager competencies are critical for 

project success but increased focus on soft values like communication between team members 

and the entire network could help support a shared understanding of the project's objectives and 

be beneficial for the organization as a whole (Pant & Baroudi, 2008). 
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Another factor that may cause disturbance in the project is the lack of understanding with the 

project from different hierarchical levels within the organization.  Heumann, Wiener, Remus and 

Maehring (2015) talks about the different ways control is being exercised in project groups. 

Control in an information system is described to be based on hierarchy and this leads to a lack of 

understanding to how the project control is exercised in all levels. Heumann et al. (2015) 

exemplify this process as senior managers exercise control over to project team leaders who will 

delegate the responsibility to distinct groups of project team members. This could lead to 

misunderstandings if the main objectives are not clear defined and if proper actions are not 

undertaken this could create even more challenges for the project manager. 

2.6.1 Challenges in public-sector management 

Many of the challenges discussed in the earlier section have roots in the private-sector and public-

sector project management is sometimes facing a set of challenges that do not occur in the private-

sector (Kerzner, 2013). For several decades, public-sector projects were managed by contractors 

from the private-sector whose primary objective was a profit motive. This lead to that contractors 

would make trade-offs and accompanying decisions just to support their profit motive. Today this 

has shift and many agencies are becoming experienced in project management and the projects 

are managed with internal personnel rather than contractors (Kerzner, 2013). 

 

Rosacker and Rosacker (2010) strengthens the argument that private- and public sector project 

management differs and argues that public and private sector organizations are similar in many 

ways, concurrently they exhibit many substantive and important differences. Unlike private 

enterprises, government agencies do not really encounter the pressure of competitors and 

therefore have the need to innovate in the short term in order to survive in the long term to not 

present as a motivational factor. 

 

Kerzner (2013) states that project managers in the private sector like to assume that their work is 

more demanding than projects in the public sector. There is a belief that their work is more 

complex, subject to tougher management oversight and mandated to move at faster speeds. This 

is according to Kerzner (2013) not entirely true, the author states that private-sector projects can 

be though but in many cases are it easier to accomplish results in the private sector than in the 

public sector. Public sector projects can be more difficult because; they operate in an environment 

of often-conflicting goals and outcome, they involve many layers of stakeholders with varied 

interests, they must operate under media scrutiny and there is a little tolerance of failure. Another 

major challenge that public-sector projects have to deal with is serving those who are not yet at 

the table and whose interest might be difficult to identify (Kerzner, 2013). 

 

Private sector project managers are accountable to the direct client and a narrow range of 

stakeholders and employees. Project managers in the public sector are also accountable to the 
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direct client but they encounter a greater degree of scrutiny from a broader range of stakeholders, 

including elected officials, employees, citizens, special interest groups and the media. In addition, 

most public organizations, unlike their private counterparts, do not have the ability to keep 

strategic decisions secret (Rosacker & Rosacker, 2010). 

2.7 Communication transformation 

Technology has developed in every area and has rendered people unable to live without it. In fact, 

more change has come in the last 100 years, than in the thousand years of Rome or the hundred 

thousand years of the Old Stone Age (Menon, 2011). But people tend to focus primarily on the 

most notable and used ones like computers, smart phones, tablets or internet (Bicen & Arnavut, 

2015). Even though the computer has revolutionized our world is perhaps its possibility of 

networking and communication that have had the greatest impact on our society (Menon, 2011). 

Our primarily communication methods has shifted from letter to email and electronic means. The 

net result has been speedier and more accurate communication (Baker, 2004). Menon (2011) 

means that the evolution of our communication means was not a sudden surge of social 

communication, but rather a realization that time was money. This has today evolved to that stage 

where a phone is no longer used solely for communication, but instead offer functions such as 

playing music, calculation and video recording. This shift in how we communicate with one 

another has also lead to that traditional communication media like newspapers have adopted 

themselves to the requirements of new inventions, Menon, (2011) defines this as their efficacy has 

been greatly enhanced. 

 

This evolution of communication technologies have greatly improved the knowledge transfer 

between people and could be said to have democratized culture (Menon, 2011). But the new 

cheaper way of communication could also act as a centralizing force, substituting the knowledge 

and decisions of the frontline agents for those higher in the hierarchy (Bloom, Garicano, Sadun & 

Van Reenen, 2014). The authors mean that this could lead to that managers of projects ultimately 

would perform a more limited number of task and also impact how organizations assign decisions 

and divide labor. 

2.7.1 Technology's role in modern projects 

Since the beginning of the new millennia there has been a widespread acceptance of need for 

developing project management. There has been a development of ideas beyond traditional tools 

and techniques commonly used in project management which has lead up to what is called the 

Third-Generation of project management (Maylor, 2010). This stage is greatly influenced by the 

changes that have occurred in modern technology over the last decades. Especially the 

communication technology has led to the emergence of virtual teams as a means of running 

projects these days. There has also been considerable development in planning tools and both of 

these changes have the potential to drastically change the way we work in projects (Maylor, 2010). 



 

15 

 

Many organizations seeks to gain competitive advantages and improve organizational 

performance by investing in technology but technology's role and impact on project performance 

depends on how the technological systems within an organization is designed (Anantatmula, 

2008). Anantatmula (2008) states that it is important to remember that technology alone is not 

the solution for improving project performance but new technology has brought a lot of benefits 

for the project manager that can be used to facilitate the work. 

 

In 2007 Malhotra, Majchrzak and Rosen talk about a somewhat new phenomenon called virtual 

teams, whose members are geographically spread and cross-functional but still extremely 

independent tasks. This presents some leadership obstacles that have not been tackled before. 

Rather than being the charismatic leader as seen from Napoleon who naturally draws people close 

to him and attracts trust we find this new kind of leadership. Malhotra et al. (2007) discusses six 

processes to enable such a virtual team. To establish and consistently hold trust through 

communication technology, make it be realized that diversity is present and appreciated, manage 

meetings and monitor team progress virtually, make sure that everyone is seen and included, 

make sure that all members get something out from being on the team. Considering the big five 

theory as mentioned by Goldberg (1993) where factors such as being sensitive and friendly played 

a huge factor, stakes have not actually changed to what being a leader is then and how to enable 

virtual leadership. One example portrayed by Gerald (2003) is extraversion which relates to 

qualities such as assertiveness, excitement seeking, warmth, activity and positive emotions. These 

qualities may all be exerted through virtual communication as described by Malhotra et al. 

(2007). 

Computers and cloud services has provided the ability to both store and retrieve information and 

documents easily and also to manage the organizational knowledge of past projects. But more 

specific technology has played a major role in helping project managers to develop and formalize 

project processes and establish channels of open communication (Anantatmula, 2008). The 

technological innovations have also affected how governments and municipalities plan and 

implement projects in the society. The changes in planning tools in combination with citizens 

passionate use of social media and the rise of new technology in recent years has lead up to that 

governments and public institutions are increasingly working with citizens to give them more of 

a stake in the policy-shaping process through public consultation (Wandhöfer, Allen, Taylor, 

Wallow & Sizov, 2013). Wandhöfer et al. (2013) means that this new e-participation is fostering 

communication and interaction between governments on one side and the citizens of the 

community on the other, this interaction provides feedback on planned projects and adjustments 

can be planned quicker than ever before. Also Liu and Yuan (2015) acknowledge that the rise of 

new technology has introduced great benefits for governmental organizations such as; increased 

efficiency in operations, integration of operations and customized service delivery. Further Liu 

and Yuan (2015) also agrees upon that new technology has increased the level of communication 

between the public agencies and citizens, and also brought some levels of engagement of the 

public in decision and policy making (Liu & Yuan, 2015). 
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Something of practical relevance that was found by Derous, Ryan, and Serlie (2015) is the 

conclusion that given a specific subgroup of people, organizations cannot assume a consistent 

hiring decision with the group. Technology may streamline some of the process because of the 

way a resume and working relations are to be presented, but there are still some which is up to 

human judgment and therefore this inconsistency. Kulik, Roberson and Perry (2007) further 

argues that with limited information and in the situation of hiring someone, managers are less 

likely to use perfect information rather than letting one category dominant the others. This means 

that even though technology has the granted managers the opportunity to make rational hiring 

decisions the human factor still exists and will always lead to bias, as it always has. 

2.8 Leader or manager 

Zaleznik (2004) retells one of his former texts from 1977 when he distinguish leaders and 

managers between each other with resembling metaphors. The difference lies in the conceptions 

they hold when it comes to chaos and order. A manager seeks stability and control, tries to solve 

the problems as fast as possible because the quicker we do, the quicker we can move on to the 

next task at hand. Zaleznik (2004) describes leaders to be artists, scientists or other creative 

thinkers, seeking to understand issues more thoroughly. Leaders can tolerate this chaos and in 

turn lack of structure, something that managers seek to find in their job. Zaleznik (2004) claims 

that the ideal way to develop leadership is dependent on society itself, on its needs and its 

purposes. Zaleznik (2004) also states that business has created the breed known today as 

manager, it is the answer to the leadership question he says. 

Walumbwa, Maidique and Atamanik (2014) describes managing is a constant task, managers 

have to make quick decisions when there are risks every day. Managers are described as the trigger 

pulling, far-reaching consequences takers for employees, stakeholders and organizations. 

Walumbwa et al. (2014) furthermore tells that managers one generation ago relied on a team of 

advisors to help them make decisions and also a room of number-crunchers to help them do the 

manual work of analyzing data. Today technology have introduced ways in which information can 

be dealt to the decision-makers much easier, simple internet searches or browsing company 

record without many problems (Walumbwa, 2014). 

2.9 Municipal projects 

Too and Weaver (2014) discusses relations to current development and practice with the notions 

of project governance and enterprise project management, something that they mention is that 

managing or accomplishing a project is just as important for municipalities as it is for 

organizations. Creating value for the municipalities makes sure that the strategy is aligned 

towards decentralization of decision-making powers, rapid resource allocation and participation 

of external stakeholders. Iwu, Kapondoro, Twum-Darko and Tengeh (2015) describes NPO (non-

profit organizations) as organizations which plays a huge role in providing social aid to a 
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significant portion of the population, however something that they identified is that they are 

sustainable and cannot solely be seen as organizations with ideals whom disregard financial gains 

because they are seen as just as important as the non-financial ones. 

Projects are nowadays seen as everyday activities within all municipal areas and Van der Waldt 

(2010) argues that there is adequate evidence that project management is an effective tool for 

service delivery and improvement in municipalities and that effective project management could 

translate political promises into service delivery projects for the improvement of society. The 

author further argues that municipal projects roughly can be divided into three broad categories; 

●   Institutional projects: Internal organizational focus to improve the capacity of the 

municipality. 

●   Developmental projects: Community development with strong integrated development 

plans. 

●   Infrastructure projects: Service delivery such as roads and water supply. 

Even though municipalities main purpose is to provide value for the community are decision-

making in municipalities largely a political process. Decisions are typically not purely rational, 

but rather determined by political influence, stakeholder dynamics and ideology (Van der Waldt, 

2010) 

 

More specifically for Sweden, which is a country with a relatively large public sector with its 290 

independent municipalities, municipalities are allowed to manage activities within their own 

territory if they fulfill two requirements, they must be considered to be of public interest and they 

are not allowed to compete with other organizations (Knutsson, Matsson, Ramberg & Tagesson, 

2008). Even though most municipal activities are obliged and regulated by the central 

government, municipalities in Sweden have a large degree of freedom as to how they organize 

themselves and their projects. This means that the local government sector is characterized by a 

wide variety of organizational forms and local adjustments (Knutsson et al., 2008). 

Sweden, as a member of the European Union, is engaged in a so called “EU-projects” as well. 

Halmstad (2016) define an EU-project as the kinds of developing projects which are driven within 

the frames and financed by different funds and programs of the EU. Sölvesborg (2016) define the 

general goal with projects to develop the municipal organizations for themselves and also other 

actors with respect to what is best for the municipal citizens. They continue further with a 

proposal form that anyone can fill in if it would be that the community has a project idea. They 

define a good project idea as something that is built on current needs, it could be of a current 

problem or something that needs change, improvement or being created (Sölvesborg, 2016). 

Kristinehamns kommun (2016) describe the different roles that they choose to have within the so 

called EU-projects. Their participation is on different levels where the municipal is either the 

owner, co-financer or partner. Some examples of projects that they discuss is the innovation of 

waterpower to strengthen the region and its organizations, reduction of unemployment with the 

younger people who are either working nor studying, and a project which focuses on developing 
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methods that aims at ease the transition to work or studies for foreign women with low or none 

work experience. 

2.10 Municipal workers 

In order to understand people and the different kinds of people that you find at municipal working 

places we need to consider the different generations that this involve. Kuperschmidt (2000) 

describes three different generations, namely the traditional generation, Baby Boomers and 

Generation X. 

2.10.1 The Traditional Generation 

They stem from the time when there was a great economic recession, society was not as structured 

as it is today with stressed morality, obligations, social norms and self-denial and hard work as 

inherently valuable and one´s duty. Great leaders became a blossom during this time as it created 

direction for the other people, they were taught by their parents to be disciplined, raise children 

with homes that would serve as a community bringing home. The mom being the homemaker and 

father the breadwinner. Their children were the Baby Boomers, children whom the traditional 

generation would protect with their life and nourish. Kuperschmidt (2000) continues to describe 

the traditional employee coming to age respecting authority, accepting the “Great Man” theory 

and the command model of management. These people valued the safe options that would not 

jeopardize the organization, not listening to logic but rather the conservative methods. 

Traditionally this generation is extremely different from their children, the Baby Boomers. 

2.10.2 Baby Boomers 

Werner (2011) distinguishes Baby Boomers as the people born between the years 1946 and 1964, 

in his paper he continues on to describe what attributes the Baby Boomers possess however there 

are a lot of discussion what attributes are actually correct. The Baby Boomers are said to (as 

opposed to their fathers) grow up during times of economic and educational expansion (Calhoun, 

2005). Because of the ways schools were prepared and having rigorous academic standards they 

were able to have a splendid education. They were graded on their ability to share and work well 

together, learning to appreciate the humanities at school. Baby Boomers are characterized as 

workaholic, strong-willed employees who care for context and what they actually earn. They 

spend rather than save and value promotions, titles and reserved parking spaces (Pekala, 2001). 

Kuperschmidt (2000) concludes the paragraphs to point out the fact which most authors likes to 

mentions, the difference between the first and last wave Boomers are quite severe and even 

though they are still considered to be workaholics, last wave are described as a group of people 

who wanted simplicity and re-evaluating what work and success is. 

2.10.3 Generation X 
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Following the Baby Boomers came the generation X which even though is seen as the babies of 

Baby boomers seem to have inherited the side of the Baby Boomers with social debris, an 

educational system which emphasized the social skills and self-esteem more than academic 

achievement, a generation which have seen the most divorces in a long while and a start of the 

phenomenon of leaving dads. The Generation X employees are multitasking parallel thinkers, risk 

taker and entrepreneurial. A generation with resources and a sense of independency, cynical savvy 

consumers. In the press they are described as slackers who does not want to work or play by the 

traditional working rules. Generation Xers expect work to be fun and they want their leisure to be 

taken to high importance. Generation X demanded technologically up-to-date work environment, 

competent credible managers and co-workers, and managers who coach and mentor rather than 

command (Cordeniz, 2002). 

2.10.4 Generation Y 

Followed Generation X comes what is defined as Generation Y, people born in and after 1982 

according to Howe and Strauss (2009). This generation is characterized as ethnically diverse, 

more numerous, more affluent, better educated and according to Howe and Strauss (2009), they 

are manifesting positive social habits such as focus on teamwork, achievement, modesty and good 

conduct. Furthermore they describe millennials as generation Y, they are said to be the generation 

that was found when people began expressing positive attitudes about children, and the 

millennials are products of a dramatic birth-rate reversal. 

Millennials are optimists that are more upbeat about the world. With the introduction of 

millennials the world saw a decrease in the anxiousness about violence, sex and drugs and saw an 

increase of people believing living with their parents is easier for them rather than moving away. 

Teen suicide rates were decreasing for the first time in decades. (Howe and Strauss (2009)  
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3 Method 

In this chapter we aim at presenting the philosophy of this paper in order to bring clarity into 

how we perceive data and furthermore the method used. A brief argumentation will be 

presented to justify our choices strengths and weaknesses and we will also discuss the ethical 

implications of our study. 

 

 

3.1 Research philosophy 

Easterby-Smith, Thorpe and Jackson, (2015) talks about the philosophy of research, the central 

debates are about ontology and epistemology. Ontology is about the nature of reality and 

existence. Epistemology is concerning the theory of knowledge which aids the researcher in 

comprehending how to enquire the nature of the world in the best way possible. The two 

contrasting epistemological views are positivism and social constructionism. Easterby-Smith et 

al. (2015) defines positivism as an idea where the social world exists externally and we can 

therefore measure theory through objective measures rather than subjective senses such as 

sensation, reflection and intuition. Social constructionism is the view of this thesis and it handles 

theory as a statement created through discourse and experiences. Through that epistemological 

view we are gathering information through the nominalistic approach. It is not taking the 

positivistic approach considering that our objective is to describe the feelings of municipal project 

managers. 

 

The nominalistic approach states that information is gathered through curiosity, by generating 

theory and having new insights through engagement and reflexivity, we can gain new information. 

The downside of it is that it is hard to objectively verify information as all information is 

agreements, experiences or mainly words. There are few numbers which are used to test and find 

data in the nominalistic approach. Contrary to this theory there is realism which states that there 

is only one single truth and facts can be revealed, therefore things are not subject to change. We 

are conducting a research on humans which are altered through various factors such as time and 

technological development, consequently there can never be simply one truth for this kind of 

study (Easterby-Smith et al., 2015). 

3.2 The research design 

We believe that in order to grasp this subject in detail and be able to in depth explain things we 

need to do our research through qualitative methods as that is what it is about. The method for 

collecting primary data in this study was interviews with experienced project leaders whom we 
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invited through emails and telephone calls. One of the issues with our approach is the general 

issue when doing anything impersonal, you cannot ensure a direct response from the person as 

the person can choose to leave your mail for the next day or completely disregard it. Because of 

this problem we decided to give them the opportunity to respond to our first invitation and then 

try calling a few days later through communicative means such as an Internet call or telephone 

call. 

 

Easterby-Smith et al. (2015) describes that one of the issues with crafting qualitative data through 

language and text is that it is subject to bias and can therefore hurt the research, we therefore have 

made research in this area before going into it. Being informed about the subject area before 

makes it easier to not only learn from observing but be able to see consistency and rightfully 

criticize what people are saying. Doing a quantitative study in this area would be to test theory 

and respond to yes and no questions which not our goal is. One of the factors with a qualitative 

study contradicting the quantitative is that you get intangible data, making it reflect the nature of 

our study purpose. 

 

Dubois and Gadde (2002) describe three different approaches to gathering data and transferring 

it to theoretical knowledge, they are deductive, inductive and abductive. For this paper we have 

chosen to use to abductive approach as it is more in line with our method of gathering data. We 

as researchers need to make a decision to our approach, because it will guide us in our purpose. 

The additional methods will be described as well because of the way abductive method grabs 

inspiration from both methods. 

 

Deductive approaches are concerned with developing suggestions from the current theory and 

make these suggestions testable in the real world. Inductive approaches at the other spectrum are 

related to grounded theory where theory is generated methodically from the data. Abductive 

approach is essentially both, it came from an idea of conducting research without preconditions. 

It may be closer to the inductive approach but we handle interplay between theory and empirical 

observation. Abductive is the way if the researcher wants to discover new things, not generate 

theory but rather develop theory (Dubois and Gadde (2002). In this paper we are following the 

Abductive approach which is applicable because the purpose of this thesis is not to make up a 

hypothesis which we then accept or reject based on measures, nor is it an attempt to create new 

theory from differentiated data, but rather, our paper is about making a contribution by relating 

the current situation to theory. 

3.3 The research Method and Research Format 

Our initial approach was a formal email with a description of the research, description of us and 

a request for their help. Next option for us was to call them as it is seen as a more personal way to 

contact someone when you get to talk directly and the other person may not have as an easy time 
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to disregard your request. Our method of contact was to make a list of the surrounding 

municipalities that fit our criteria for the study and asked for further directions on who to contact. 

We were surprised to see that so many of the contacted municipalities did not even bother 

answering our request. But of those interested in helping us we still had to disregard people that 

were not fit for our goal group which could for example be project managers in the region, and 

also project managers who lacked experience. After the initial contact through either mail or 

telephone call, we sent them a copy of our interview questions and planned a date that would suit 

them for an interview. 

3.4 Sampling and choice of respondents 

The sampling method for our research is one of the non-probability sampling designs as described 

by Easterby-Smith et al. (2015). The sampling method as described by Easterby-Smith et al. 

(2015) is purposive sample where the researchers have a clear idea of what the sample is and 

approach the potential sample to see if they fit the potential category. Easterby-Smith et al. (2015) 

continues to mention that the guide for choosing suitable respondents are to approach people 

who are deemed appropriate to answer the research questions. If appropriate, another sample 

method may be used after the initial data has been created. Snowball sampling was incorporated 

which is described by Easterby-Smith et al. (2015) as a sampling method where you ask one of 

your respondents to ask their significant or colleagues for more people. We were able to find one 

of the respondent’s colleagues with this sampling method. 

 

Our sample consists of seven different project managers from six different municipalities and they 

represent the diversity that you are expected to find at a municipality. It was important to us to 

get a diversified sample that reflects the municipalities as a whole in order to get reliable answers. 

It was also important for us to get a sample which could aid us in our research. To get a sample of 

quality it is important to ensure that there is substance to what the person is saying, as the person 

most likely has been experiencing a fair bit by being in his position for a while. Our diversification 

was not solely based on age, experience and gender but also the size of the municipalities. We 

wanted individuals in these municipalities with relevant experience in the field of project 

management, this is to ensure the quality of the information given. 

  

3.5 Data collection 

Easterby-Smith et al. (2015) mentions measurements which helps the researchers to justify their 

methods and ideas for how it has created results. As this paper has been done in a social 

constructionist standpoint we are standing more on the constructionist side where there are 

several sample questions supplied by Easterby-Smith et al, (2015) which helps researchers justify 

their research. The technical terms that describe these are validity, reliability and generalizability. 

To cover these we need to be able to cover a clear number of respondents, ensure the uniqueness 
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of the report and finally the diversity of the respondents. What we have made sure when collecting 

our empirical information, is to not only ask the most convenient ones but ask the people that 

seemed appropriate for the study. 

3.5.1 Interviews 

Similar to what Easterby-Smith et al. (2015) says, the nature of qualitative studies is that they are 

non-numerical and must be developed by the researchers. Interviews needs to be prepared, 

conducted and transcribed. Easterby-Smith et al (2015) discusses the different scales in which the 

interview is prepared in terms of structure of the questions. It differs between not at all structured, 

to semi-structured to highly structured. For this study we have used a semi-structured interview 

where we ask questions and opinions of the respondents but we would still like them to go outside 

of the questions and tell stories and experiences. Another thing that researchers can do is testing 

theory to see how things hold up, this is denoted as a quantitative study where surveys are proven 

to be a better option. 

 

Easterby-Smith et al. (2015) denotes the necessary preparations when conducting interviews, 

something else they mention which we for this paper took into high consideration was six practical 

issues that pops up when conducting interviews as the main method of obtaining qualitative data. 

These six practical obstacles are: obtaining trust, being aware of social interaction, using the 

appropriate attitude and language, getting access, choosing the location for the interviews and 

recording interviews. As the scope of this section is more to validate our choice of method rather 

than an actual theoretical framework we will only go through these concepts briefly. 

 

Obtaining trust is important according to Easterby-Smith et al. (2015) because whether you have 

it or not will determine if you get qualified answers or not. What we sought out to do before we 

went out for each interview was to search information about the municipality so that we had some 

foundation of understanding about our respondent. According to Easterby-Smith et al. (2015) 

finding the trust with elites or people in high power can be hard which is why gaining information 

beforehand was key to obtaining quality responses. Social interaction is another important factor 

as it ensures whole hearted responses and not the simple easy responses due to the respondents’ 

decentive to participate in something in which he does not support or trust. Jones (1985) suggests 

that people will chain significance and meaning to the research in which they will be able to 

conceptualize themselves. It was therefore of highest importance for us to give an incredibly 

professional first impression and give the idea of us being the people that the respondents wanted 

to share information with because they agrees about the importance. 

 

We took into consideration the kinds of people we would be interviewing in terms of their history 

and what their perceptions might be, this all so we could act with appropriate attitude and 

language. Easterby-Smith et al. (2015) talks about being humble, knowledgeable, competent and 

sensitive as important factors because doing so and dealing with appropriate language one can 
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according to Easterby-Smith et al. (2015) reveal latent interpretations and understandings of the 

respondent. Therefore to ensure the fullest competent responses from the people interviewed and 

also complete understanding from our side, we conducted our interviews in Swedish. 

 

The final three factors all deal with ethical and professional values, getting access, location and 

recording. We found it to be easiest to contact our prospects by mail or telephone (based on 

access) and then for the actual meeting we wanted a formal setting, either inviting them to a 

conference room where we work, or going to the respondents´ place. We made sure to ask all 

respondents beforehand if recording was something we were allowed to do, we also enlightened 

that we would not reveal any details to anyone else neither would we keep the recording when this 

study is over. 

3.5.2 Data analysis 

After the interviews followed the analytical part of our thesis. Easterby-Smith et al. (2015) 

describes that before analysis of the data is being performed all relevant data should be filed 

systematically in appropriate formats. Digital data should be formatted and labeled in a consistent 

way so that the researchers can go through the data easily. Lists of all the data needs to be 

prepared and regularly updated. We followed this by setting a structure before starting the 

analytical work of our thesis. After all interviews had been held, we were storing several hours of 

audio recorded interviews which needed to be transcribed, in order to ensure a truthful quote for 

the empirical section it was of essence to transcribe everything that had been said word by word. 

This procedure of transcribing each and every interview led up to our raw material which was 

used as a base for the empirical work, approximately 45 pages of transcriptions that was ready for 

analysis. In order to easily be able to read through the questions and answers from the conducted 

interviews a consistent structure was set between them so we both could go back and forth and 

compare the data. 

 

Another factor mentioned by Easterby-Smith et al. (2015) is how to ensure quality in your 

qualitative research, the four umbrella terms are transparency, reflexive, comprehensive and 

ethical. We took these terms earnestly and managed it by being: transparent in our research 

decisions to not only the people we ask but also the readers of this paper, we took into 

consideration which factors that were relevant to us and which were not. We believe that in order 

to be reflexive we had to take every need and want into consideration and also be aware of the 

external factors such as linguistic, social and political. We took into consideration how these 

external factors influence our research (i.e. the crafting, interpreting and reporting of the 

empirical material). Other factors which we have taken into consideration is the systematic 

process of doing the research, this grants a more consistent procedure and further increases the 

quality. The final considerations which have been fully followed are the ethicality of the research. 

3.6 Ethical consideration 
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Easterby-Smith et al. (2015) talks about the key principles in research ethics. We have made sure 

that ethics found by these authors are reworked, configured and tested before we followed them 

in our study. According to Easterby-Smith et al. (2015) there are ten key principles that need to 

be followed: 

●   Ensuring no harm comes to participants 

●   Respecting the dignity of research participants 

●   Ensuring a fully informed consent of research participants 

●   Protecting the privacy of research participants 

●   Ensuring the confidentiality of research data 

●   Protecting the anonymity of individuals or organizations 

●   Avoiding deception about the nature or aims of the research 

●   Declaration of affiliations, funding sources and conflicts of interest 

●   Honesty and transparency in communicating about the research 

●   Avoidance of any misleading or false reporting of research findings. 

Each and every one of these principles has been taken seriously throughout the entire research 

process. Starting from the top we try to find protection for the research participants. This includes 

making the participants of the research not feel scared to participate and that they do not 

experience any physical pain or mental problems such as stress or tiredness. What we did to avoid 

this was to simply assure a simple interview and on a time that were suitable for the respondent. 

After we had assured the safety for the respondent, we took into consideration their protection as 

an individual working for an organization, this includes a fully informed consent, protecting the 

privacy, ensuring the confidentiality and protecting the anonymity. Therefore when we are 

referring to them in this thesis, they will be referred to with pseudonyms. In order for us to do 

this we need to not only leave his personal details away from the research paper but we need to 

reassure this to the person we are interviewing so that they know that they can trust us and they 

can feel safe telling us anything. They will feel this safety because they know that their information 

is for the purpose of our paper and our research purpose and not to spoil his identity. Each and 

every interview was conducted in their own mother tongue to create an easier way for the 

respondent to talk, to prepare them even more we sent the interview questions beforehand so that 

they would not get caught off guard during the actual interview. Followed by this comes the 

protection of integrity of research community. It is quite easy to do as when we introduce 

ourselves as students from Jönköping University we allow them to ask us any questions they may 

have about the possible external stakeholders. We respond to any questions that they may have 

because it incentivizes the respondent to give the full truth, knowing it stays between this paper 

for the purpose of research and not something else. The final part as presented by Easterby-Smith 

et al. (2015) is the honesty, transparency about the research and the avoidance of false reporting 

of research findings. To protect the validity of this paper and its future value for new research we 

have decided to be fully transparent in this method section as well as never leave out any relevant 

part that may come to be important. 
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Table 3.1 

  Name in thesis Interview 

Conducted 

Length of 

interview 

Interview 

method 

Participant A ”John” 2016-03-30 45 min Face to face 

Participant B ”Mary” 2016-03-31 52 min Face to face 

Participant C ”Victoria” 2016-04-12 51 min Phone 

Participant D ”Michael” 2016-04-15 55 min Phone 

Participant E ”Sarah” 2016-04-14 75 min Face to face 

Participant F ”Rebecka” 2016-04-26 68 min Face to face 

Participant G ”Aida” 2016-04-20 50 min Phone 
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4. Empirical findings 

 

 
In this chapter we will present the results from our interviews as a way to contextualize what 

the people were saying. Due to the large amount of raw data collected we will only present the 

relevant data for our study’s purpose. 

 

Throughout the timeline that has been this thesis, we conducted interviews with seven project 

managers with experience of their own that they shared with us. We used the questions that we 

believed could relate to help respond our research questions as it is the heart of the research itself. 

A copy of the interview questions can be found in Appendix 1. 

 

Each interview followed the same semi-structured formula in terms of the way the questions were 

asked and the “themes” which followed were formalities, project work, challenge questions, 

technological questions and then followed by more in depth questions where we ask the 

respondent to give input on the future and perhaps seed discussion for us to delve deeper into. 

4.1 Background of the sample 

Considering our diversified sample we had a wide spread of age and experience represented in 

the sample. The people interviewed all have experience from working with people through either 

earlier business ventures such as managing a venture or similar practices. These people have then 

with their experience been able to comprehend the responsibilities of a project manager. 

 

John is an example of a person who however did not follow this frame as he had worked at the 

same municipality since 1978. His foundation for education was primary school for nine years 

followed by higher education in the technical section. After working as an intern for two and a 

half years he got a job where he still works today. For John it was all just a matter of people living 

there, paying their taxes and somehow it all developed this product that was this city. To John 

someone who had a lot of field experience, the ways to get to the ultimate product was not as 

apparent to us as they were to him. Mary was a person similar to John in the sense that they are 

both from the same time period however they worked at different municipalities and Mary had a 

history of different jobs and different positions. Another thing worth mentioning is that they did 

not receive any formal education for their positions as project managers in the municipalities, 

they had a primary school education and that was about it. 

 

While John and Mary were two individuals with longer experience in the position, we had 

interviews with people who may have less experience in the position that they are in today but 

they have gotten experience somewhere else. Sarah was a person with previous working 
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experience at other places than the municipality. She had earlier acquired an education in 

photography which eventually led to her starting her own business as a photographer. Right now 

she is working at the development section as a municipal strategic project manager. 

 

Victoria had experience with previous projects in private organizations which gave her a greater 

perspective when it comes to differing between working in a municipality and working in a private 

organization. Victoria was not an ordinary employee at her municipality but instead employed 

simply to manage projects. 

 

“That is how it works with projects generally speaking, there are organizations who have 

project leaders in the organization but when it comes to the public sector it is shifting project 

leaders”. – Victoria 

 

Michael is a man who has great experience in different ventures throughout of the county. He also 

had working experience from other countries and spent a year working in the UK. According to 

him he was more of a project creator rather than a person who works with operative tasks. He 

checks the financing and makes sure that everything is under control. At the date of the interview 

he was in the development section of a municipality, working on a project which would increase 

the efficiency in the industry in order to increase the chance to find the correct paths. Something 

which was distinguishable within this municipality and Michael's’ work is that they had 

experience from EU-projects, something which relatively speaking to other municipalities, is seen 

as a rarity. This implies that they got funding from the EU to perform a project which is 

remarkable as the EU, according to Michael, only funds projects that takes certain considerations 

into account. 

 

Rebecka works as a project manager and as a part time department executive, earlier ventures 

include her own business, a business education and nowadays she works in a municipality. At this 

municipality she has a current project where she is attempting to strategically improve for the 

disabled as a part of the social services. Her project is involving the higher authorities to improve 

the social services with everything from processes and approach to treatment. 

 

Aida, as some others in our sample, had a university education followed by a long history of 

working as a project manager throughout her career. She conducted her own project which had 

the purpose to make the schools and businesses in the region to cooperate more. 

4.2 Defining project 

What we discovered during the interviews was that all of our respondents had similar definition 

of a project and what were expected of them in their role as project managers. They all identified 

a project as an endeavor that had a defined time span with a date of termination and a set budget. 
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One person defined municipal projects furthermore as a political mission which aimed at 

improving value for the community. 

4.2.1 Defining project leader 

In order to fully comprehend the project work within a municipality we tried to understand the 

human factor of the working group where we assumed the project leader to be a relevant part. The 

definitions we got of a project leader were not always exactly the same but they were following 

similar themes.  

●   A doer - Someone that knows what is going on and in what order we are going to go to get 

there. The doer has to be someone able to put himself in the company or municipality, 

someone analytical that can cooperate and likes working with people. 

●   A captain - Someone that is the captain of a great ship that delegates responsibility to the 

different functions and control the operations. The man who works towards the goal and 

watches over everything. He is not someone who does everything but he makes sure that 

everything goes according to budget and plans. 

A third distinguishing definition which was told by several municipal project managers was that 

the project leader needs to check the budget which has been delegated from the different 

departments to make sure that the work is getting done. Tasks have to be done consistently, 

properly and provide result for the long run. 

4.2.2 Differences between municipal work and private sector 

John pointed out that working for the municipality is generally not different in comparison to 

working within the private sector. The things that differ are that they work for the citizens of the 

municipality and the work is for societal gain. 

 

One topic that all of the participants discussed were the political pressure in the municipality that 

is not present in the private sector. Rebecka describes the biggest difference between being a sole 

proprietor and leading a project within the municipality is it is a politically governed organization. 

Rebecka believes that the municipal opinion when it comes to “whistle blowers” is quite different 

as voicing your opinion about the work is encouraged rather than frowned upon. 

 

Rebecka utters that it is important to share the founding values of an organization but you do not 

necessarily need to believe in the politics as it is changing. She describes the process for her to get 

accustomed with the limits in which her action is deemed to take place. It has to be within the 

boundaries of the current politics and she alone cannot decide the direction she wants to take. An 

example she makes is that the work she does is competing with other organizations in the private 

sector, but the non-competing nature of the municipality is stopping her from marketing her 

work. Rebecka adds another example where she can experience the private sector to be quite 

secretive, as a municipal employee she has all the rights to criticize her employer, she has all the 
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rights according to law to put herself behind a sign that states “municipals sucks” which she could 

not do if she were to be in the private sector. 

 

It was stated that this lead to decision making being much more time demanding in the 

municipality. This notion was also shared by other respondents who said that the municipality 

has often more external stakeholders that own projects and that this longer decision process was 

a source of frustration. A factor of interest in terms of the incentives and working attitudes of the 

municipal workers is the fact that the results of the project work has to be beneficial for as many 

people as possible. 

When asked the question about the ultimate goal for a municipality, answers were following a 

theme, their work is for the wealth of the community and their responsibility is to keep the 

municipality attractive for the inhabitants. 

 

“The ultimate goal for the municipality is community benefit, we are dependent on that the 

companies are doing good in our municipality, if they are good at creating working 

opportunities for citizens it's good for us, we should not make profit nor giant deficits, it is the 

community benefit that are primary for us”. – Mary 

 

The respondents were clarifying that the municipality is a good employer, but the work structure 

of a municipality being politically driven is often a source of frustration. However, it is considered 

as a direct consequence of a democratic society. Most of the time, the decisions and goals set for 

them is goals that aim at serving the big mass rather than businesses. Victoria describes to us that 

the idea of working in a municipality or for the state should be boring or bad is a huge 

misunderstanding. Boring bureaucrats who stamps papers all day is simply not true. It is about 

making what is best for all inhabitants in the municipality which she believes is a rich wholesome 

work when you take things into perspective. She describes even further from her perspective as 

the project manager that when she chooses projects she needs to make a change and must do good 

for the involved. 

 

Because of this political pressure and an upper group having control of their work, change takes 

longer time than what it would for a private company. This is due to many factors but one 

mentioned by Rebecka is that they are on a tight budget and can only buy limited amounts of 

equipment per year. Getting an upgraded intranet has to follow what is seen as a need by the 

higher ups and not only by the workers of the municipality. 

 

Sarah described what she believed to be the general differences between the private sector and 

public. Her previous job had more freedom in what you could do as a worker, there was still a 

working description with set goals but comparing to the public sector she is used to having more 

time. In the media business, where she had worked too, there were certain channels and they had 

a structure that used digital channels with networks where you knew for sure that the people 
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working there actually used it. At the municipality where Sarah worked the structure seemed to 

be in place but not everyone were using it. There are a lot of factors that are very similar to working 

in the private sector but the people in charge are not coordinating things as well in the public 

sector. Sarah describes working in a municipality to be very similar with the huge contrasting 

factor being internal coordination not working. 

 

Michael describes the work and challenges within a municipal and private sector to be quite 

similar in a way, they have the same common denominator which is people. They have always 

factors which needs to be taken into consideration. He describes that the work for a municipality 

is to deliver continuity but in a smaller scale than the private sector. If they do the same project 

for ten years it can be hard for the municipality to readjust for change.  

 

“If you have many citizens with huge salaries then that creates support. But mostly it does not 

differ so much, it is not so easy to control who is coming. Organizations can release new products 

which in turn create new jobs for hundreds of people. [...] Public sector, private sector and 

municipalities all work with people, this is the factor that needs to be taken into account. One 

could say that when working within a municipality one is really seeking continuity [...]Projects 

are an integrated part of the private sector while the municipality conducts the same services 

regardless of if you denote it as a project or not.” - Michael 

4.2.3 Vision 

Victoria describes the vision for municipalities to be different because of the original structure of 

municipal work. She denotes that everything the municipality does and want to do is controlled 

by the politicians. Victoria believes that this in turn leads to the workplace becoming a different 

organization. The politicians are chosen by the citizens and they are supposed to deliver what they 

have promised. Their mandate is limited to four years which is a short time span to make changes. 

“As a person who works within the public sector in a municipality, my job is to implement this 

politically decided change.” – Victoria 

 

Victoria continues on to describe a project of her own and the differences between working within 

a municipality and the private sector. One of the relevant factors relating to the vision being that 

she herself in her project work gets to set her own goals and agendas, this comes as an effect from 

the people delegating the work in a municipality giving objectives but not methods, that is up to 

the project manager itself. 

 

During the interview with Rebecka we came to this interesting concept where the vision for the 

municipal projects is to create value. The simplified version to her was that if you stay within the 

budget and have high quality you have done really good. This lead us to the interesting discussion 

whether or not there are certain measurements of quality, as it had been sure now that it not 

measured through sheer numbers. Rebecka describes that measuring quality in a municipality 
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comes from experiences, which can be contextualized through surveys where the experienced 

quality is a measurement to what degree the project has met the goals. Quality accountants 

measure how good you meet these goals through social documentation for example. Rebecka 

stresses that there actually are high quality standards when it comes to documentation, there are 

a lot of standards on how you should treat people from different ages, ethnicity and so on. 

4.3 Challenges of municipal projects 

When we discussed which challenges that may arise during a project and how they differed from 

the private sector there was a clear pattern that the respondents found themselves battling the 

same challenges as they believed project managers in the private sector did. Most of the challenges 

were linked to the implementation stage of the project and especially with the clarification of 

goals. As Aida stated “we often know the end goal of a project but not really the purpose of the 

project”. 

 

Most of the respondents were saying that the hardest thing about running a project is the internal 

communication and the cooperation between the different sectors of the project team. John 

thinks it is hard to cooperate with other departments that needs to get involved and you have to 

develop a time schedule that suits everyone. He exemplifies this in the case where fiber and 

district heating projects needs to communicate with the construction teams when they are 

building certain structures. He continues on to tell us that even though these communication 

issues exist there is no specific person that is in control of that. He said it is specific depending of 

the department. 

 

Asking Sarah about the most time consuming part of her work, she finds it to be finding inputs, 

communication channels and structure. When she was new she was trying to communicate with 

the people she worked with in order to find out what they were expecting of her because it was 

not clear for her how everything was structured in the workplace where she was situated. 

 

Rebecka believes that the implementation phase of the project is the hardest phase, and also in 

line with other respondents’ thoughts about structure generally being an obstacle, Rebecka had 

this to say: 

 

“I think it is hard to get the working department as a project leader, the person who is 

responsible and my closest boss is a function boss and that person has no knowledge of how it is 

to work in project or what support I need in my position and understand ‘What do I need to do’, 

it's one thing to have set goals but another to reach them, which people should I involve? And 

how do I get there? I am alone in this position because I am not directly a part of a team and 

therefore I have no one to converse with. I believe this is somewhat normal and that one could 

perhaps exchange experience in the municipal between different project leaders.” – Rebecka 
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Victoria speaks about something that she likes to call survey tiredness, the idea that when people 

evaluate performances or experiences after a project they do not feel like filling in the survey 

because there are so many surveys. She describes that when she attempted to do a survey 

concerning the opinions about a subject in preparation for a project. There was a very low 

response rate, this led her to making the survey in paper format instead, and this lead to an 

increased response rate as participants had a harder time rejecting a physical paper than an online 

survey. She does not believe that this problem with doing surveys online is specific to her region 

but rather this is a general phenomenon in the society. She thinks it is a problem which can be 

solved if you incentivize people to do it and implement the idea that this is something we need to 

do and it is important. Furthermore, Victoria states that this problem with conducting big online 

surveys might be more significant in some areas than others since not all organizations has proper 

tools available for surveys. 

 

When asking Victoria about the difficulties about working in a municipality she expressed that 

people that work there can be very conservative in their methods. She exemplifies this with the 

idea that most people are managers and the rest are entrepreneur, there can therefore never be 

only new thinkers that believes in change because it exists in our DNA that we are afraid of change. 

According to her reasoning it is not particularly unusual that this resistance exists, but it is still 

frustrating and a challenge to overcome. When she gets questioned for the millionth time she 

simply has to take a deep breath and explain “Yes, this is the way we are going to do things from 

now on” - Victoria. 

 

Victoria has used tools such as open space to help communicate change with coworkers. In this 

tool, coworkers can describe the changes they want to implement and it is something that she 

thinks has worked surprisingly well. The foundation of this and why it works is simply because 

they communicate, something Victoria believes is important. 

 

Michael describes the biggest challenge in his work lying in the project itself, its limited nature 

and that it is directed towards something new. The challenges comes from quickly finding 

structure in the work, especially in a municipal organization where, according to Michael, it is 

particularly important. Everything that is expected to be done needs to be done, and it must not 

be completed on the behalf of something else. Michael also mentions that he has to make sure 

that everyone is engaged in the project. Similar to the problem with change, as explained by 

Victoria earlier, Michael finds that the problems of implementing new ways to people working 

there exists due to their general attitude. The general mindset is often “no, why should we work 

like this?” and the progress of the projects is depending on bringing these people onboard. 

 

Similar to most of the other project leaders interviewed, Mary saw general challenges with project 

work to come from selling the idea of the project to people and making them understand why we 
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need to do this. She exemplifies this in internal development projects, where change is needed 

and the need does not come as obvious to other people. This can be very difficult and she believes 

this to be one of the biggest challenges when leading project work. 

4.4 Technology in municipality 

The participants in our study all agreed that technology has had a great impact on the efficiency 

of their work. This came in many different forms and had been integrated into their work to that 

extent that they did not realize the presence of many of their daily technological improvements. 

Digital administrative systems had freed time that earlier was bounded to administrative tasks 

which demanded a more thorough personal control. The interviews also highlighted digital 

planning tools as a technological innovation that had eased the planning stage of all projects and 

were a core function in all their project activities. Being able to make quick adjustments to the 

plan and incorporate all participants was mentioned as one of the most prevailing benefits of 

digital planning tools. This could be illustrated by Michael who stated that today they expect to 

be able to base their project around a tool that enables everyone to have access to all relevant 

information and make adjustments to the plan. An even more telling statement about the 

implementations of digital planning tool was made by Victoria who stated “Is it someone who 

does not use it?”. 

 

The project managers also said that cloud services has emerged as a powerful technological 

improvement to their work. Being able to share document within the project group ensured that 

all participants always was updated on the latest changes. This has led to less confusion amongst 

the project group and provided everyone with a clearer overview of the project objectives. Mary 

stated that earlier, prior to their use of cloud services, could it be somewhat difficult to keep track 

of which version of a document that was the most updated when documents was sent back and 

forward via email. Even though all municipalities had tried to adopt cloud services to some extent 

the area was still subject for further improvements; 

 

“We have shared documents, it's not really a cloud service since I have to be connected to our 

network, I cannot access it from home [...] I see it as a problem, I think it is bad actually.” – 

Rebecka 

 

There was also a feeling that the implementation of efficient cloud services took too long time and 

that there was a resistance towards it from the employees. Aida described that the municipality 

had tried to implement cloud services for their project managers but the team members in various 

projects was recalcitrant towards it and did not really understand how to use it which had made 

the implementation protracted and frustrating. 
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4.4.1 Communication 

Beside what was described in the earlier section, the project managers mostly described 

technological changes and efficiency improvements that were associated with communication. 

They all highlighted that email and telephone had become the far most important communication 

tool and had pushed out physical meetings as the most common communication form. This were 

mostly seen positive as illustrated by Victoria who claimed that there is a general tiredness of 

meeting and that the technology has brought possibilities to run things virtually instead. But 

others stated that the new ways of communication had made people reflect less about their actual 

purpose and that this recklessness had become a problem. 

 

“But the email is a problem as well, I get an incredible amount of emails [...] It is so easy to send 

a copy without reflecting over it. I can get up to five invitations to the same seminar[...] It is too 

easy to send emails, it was better before when you had to paste and stuff, then you were more 

restrained and only sent it to those who really needed it. I think this has become a problem 

actually, both an effective tool but also a problem.” – Mary 

 

The emerge of tools that allows meetings to be run virtually were seen quite differently by the 

respondents. Even though all respondents said that they could see clear potential benefits of 

running more meetings virtually, they had different experience of it and some said that they did 

not believe that virtual meetings had a clear place in municipal project work. When discussing 

with John he stated that their municipality were using conference call, however this was not 

frequently used. He said that the distance in the municipality was not that far and that virtual 

meetings would be of more use for corporations operating on a global basis. The feeling that 

municipalities was not of that size that virtual meetings would become a vital part was also shared 

by Michael who stated all departments were located at the same place and there was no need for 

a Skype call, if you needed a meeting you just walked over and organized it. Others, like Rebecka, 

pointed out that the neglect of virtual meetings could simply be a matter of personal preferences 

or familiarization and she stated that: 

 

 “We have the possibility to run things virtually as project leaders but I have not been using it 

that much. I do not think you can sort out face-to-face meetings in leadership and there is so 

much more in a meeting than the spoken words [...] this might be since you are unfamiliar with 

the technology but I cannot tell.” – Rebecka 

 

On the other edge of the virtual scale, we find Sarah and Victoria who pointed out that they had 

been given the opportunity to run their projects from home a couple of days a week. Their feelings 

were more positivistic towards virtual meetings in municipal projects and stated that 

technological innovations such as the possibility to manage a meeting from home will have an 

even bigger role in the future. Victoria even stated that the possibility of working virtually was a 

prerequisite to even take the job. 
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“I work from home two days a week and this would never have been made possible without new 

technology. I would not have taken this job if I had to be on site five days a week.” - Victoria 

4.4.1.1 Internal communication 

Our respondents also described the internal communication in their organization and how 

technology has, or could affect it. Some participants experienced the internal communication in 

their municipalities as mature and up to date while others expressed strong criticism. Most of the 

criticism was connected with organizational structures and the lack of internal governance and 

coordination Sarah stated that her work instructions lacked structure and that she constantly ran 

into obstacles that could have been overcome if the different departments where coordinated 

more efficiently and she missed continuous checkups. She followed by stating: 

 

“I am used to work with certain channels and have a certain structure that you use the digital 

channels that are available and where there is an established network where people use these 

channels in order to make sure that you reach out. But that does not work here and there is very 

much that is done within a department that is also done within another without anyone realizing 

it or coordinating it. The internal coordination is bad, I think it sucks to be honest.” - Sarah 

Others, like Aida, experienced that the municipalities sometimes were missing to focus on the 

actual results of their projects. She said that it sometimes felt like people in municipal 

organizations did not emphasized goals and results and instead had a tendency to “do stuff in 

order to do stuff” and that there was a need for a stronger focus, and clearer communication, of 

goals and results. Aida said that she believed that municipalities should start consider themselves 

as corporations in order to overcome these problems;  

 

“I think that municipalities must start consider themselves as corporations, as of now you think 

in terms of own departments and own projects and we have to start focus on that we have goals 

and customers. Those terms are rarely used in a municipality and there must be an 

organizational change and more focus on projects”. - Aida  

 

This idea was also shared by Sarah who believed that municipalities would benefit from start 

seeing themselves as brands who needs to evolve and sometimes change the organizational 

structure. She said that there is a need for a clear communication of which organizational changes 

that are desired and not to be afraid of asking for external help; 

 

“Municipalities has to be better at communicating the actual need and not be afraid of asking 

for help when there is people whose only job is business development and organizational 

structure [...] The structures is a little bit retrogressive compared to what the rest of the society 

are going through but I guess it is coming from fear of change and not understanding (the need 

for change)”. – Sarah 
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Another technological tool that was subject to criticism was the municipal intranets that in many 

cases were experienced as outdated and heavy to use. There was an understanding for that 

comprehensive systems like the intranet could not constantly be replaced due to procurement and 

the extensive workload a replacement would mean, but the project managers still requested an 

easier and more direct intranet and believed that it would improve the efficiency of their work. 

 

Rebecka described their intranet as a jungle with documents that no one knows how they got 

there. This made the intranet inefficient and more of a graveyard for old documents than an 

effective communication channel. Her belief was that this was a common problem for all 

organizations with the size of municipalities and was not a specific problem for municipalities in 

general or hers in particular. Similar criticism was addressed by Sarah who stated that the intranet 

was too heavy to use and it was divided into too many subgroups, making it inefficient. 

4.4.1.2 External Communication 

This section aims at clarifying in what way the project managers believed that technology had 

affected the external communication at municipalities, and especially the communication with 

the citizens living in the municipalities. It was expressed that with the development of 

communication tools had the channels in which the communication took place been altered to 

more technology intensive areas. Articles in newspaper debating for or against certain municipal 

projects now occurred less frequently than before and social media had begun to emerge as the 

primary communication mean for citizens when expressing their opinions. Even though some 

municipalities had established tactics for dealing with social media and the increased media 

scrutiny were this an area where all participants agreed upon that much more had to be done. In 

fact, many believed that that the communication with the municipal citizens, which are to be 

considering as the customers, was subject for great improvements and they requested more of a 

continuous dialogue. Aida expressed how her project group worked with communication with the 

citizens: 

 

“We have a homepage, a Facebook page, a newspaper and then you should always be able to 

contact all participants involved in the project but I call it for a “one way street communication”. 

The communication usually takes place when there is a problem and there is no continuous 

dialogue that should be there.” - Aida 

  

Some participants also expressed critique with how municipalities as a whole dealt with 

communication. Sarah explained that her municipality had a suggestion box on their website, in 

order to find this suggest box you had to navigate yourself through various sub headings and once 

you got there, the suggestion box was out of service. Sarah said that “that send out signals as well, 

to have a suggestion box for citizens that does not work”. Others highlighted more positive aspect 

of their work with communicating and engaging citizens in their projects. They agreed that with 

use of social media could they include citizens more in their project, they could upload pictures 
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and give status reports more frequently and also ask for feedback from the community in an 

earlier stage. But how we use social media has also had implications for how we interpret 

information. Rebecka meant that social media had been so beneficial in the marketing of their 

project so that they had foregone all other marketing channels. According to her this was both 

efficient and relatively cheap compared to more traditional channels. But this had also a backside, 

Rebecka said that people nowadays tend to be less critical about sources and that people share 

things without any background information what so ever, meaning that people absorb 

information in a less critical way than before. This experience was also shared by Victoria, who 

said that social media had become a wonderful tool for spreading good messages but that people 

rarely reflect upon what they actually share. Another thing that was highlighted when 

communicating through social media was that those involved with the project had to put distance 

between themselves and what was said on internet. Michael and Rebecka both stressed that it is 

easier to deliver critique behind a screen and being able to both give and receive constructive 

feedback online is not always easy. They said that there was a need for keeping conversations on 

a fair level, neglecting those whose only purpose is to bad mouth the project and give false 

accusations. 

4.5 Future of technology in municipal project work 

What we could see during our interviews was that the different municipalities all adopted 

technology to different extent. Some had a well-made strategy for how they would work with 

technology in order to stay competitive, while others did not saw it as a tool for innovation. This 

spread was also reflected in our sample of project managers when asked about their opinions 

about the adoption of technology within the municipalities. There were two distinct views on this 

matter, directly opposite of each other. Some said that they thought municipalities were good at 

technological adoption and believed that they had the same preconditions as private companies 

working with projects. On the other edge were those who believed that the technological adoption 

was low, and that the municipalities could, and should, do more on this subject. Mary believed 

that the municipalities were good at adopting new technology and stated that she did not believed 

that private companies were more prone to adopting technology. This opinion was also shared by 

John and Michael who said that they were satisfied with how their municipalities worked with 

technological adoption, they said that to their knowledge they had the latest technology available 

to their disposal in their projects. A slightly different view was expressed by Rebecka who stated 

that municipalities are trying to stay competitive with the latest technology but that they are 

restrained due to procurement and contracts. Meaning that the organization may end up with a 

system that is not always optimal for those using it. Rebecka stated that “If we had been a private 

company and felt that the system was bad, we could simply have switched! This we cannot do 

now and instead we must hold out until the next procurement and try to improve the current 

system instead”. One of those who were more skeptical towards the technological adoption in 

municipalities was Aida who said that she did not believe that municipalities adopted technology 
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in an efficient manner. She believed that it had to do with old customs and that the organization 

as a whole had a hard time establishing new routines and also a resistance towards change. She 

also said that she believed private companies were more flexible and that people working in 

municipalities had a tendency to see municipalities as constant organizations that always will 

remain which made them less prone to try new ideas. Aida concluded this by stating; 

 

“I see a danger with us not adopting technology in an efficient manner. We are becoming a less 

attractive employer when people feel that we do not want to try new things and do not keep up 

with the development. If you do not keep up with trends that can make you more effective you 

put a barrier for yourself when you cannot focus on the right things because of an outdated way 

of working”. – Aida 

 

All participants in our study however saw a potential danger with putting too much trust to 

technology. They said that the systems are becoming more vulnerable when much work is done 

electronically. Victoria exemplified this by stating that “When the systems are down, there is not 

really much you can do”. Another example of the vulnerability was stated by Mary who recalled 

when their computers went down for half a day and all their projects were put on halt, “You got 

completely paralyzed and could not do anything except using the phone”. But beside the 

vulnerability all participants believed that technology will play a central part in the future of their 

jobs as project managers. They all saw potential of further development and had a positive 

mindset towards technological innovation, even if they had a hard time making guesses about 

how their jobs would be altered. 

 

“I am convinced that the development will continue, even if no one can predict how it will affect 

us [...] Only time will tell, I remember when we got our first computer, today it is more power 

in a simple watch.” - Mary 
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5 Analysis 

This section of the thesis will represent our thought in correlation to the theories and our 

empirical findings. In order to hold the analysis in a clear and structured way we have decided 

to present the different core questions in the same order as before. 

 

5.1 Municipalities 

Something that is of high relevance when conducting interviews and studying the subject of 

municipal project work is that there is no general framework for municipalities to follow, there 

are no guidelines except to follow the missions set by the politicians in their regions. Maylor 

(2010) presented an ideal way to articulate the vision in an organization and how you turn this 

into a strategy. During the interviews the respondents expressed a lack of this clear vision and 

strategy within their organizations, however one respondent presented a chart with the project 

organization for a municipal project group. This chart does not only graphically present the 

different parties involved when doing a project, it also presents the process of a mission where it 

starts with the employer and are supposed to permeate the whole project organization (see 

Appendix 2). The chart reveals that the employer's mission will be transferred into a steering 

group that makes up terms for the project manager. What we can also see when we look at 

Rebeckas chart is that it is somewhat similar to the project organizations as presented by Bobera 

(2008) more specifically the pure project organization structure as seen in Appendix 3. 

 

One might argue that the uncertainties as described by Lechler et al. (2012), and the complexity 

that characterizes a project as described by Baccarini (1996) could be something which a strict 

project management structure could help reduce due to its strict nature. Sarah mentions the types 

of confusion that arises in her work as she does not have a clear team to turn to. Melnic and Pun 

(2011) when talking about the pure project management organization talks about the advantages 

being fast decision-making which would save a lot of time and frustration for Sarah's work. 

Something else that is distinguishable with this kind of structure is that there is a central leader 

which has many advantages. Therefore an idea would be to impose the pure project management 

system for municipalities with structural problems. Imagine if whenever Sarah had her 

uncertainties she could turn towards this person for guidance, similar to Michael's metaphor of a 

captain, this is the kind of person you would turn to, the hawk in the sky, the superior and 

coordinator when it comes to problems. 

 

It was also expressed that the municipalities rarely used the terms “customers” and “goals”, this 

could seem a bit odd when White and Fortune (2002) found that project managers themselves 

listed clear goals and objectives as the far most prevailing factor for project success. It might be 



 

41 

 

that this is due to a lack of a more general strategy for how municipalities are supposed to work 

with articulation of goals. Even though all municipalities in Sweden are run independently as 

described by Knutsson et al. (2008) there was a demand for a clearer strategy within the 

organizations. Maylor (2010) talked about that strategy traditionally is implemented top-down 

and clearly there is somewhere in the chain where the message is not going through. What was 

described during our interviews was that the project managers believed that the problem with 

unclear goals was more frequent in municipal projects than in private projects. There was also a 

demand for that municipalities should start consider themselves as brand names that need to stay 

innovative and work clearer with goals. They believed that this would make municipalities more 

competitive when they worked more with improving their work methods and not just settling with 

existing ones. These statements are in line with what Rosacker and Rosacker (2010) argued that 

municipalities do not face the same pressure of competitors as private companies and therefore 

are the need for innovation less of a motivational factor. 

5.2 Challenges in a municipality 

A lot of the challenges expressed with municipal project work was associated with the fact that 

they all are politically ran organizations and that this could bring different types of obstacles that 

otherwise would not be present. Victoria talked about how all the decisions made by the 

municipality is in line with the current political agenda and the ideology of those elected, this was 

summed up by one respondent who said “That is ultimately what the people wants”. Here arises 

the problem which Victoria points out, a mandate is only four years and that is a very short span 

for change. 

 

Kerzner (2013) mentions the difficulties of public sector work being to operate in an environment 

of often-conflicting goals and outcome, they involve many layers of stakeholders with varied 

interests. These often-conflicting goals are then given yet another dimension when you add the 

fact pointed out by Victoria, every four year these goals that may have been conflicting from start 

could get turned around and suddenly what is said by Kerzner (2013), that in many cases it is 

easier to accomplish results in the private sector than in the public sector, seems valid and the 

statement holds. One of the municipal project managers also talked about one of the struggles 

being in their position lying in the fact that they are not allowed to compete with businesses, as 

described by Knutsson et al. (2008), as one of two foundations for Swedish municipal projects. 

This noncompetitive nature of municipalities could make it hard for municipalities to run 

themselves more like companies, something that however was requested by some of our 

participants. 

 

Rebecka stated that municipal work is public and she sometimes felt that this created an obstacle, 

which she needed to follow what was ordered to her with very little room for her own opinions. 

However when the day is over nothing is stopping her from going outside and marching with a 
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protest sign that is against all the work she has done during the entire day. She described that this 

transparency within municipalities probably was not present in private companies. This is similar 

to what is stated by Knutsson et al. (2008) that Swedish municipalities has a large degree of 

freedom and in the end this might lead up to that municipal whistleblower are seen in a different 

light than those in private companies. This was an interesting reflection made by Rebecka, this 

transparency that is present in municipalities is fostering a climate where you are allowed to 

challenge those higher up in the hierarchy without reprisals. 

 

Rebecka being a sole proprietor before working as a municipal worker gave her opinion on some 

of the differences between the different work types. It became evident that working at the 

municipal was way stricter in the way things needs to be done in a specified manner, be it political 

agenda or higher ups having the power. When she was running her own business and was to for 

example run a project there, she could do it aligning to her values and what is best for the business. 

Baccarini (1996) talks about organizational complexity and this relates to the case of Rebecka. 

The difficulty of working with the higher authority, relationship with her boss and communication 

with people generally. One can see that with more people involved there is clearly a lack of 

structure within the municipal workplace, perhaps involving a political system is not always 

optimal to gain the most advantageous result. Obstacles like this may not be averted however 

dealing with it is quite possible. One idea to solve many problems is limiting the barriers between 

the superiors and the project managers of the municipality, this way organizations can 

communicate better within the organization. 

 

Something that was apparent when talking to municipal project managers is that they felt less 

freedom with their work as a consequence of the political involvement. Having to do things they 

do not fully support, feeling the stress of putting through projects within the mandates, working 

with limited funds and overall being a public organization which encompasses the wants of 

politicians rather than the project managers themselves. These feelings expressed by the project 

managers is similar to Van der Waldt’s (2010) statement that all decisions in the municipality is 

not purely rational and the current political agenda is often influencing the decisions made. Even 

though the general feeling of this irrationality sometimes felt frustrating to the project managers 

interviewed, there existed an acceptance with it as they realized that their tasks ultimately came 

from the citizens.  

 

Another challenge for public sector management was described by Kerzner (2013), who described 

one of the challenges for public-sector project management as media scrutiny, our participants 

did not feel that this scrutiny has increased, instead people have become less critical of sources 

and tend to believe anything on the internet. Even though this less source critical society are not 

something that only affect municipal projects could it might be that it gets blown out of proportion 

when it concerns projects affecting a society as a whole and not just a smaller interest group. 
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5.3 People in the municipality 

John had his understanding of what the small community he worked at was evolving towards. 

While having severely more experience than us in the profession, he most likely knows more about 

projects than what we do. However, we noticed that his perspective of a municipality were quite 

narrow as he had worked at the same place for a long time, while we can comparatively notice 

certain factors which may not was obvious to John. One could clearly see that the municipality 

that John worked at was not simply growing as a product of people living there paying cash money 

but rather the entire perspective of serving the community. Similar to Iwu et al. (2015) who 

describe NPOs as huge players in providing for the population without financial gains as its main 

purpose, the value of a municipal does not come simply sustaining a tax paying population, but 

creating aid and making sure they can create and develop value. One idea to why John has a 

differing perspective is due to generational values. Similar to Pekalas article from 2001 one might 

argue that in order for a later generation to work as a municipal project managers at the municipal 

where John are working, there probably needs to be more products in the equation than taxpaying 

habitants. John would be the individual belonging to the traditional generation, to him it is most 

likely a simple effect of giving to the family and going home when the bell rings, something that 

we really experienced during our interview.   

 

Mary was from the same generation as John but it was apparent for us that they were not 

completely alike, Mary was thinking more outside of the box and thought about the consequences 

of things, Mary could see that maybe a municipality is not a simple equation of people living there 

but rather there is more. Too and Weaver (2014) mentions that working in projects is just as 

important for municipalities as it is for businesses, doing municipal projects create values for the 

entity. It creates incentives for external stakeholders to join in and build upon that. These are 

factors that Mary emphasizes in her interview. She talks about the way they create incentives for 

businesses to move to the municipality and manage their businesses there. Maybe this differing 

attitude comes from the municipal itself or the background that she has being in another 

profession at first, creating another perspective than the municipal one. Zaleznik (2004) talks 

about the distinctions between managers and leaders. Leaders like chaos and change, it fills them 

with energy and will to work and create new ventures, managers are then opposite in the way they 

want order and consistency. Both John and Mary could be identified as managers rather than 

leaders, since they both showed behaviors seeking consistency rather than change. An idea is that 

this consistency that managers wants is more prevailing in municipalities since they, similar to 

what John and Mary mentions in their interviews, need to make sure that the people are happy 

and satisfied in the community and that the projects does not take too much time or resources 

from something else. 

 

Most of the people were different in comparison to the former mentioned in the sense that they 

were a bit younger, had experience from different positions at different projects and could 
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therefore give more in-depth information about what differentiates municipal project 

management. What we observed when speaking to Michael, Sarah and Victoria is that they were 

doing different projects than the ones of John and Mary. Their projects were developing projects, 

projects that aimed at efficiency rather than keeping things working. This is traits similar to 

Zaleznik (2004) considering the fact that we can see evidence of the age of the person having a 

resemblance to them as they work. One might argue that using the articles handling these traits 

must be used as a spectrum rather than a nominal valuation of what it is. 

 

Project managers such as Victoria crave for challenges as proven by her dedication for her work 

and her education. Something which clearly is missing from some of the older project managers 

interviewed. Howe and Strauss (2009) touches upon this subject that people of this generation 

care for the diversity and an overly positive attitude, something which was never present in the 

interviews with some of the more seasoned managers. 

 

Because of the aforementioned evidence of people interviewed being different we may wonder 

what is the better? However similar to what Lechler et al. (2012) touches upon in their article, 

projects are complex and unique, therefore one size does not fit all. We can find specific people 

that fit the specified situation but we may never be able to denote the best project leader, because 

it cannot ever be absolute. 

5.4 Technology in Municipal project management 

The project managers participating in this study all had different experiences of working with 

technology in their projects. Rosacker and Rosacker (2010) stated that there is little research on 

how technology has enhanced the work of municipal project managers and Melin and Axelsson 

(2009) stated that the way public sector organizations are using technology is constantly 

changing, making it somewhat unclear to us what we could expect prior to this study. What we 

however could have been expecting of their experience with technology was similar to what was 

described by Bicen and Arnavut (2015) who stated that people tend to associate technology with 

the latest, most notable and used accessories like computers and smartphones. These 

expectations turned out to be true and all project managers pointed out computers and 

smartphones as the latest breakthrough technology applicable for their work. More specifically, 

they emphasized the communication and networking possibilities it has provided. Their 

reflections of communication tools as one of the greatest improvements could be supported by 

Baker (2004) who described just what was experienced by our sample, the new communication 

tools has provided faster and more accurate communication. Even though Mary experienced a 

somewhat overflow of information due to speedier and less thought through communication this 

seems to be more of a personal opinion rather than generalizing characteristic of municipal 

project managers. Another way of communicating that seemed to gain foothold was the use of 

virtual teams, both in terms of running meetings and also as a way of running whole projects. All 
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participants said that it was an efficient new way of running projects and they all believed that it 

would be even bigger in the future. However, as many pointed out, it might be that municipalities 

are of such size that the value from working virtually might be less significant than in larger 

organizations. Malhotra et al. (2007) also stated that virtual teams present some leadership 

obstacles that have not been present before. This reflection was also made by Rebecka who stated 

that there is so much more in a meeting than spoken words and virtual meetings could never fully 

replace this. This once again might be a consequence of the age differentiation since the two that 

were most positivistic towards virtual teams was Sarah and Victoria, the two youngest 

participants in our sample and born in what is described as Generation X by Cordeniz (2007), a 

generation that request up to date technology.    

5.4.1 Internal communication 

Another factor that was pointed out was the poorly designed intranet systems used in the 

municipalities. As stated by Anantatmula (2008), technology could be used in projects in order 

to improve organizational performance but the impact on project performance depends on how 

the technological systems are designed. What then could be said about the intranets in 

municipalities is that they may even work in an aggravating way and not facilitates projects as 

desired. The intranets were described as outdated and heavy to use and the participants all said 

that this was an area subject for major improvements. More efficient and easy to use system could 

then free up time for the project managers, time that could be directed to more work related tasks. 

What we also witnessed during our interviews was that many expressed that they did not receive 

enough feedback during the project. They all seeked more guidelines from those higher up in the 

hierarchy and more regular check-ups. There was a feeling that this caused unnecessary 

disruptions in their work when they alone had to find someone to bounce ideas with. Heumann 

et al. (2015) stated that if the project is not understood the same at all hierarchical levels this could 

lead to more challenges for the project manager. The statement by Heumann et al. (2015) seems 

to be validated by our findings and their suggestion to have more regular check-ups to discuss the 

ongoing work could be a way to overcome these issues. Pant and Baroudi (2008) described that 

increased focus on communication throughout the network could help support a shared 

understanding for a project and these requested continuous check-ups would be a good start in 

order to eliminate these conflicting views on the project and its outcome. 

 

Another interesting observation made during the interviews was that even though some project 

managers said that they were satisfied with the way they worked with technology in their projects, 

they were able to identify technological shortcomings in the municipal organization as a whole. 

For instance John mentioned that his overall feeling was that municipalities worked in a healthy 

way of adopting new technology but at the same time he saw big flaws with how the 

communication was handled between different departments. Many pointed at internal 

communication as both one of the most prevailing obstacle in their daily activities and also an 

area with most technological shortcomings. This together show evidence of that municipalities 
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are subject of technological complexity as described by Baccarini (1996), the interdependency 

between networks and tasks seems to be insufficient and new communication channels need to 

be established in order for these experienced difficulties to be overcome. 

5.4.2 External communication 

Today's explosion of social media has begun to emerge as the primary communication channel 

between the municipalities and its citizens. Wandhöfer et al. (2013) meant that this e-

participation is fostering communication and interaction between these two parties and even 

though social media were seen as an important communication channel among our participants, 

none of them truly found this interaction described by Wandhöfer et al. (2013). Instead many 

expressed concerns with how the external communication was dealt with overall within the 

municipalities. Aida’s description of the communication between the municipalities and its 

citizens as a “one way street” was a clear description for all participants. The constant interaction 

that could take place due to social media was not experienced by our participants, instead they 

said that social media had made it easier for people to just deliver harsh criticism and then hide 

behind a screen. Many also requested more management of these social media channels because 

there was no real tactic for how to deal with them and there were too many sub-groups within the 

municipality that had their own agenda on social media. But not only the social media tactics was 

subject for criticism when discussing the external communication, technology could be used to 

improve many aspects and one of the most astonishing stories told during our interview was made 

by Sarah who said that her municipality had a suggestion box on their website that did not even 

work. Wandhöfer et al. (2013) and Liu and Yuan (2015) described that technology have increased 

the communication between municipalities and citizens, this increase could be hard to identify 

when the ability to make suggestions are not even functioning. Even if this was an extreme case, 

it is still important to address since Sarah herself had highlighted the fact that the suggestion box 

was out of function, but no actions had been taken in order to fix the issue. Given the overall 

feeling amongst our participants that the decision making is too slow in politically governed 

organizations Sarah’s experience only give support to this feeling. 
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6 Conclusion 

This section aims at using the analysis as a foundation for answering our research questions 

described in Chapter 1. 

 

The purpose of this study was to investigate and describe the main challenges of Swedish 

municipal project managers’ work with project management and to what extent they incorporated 

technology in their work. 

 

Regarding the first research question concerning how Swedish municipal project managers would 

describe the adaptation of technology in their projects, we can start by concluding that as 

municipalities are operating independently there is no real framework for how the adaptation is 

set to take place. The different municipalities all have incorporated technology to different extents 

and this also reflects in how they work with adapting new technology. Some said that this was a 

question that had been discussed in their municipality while others never had reflected on how 

prone the organization was of adaptation. Even though all municipalities are unique we can still 

summarize the adaptation with two major findings. Firstly, we can say that the project managers 

described a will of adaptation but the adaptation process often took too long time which made the 

implementation prolonged at subject of frustration. We can also conclude that the project 

managers themselves were prone to using technological tools in their projects once they were 

made available to them, instead they described that the municipal organization as a whole was 

not an early adopter of new technology. 

 

Much of the reasoning behind the experienced problems with the adaptation and implementation 

was blamed on the fact that the municipalities are public- and politically governed organizations. 

It was described that new technology is not always adapted based on qualities, but instead other 

factors like procurements and availability plays a significant role. This can obviously be a problem 

since, just like Rebecka described, the technology is not always up to date nor perfectly suitable 

for the organization. It was also said that once the adoption had taken place and changes were to 

be implemented, many changes were done in a somewhat mediocre fashion. Implementations 

that were supposed to be in line with current trends in society often missed guidelines and a clear 

strategy for how the technology should be used efficiently. It was described that without clear 

directions on how to use up to date technology the implementation could instead have a negative 

effect when the municipality could be seen as old-fashioned and in turn become a less attractive 

employer. 

 

Just as Van der Waldt (2010) described, project management is an effective tool for service 

delivery in municipalities and Anantatmula (2008) stated that technology can facilitate the work 

for project managers, this in combination with the fact that the managers themselves expresses a 
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will of using new technology in their projects makes us believe that municipalities should focus 

more on adaptation and incorporation of technology. 

 

Regarding the second research question concerning how adaptation of technology could facilitate 

major challenges when managing a public sector project, it became clear that our respondents 

experienced many different types of challenges. Many of which could be facilitated with the use 

of efficient technological tools. Our study presents many challenges in the project manager's’ daily 

work environment, some that are no different than challenges in private projects, and others 

which are more specific for municipal project work. What became evident was that many of the 

presented challenges could be linked to the organizational structure and further down to how the 

communication was handled, both internal and external.  

 

In the existing research it is described that one of the biggest challenges in project management 

is to have clear goals that everyone agrees upon. This was also one of the most prevailing 

challenges described by our respondents. The goal articulation was generally low which often led 

to misconceptions and confusion about what should be done. The lack of goal articulation with 

project goals and vision are a direct consequence of inadequate communication between the 

project managers and the rest of the organization. More focus needs to be directed towards the 

internal communication within municipalities and if more efficient communication channels 

were to be implemented many of the challenges with misconceptions could be facilitated. It was 

also clear that the project managers requested more internal governance and coordination, and 

once again these problems are overcome with increased focus on communication. It was stated 

that guidance during the projects was often neglected due to tight schedules among others in the 

organisation but just as described by Anantatmula (2008), Maylor (2010) and Malhotra et al. 

(2007), a meeting is no longer set to take place face to face and virtual meetings could be a way 

for municipalities to bring more clarity and support for project managers. Virtual teams are at the 

same time more time efficient since they do not require the participants to be at the same physical 

location or to be planned long time in advance which helps overcome both the problem of booked 

up superiors and also grant the project managers the ability for more continuous check-ups, 

something that was requested. 

 

Another big challenge experienced in municipal projects are the long- and slow decision paths. A 

politically governed organization like the municipality, whose main purpose is to serve the 

community, was to some extent excused for the experienced slow- and heavy decision paths. It 

was consensus that an organization like this moves a little bit slower and that it was a direct 

consequence of a democracy. However, things could be organized more efficiently if efficient 

system were to be adopted which would help speed up the decision process at all levels.  

Therefore we conclude that more rapid and accurate communication channels need to be 

designed in order for the project managers to be able to focus their work on more project related 

tasks and not spend time with organizational issues that can be avoided. There are several ways 
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in which technology could loosen up the experienced heavy nature of municipalities. With an 

increased focus on efficient communication channels and tools that provides easy access and 

availability for everyone in the network, several challenges could be facilitated. 
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7 Discussion 

In this chapter we present our take on this thesis and some recommendations about future 

studies will be presented. 

 

During the time of this study we have gained insight in Swedish municipal project work that goes 

beyond the scope of this thesis. Our observations and interviews with our respondents have given 

us a broader picture of which underlying factors that influence municipal project manager. It is 

clear that there is a general acceptance of that things goes a little bit slower in municipalities than 

in other organizations because of the political governance. Our opinion is however that this fact 

is not solely a reason for why the technological shortcomings are accepted. The fact that 

municipalities are seen as constant organizations seems to have influenced the mindset of many 

of the employees. Leading to that the employees themselves are less prone of innovating and 

trying out new ideas. Another question that arose during our research was also if it might be that 

municipalities attract a certain set of people. Since the non-competing nature of municipalities 

give them less incentives of staying innovative ,we begun speculating if maybe people that are 

seeking continuity in their work was drawn to organizations like municipalities.  

 

Rosacker and Rosacker states that most research on project management is conducted in the 

private sector. After doing an exploratory study in the public sector, we can confirm the present 

gap in the literature concerning this area and this may be due to the political agenda which is only 

in place during the mandate, then things have to change and consequently, it becomes hard to 

conduct research in an area where rules and concepts are changed. 

Future studies 

For future studies within this field we highly recommend investigating if these findings presented 

in the conclusion in solely experienced amongst project managers or if they are shared with those 

higher up in the municipal hierarchy. A greater sample and more in depth analysis of the 

perceived obstacles with the organizational structure would be beneficial in order to justify 

suggestions for structural changes. A greater sample would also grant the possibility to identify if 

the findings represent the municipality as a whole or are more significant in some sectors than in 

others. 

 

It would also be interesting for future researchers to incorporate the private sector and investigate 

if the technological adaptation is facing the same organizational resistance as the municipal. We 

would also recommend that researchers incorporated some degree of observations into their 

studies since we sometimes felt that the perceived technological adaptation was marked with 

personal opinions that may not have been shared by other members of a team. 
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Limitations 

Because of our study design being a qualitative master thesis which tries to develop theory, we are 

limited in the way that we cannot bring a fully tested theoretical framework. Also because of the 

way interviews were conducted in a controlled manner, and questions were universal for all the 

respondents, we were unable to perfectly adjust for the situational parameters such as personal 

and municipal values that is hard to prepare for. The study is also limited to municipalities and 

are not applicable in the private sector since they face a different set of preconditions than 

municipalities. The validity in this paper comes from getting a sample which represents those that 

have experience in the field which we feel that we have gained. A greater sample would be one 

that explores the entire country or perhaps internationally as well, this is something that was out 

of scope for this thesis. 

 

Another limitation for this study is also that we have looked at municipal project managers as one 

and not divided them according to departments. We are well aware of that this could lead to 

misleading conclusions since some departments might be more prone of adaptation than others, 

but we tried to focus on the organization as a whole and not set the departments against each 

other.  We believe that our study is contributing to the academic literature on municipal project 

management since not much research is to be found on how technology are used in these 

organizations. We also believe that we help bridging the gap that exist in research of technological 

effect in public projects. Further, the research shows evidence of that Swedish municipalities 

should increase their focus on internal communication and develop the coordination between 

different departments. 
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Appendices 

Appendix 1 Interview questions 

Formalities 

Is it OK if we record this? 

Whats your name? 

Where do you work? 

How long have you worked here? 

What education do you have? 

What is your current work description? 

What other working experiences do you have? 

Do you have a current project right now? 

How long ago was it that you started/start? 

Project work 

What characterizes a project to you? 

Follow up question: What characterizes a project leader to you? What tasks etc. 

What is special about working with projects within a municipality? 

What differences do you perceive between working in the municipality and the private 

sector? 

The ultimate goal with a private organisation is profit, what is your primary goal? 

What is the most important thing for you as a project leader to gain from a project? 

How important is it for you to incorporate soft goals in your projects? 

How do you want your work to be structured? Do you want to develop your own methods 

to reach the goal with the project or do you want a clear path to follow? 

What is a good project group member? (Attributes) 

Challenge questions 

What do you experience is the biggest difficulty with leading a project? 

Do you believe that this differ from the private sector? 

How do you overcome these obstacles? 

Is there a specific phase during the project that you experience more problematic that 

other phases? 

What would you say that the problem is coming from - bureaucracy or implementation? 

How does communication work within the different project groups? (Communication 

channels, frequency) 

What does the communication look like between the customer and the project group?  
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Technology questions 

How has technology affected your work?  

Do you have examples on things that have changed the most recent years?  

Some examples on things that have not changed particularly much? 

Do you have any technological tools that you perceive is easing your work? In what way? 

On the flipside, do you have any tools that directly makes your work harder? 

What parts of your job do you find the most time consuming? Is that the same as a couple of years 

ago? 

Do you have any ideas of how that can be improved? With the help of technology? 

What areas of your daily job have been affected mostly by technology? 

Has these changes been for the better or for worse? 

Which technological aids are you missing in your work? 

What is your opinion on computerized planning tools? How did you do before said tools? 

Social media makes it so information is spread quickly, how do you notice that in your work? 

Do you experience that society is more critically auditing considering the social media and 

technological advancements? How is that noticed? 

Do you experience that you have less freedom in your work now in comparison with how it was a 

few years ago? 

Are there any positive/negative effects with social media that affects your work? 

Do you feel that municipalities (your employees) adopts technology in project work in a good way? 

Do you think that generally one is less incentivized to adopt technology within the private sector? 

Why/why not? 

Virtual teams - is that something that you have used in your work? 

If yes; Pros Cons 

Would virtual team be something useful or less necessary for your work? 

Do you think that technology has affected your work? 

Do you see possibilities to additional efficiency improvements in your work with the help of 

technology? 

Finishing questions 

Do you think that technology will get a bigger role in your future work? In what way? Which 

areas are most susceptible?  

Do you see any dangers with too big adoption of technology in your work? 

Is there anything additional you would like to add? 
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Appendix 2 Chart of over project organization 

presented by Rebecka 
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Appendix 3 Charts by Bobera (2008) 

1. Functional type of organization 

2. Pure project organization 

3. Combined or matrix systems 


