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Abstract	

Millions of people around the world consider project management as their major task in 
their profession, yet the demand for project managers is still increasing. To face this 
demand many organizations use consultants as project managers for their projects. 
However, the literature in project management tend to ignore potential differences 
between internal project managers and consultants as project managers. This thesis is 
written on commission for LKAB which is a Swedish mining company who conduct 
around 60-80 projects yearly. Projects at LKAB is managed by internal professional 
project managers, internal line-managers and consultants as project managers. Despite 
having three different categories of project managers LKAB has little knowledge about 
potential differences in how they manage projects. Thus, the purpose of this thesis is to 
make a case study on project managers at LKAB in search to answer our research 
question: How do internal project managers, line-workers and consultants manage 
projects differently? 
 
To answer our research question we developed a theoretical frame where we present 
research which we suggest have given an answer towards the previously discussed 
question if project leadership has a direct impact on project success or not. Research has 
found that project leadership has a direct impact on project performance which we 
consider crucial since it impact the relevance of our study. In our theoretical frame we 
also present research in outsourcing, project planning and organizing, education, 
perspectives in project management and theories of project management competencies 
and skills. There are two perspectives in project management, task perspective which 
focus on achieving the project objectives and the organizational perspective where they 
emphasize the relationship between the temporary organization and the permanent 
organization where main focus is to create value for the receiving organization.  
 
To gather data we conducted nine semi-structured interviews in Kiruna with three line-
mangers, three internal professional project managers and three consultants which has 
been hired as project managers by LKAB.  
 
We found support to a previous study which showed that project managers have different 
perspectives towards project management. Furthermore, we found a connection between 
the project managers perspective and how they prioritized between project goal or effect 
goal. Project managers with an organizational perspective consider the effect goal to be 
more important than the project goal and vice versa. We also found that line-managers as 
project managers do not plan their projects, or manage risk in the same way as 
professional internal project managers or consultants. 
 
 
 
 
 
 
 
Keywords: Project management, project manager, outsource project management, 
outsource, internal projects, consultant project manager.   
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1.	Introduction	 

In this chapter we will introduce the reader to how we decided upon conducting a study 
to explore potential differences in how different categories of project managers manage 
projects in similar contexts. Essential definitions and terminology concerning project 
management that is related to the topic of this study is provided prior to the problem 
background. Through the problem background a research gap is identified, that aims to 
help the reader to understand the problematization where the research gap is linked to 
the specific case of this study. Then, is our research question provided and the last section 
of this introductory chapter is explaining the purpose of this thesis.  
 

1.1	Choice	of	Subject	

The authors Alexander Silfver and Albin Mikko both study business administration at 
Umeå University. Both of us took the course Managerial Perspectives on Strategy, 
People, Projects and Processes at Umeå University during the autumn semester of 2018. 
We both found project management to be interesting, and started discussing different 
themes within the topic among ourselves. Throughout our discussion we made some 
initial literature review in the different themes that were discussed. When we searched 
for academic articles concerning advantages and disadvantages between internal project 
managers and consultants as project managers we did not find much information. This 
made us interested to gain a deeper understanding about potential differences between 
project managers. 
  
We considered that writing on commission for a company would be interesting since our 
thesis could result in practical implications. Furthermore, we wanted to conduct a 
qualitative study and we reasoned that it would be easier to access primary data from an 
organization with an interest towards our study compared to other alternatives. One of us 
comes from Kiruna and has working experience from LKAB in Kiruna, where the insight 
about the large number of projects conducted yearly was gained. Thus, we contacted 
LKAB and presented ourselves and presented our interest to make a study about 
differences between internal project managers and consultants as project managers. 
LKAB responded that they were interested and in our initial skype meeting where we 
explained our idea further it became clear that LKAB was interested in our intended 
study. Worth to note is that we formulated the research question and LKAB found it 
interesting since they have both internal project managers and consultants. Furthermore, 
LKAB said that we should focus to write the thesis for our purpose to graduate and that 
we could make an oral presentation for the company after we finished our study (LKAB, 
personal communication, February 8, 2019). Thus, we do not see any problems with 
writing our thesis for commission. 
  

1.2	Definitions	and	Terminology	

The terminology used in project management literature is inconsistent (Zwikael & 
Meredith 2018; Cicmil and Hodgson, 2006). According to Rad (2003a, p. 3) projects can 
broadly be divided between internal and external projects. Rad (2003a, p. 3) emphasize 
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the differences regarding formality where internal project managers are traditionally 
given a general outline for the project deliverables, whereas external projects tend to have 
an extensive contractual documentation. One of the reasons for this is that internal 
projects are often carried out by a collective internal project team, while external projects 
can consist of contractors and subcontractors which generally result in a more hierarchical 
project organisation (Rad, 2003a, p. 3). In an internal project the financier and the 
performing entity are part of the same organization (Zwikael & Meredith, 2018, p. 482). 
The performing entity in projects at LKAB is in general mostly built on external human 
resources, with no difference if they are managed by internal project managers (IPMs), 
line-worker project managers (LPMs) or external project managers (EPMs) (LKAB, 
personal communication, March 25, 2019b). Thus, in the case for LKAB we do not 
suggest that projects should be defined as internal or external solely depending on 
whether the project manager is internal or external. Since the greater part of the 
performing entity in projects at LKAB is carried out by external resources we consider 
them to be external projects. However, the purpose of this thesis is to examine differences 
between how IPMs, LPMs and EPMs manage projects in similar project contexts. 
Therefore, for the purpose of this study it is not important whether projects should be 
defined as internal or external, instead we emphasize that we examine the different 
categories of project managers in similar project contexts. 
  
 
Internal project manager (IPM): We use the term IPM for a project manager who are 
employed by LKAB as a project manager specialist at the project management office. 
IPMs have been undergoing certain education and training in project management even 
though all of them are not certified project managers (LKAB, personal communication, 
March 25, 2019b). 
 
Line-worker project manager (LPM): LPMs are employed by LKAB in the production 
and could for instance be mechanical engineers, maintenance engineers or production 
managers. LPMs main role is not to be project managers, it is instead something that is 
done in addition to their main roles. In general they lack project management education 
(LKAB, personal communication, March 25, 2019b). 
 
External project manager (EPM): We use the term EPM for a project manager that are 
external for LKAB, meaning that they are hired as consultants for a project manager role. 
  
LKAB project-guide: LKAB’s internal project guide with instructions on how to 
manage projects within LKAB. It was created in January 1992 and last updated in April 
2017.  
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1.3	Problem	Background	

A project is defined by the Project Management Institute (PMI, 2017, p. 4) as “a 
temporary endeavour undertaken to create a unique product, service or result.”. Larson 
and Gray (2018, p. 7) describe the major characteristics as: 
  
  “1. An established objective. 
 2. A Defined life span with a beginning and an end. 
 3. Usually, the involvement of several departments and professionals. 
 4. Typically, doing something that has never been done before. 
 5. Specific time, cost, and performance requirements.” 
  
In addition to above definitions, Larson and Gray (2018, p. 7) explains that a project is 
not to be confused with routinely and repetitive work. Although millions of people around 
the world consider project management as their major task in their profession, the demand 
for project managers is still increasing rapidly (Larson & Gray, 2018, p. 4). According to 
business leaders and experts project management is critical to sustain economic growth 
(Larson & Gray, 2018, p. 3). Project thinking is spreading throughout the society and 
people are adapting project organizing in their working life, this transition process to the 
project society is known as projectification (Lundin et al., 2015, p. 15). The project 
management process is occurring in five steps: initiating, planning, executing, 
monitoring, closing (PMI, 2019). Project managers are not usually involved in the 
initiating step because they are not identified and appointed until project approval 
(Zwikael & Meredith, 2018, p. 483). 
 

1.3.1	Project	managers	

The project manager is defined by PMI (2017, p. 52) as the person assigned by the 
performing organization to bear the responsibility for the project team to achieve the 
project objectives. Balancing the competing constraints on the project with the available 
resources is one of the main tasks for a project manager, besides from communicating 
with the project sponsor, team members and other stakeholders (PMI, 2017, p. 53). 
  
Project management is highly demanding as projects often face complex problems and 
requires a fast and dynamic pace in order to balance the concerns for completing the 
project within time, budget, stakeholder satisfaction and quality (Pinto et al., 2014, p. 
578). Furthermore, project managers have little direct control of most of the large and 
diverse set of people who are carrying out the work (El-Sabaa, 2001, p. 1). The quality of 
project managers is continually tested as stressful situations, crisis and uncertainty are 
recurring throughout the whole project life-cycle (El-Sabaa, 2001, p. 1). In connection to 
the stressful work-environment that project managers face, Palm and Lindahl (2015, p. 
836) found that the turnover intention among project managers is increasing when the 
working environment becomes more stressful, or if the project manager is not receiving 
training, guidance or support from their organization. 
  
The project management literature is ambiguous in project success factors, but the 
common denominator in achieving a successful project is that the project manager is 
playing a significant role (e.g. Mir & Pinnington, 2014, p. 214; Rad, 2003b; Pheng & 
Chuan, 2006, p. 36). Furthermore, on top of hitherto mentioned challenges project 
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managers encounter, many projects fail with emphasis on time, cost or quality targets 
(Anantatmula, 2010, p. 13; Pheng & Chuan, 2006, p. 25). The definition of project 
success and which factors to include is itself a topic for discussion in the project 
management literature (e.g. Rad, 2003b; Pheng & Chuan, 2006). Thus, different 
definitions of project success could possible bring another element of uncertainty and 
stress upon project managers.  
 
The usage of consultants as project managers is increasing and in PMI´s Global Project 
Management Survey for 2018, 68% of the responding organizations reported that they 
had used contracted or outsourced project managers (PMI, 2018, p. 18). According to Hui 
et al., (2008, p. 7) outsourcing complex projects to contractors with specialized 
knowledge can speed up the process, reduce the cost and at the same time allowing the 
firm’s employees to focus on their core activities. 
 

1.3.2	Task	perspective	and	Organizational	perspective	

Andersen (2016, p. 60) found that there are two aspects of perceiving projects, task 
perspective and organizational perspective. The task perspective reflects the definition by 
the Project Management Institute, it is quoted initially in the problem background, the 
most important aspect is to deliver the defined product (Andersen, 2016, p. 60). The 
organizational perspective is perceiving a project as a temporary organization in close 
interaction with the permanent organization (i.e. receiving organization), and main focus 
is on delivering value creation to the permanent organization (Andersen, 2016, p. 60). By 
adding ‘team’ to the original task perspective Lundin and Söderholm (1995) developed 
the organizational perspective, where the essence of the perspective is that during a 
project’s lifecycle, the project and all involved parties must work closely together 
(Andersen, 2016, p. 60). Based on the two broad categorizations “task perspective” and 
“organizational perspective” Andersen (2016) conducted a study to examine if project 
managers have the same perspective towards project management. Andersen’s (2016) 
result showed that some project managers perceive the main task of the project is to 
execute the defined task (Task perspective), while others perceive their main task is to 
create a desirable development for the organization receiving the deliverables 
(Organizational perspective). This implies that different project managers may  have 
different perceptions on what skills and competencies are required in their role as a project 
manager.             
                                                

1.4	Problematization	

The Swedish mining company LKAB, is continuously carrying out 60-80 projects per 
year of various sizes with regards to budget and time (J. Mäkitaavola, personal 
communication, February 22, 2019). For large complex projects or at peak times when 
their internal project managers are unavailable LKAB use EPMs. The board of LKAB 
have recently implemented a directive to reduce the dependency of consultants, without 
knowing what consequences to expect (J. Mäkitaavola, personal communication, 
February 22, 2019).  
 
Through our literature review we found that established research on project management 
is commonly assuming that the project manager is internal to the organization when 
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internal projects are carried out (e.g. Rad, 2003a, p. 3; Palm & Lindahl, 2015; Mir & 
Pinnington, 2014; Andersen, 2016). Sauser et al. (2009, p. 677) found that “What works 
well in one situation may not work in another”, meaning that when evaluating project 
management it is important to not only evaluate the management but if the assigned 
project manager was right to the situation. Sauser’s et al. (2009) study hints that other 
forms than the traditional way of project management might be suitable depending on the 
situation at hand.  
 
Pheng and Chuan (2006) aimed to identify how differences in working environment 
between contractors and consultants affect project performance in the construction 
industry. It was concluded that there may be differences in the working environment of 
the different project managers that could affect the project performance (Pheng and 
Chuan, 2006, p. 36). This indicates that some project managers are more suitable for 
certain projects than others. Through our literature review we found that there is a lack of 
knowledge about how different project managers, including consultants and internal 
project managers, manage projects that are in similar contexts. Thus, we argue that there 
is a lack of research and understanding of the potential differences in how internal project 
managers (IPM) and external project managers (EPM) manage projects in similar 
contexts. Our argument is supported by Sato and Gnanaratnam (2014) who argue that 
existing literature of project management has overlooked potential differences between 
IPMs and EPMs. PMI (2018, p. 18) found that organizations are, and will be, using 
outsourced project managers even more frequently. Thus, we argue that the lack of 
research about potential differences in how IPMs and EPMs manage projects has great 
importance due to the current trend in usage of EPMs. 
  
In the case of the Swedish mining company, LKAB, above-mentioned trend is ongoing 
as they are using EPMs, although the board of LKAB aim to reduce the usage of 
consultants. LKAB use three different kinds of project managers LPMs, IPMs and EPMs. 
LPMs are generally project managers when projects concern their functions and the 
budget do not surpass a certain amount. Internal project managers are used for projects 
with a larger budget and or higher complexity. External project managers are mostly hired 
in peeks when their internal project managers are busy with other projects or where there 
is a need for certain expertise which they lack internal. (LKAB, personal communication, 
February 8, 2019a).  
  
Sato and  Gnanaratnam (2014) found that all project managers in their study identified as 
either IPM (including the category that we define as LPM) or EPM. However, their study 
was based on three different companies with two companies only conducting internal 
projects and the third company focused in consulting services and thereby doing external 
projects. Thus, they use the term external project managers for project managers in 
external projects and internal project managers for internal projects. This means that their 
research does not include the two kinds of project managers in the same project contexts. 
Thus, we identified a research gap in how different project managers (i.e. IPM, EPM & 
LPM) manage projects in similar contexts. 
  

1.5	Research	Question	

How do internal project managers, line-workers and consultants manage projects 
differently? 
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1.6	Thesis	Purpose	

Organizations use consultants as project managers to a large extent (PMI, 2018, p. 18), 
yet  project management literature tend to ignore potential differences between internal 
project managers and consultants as project managers (e.g. Sato & Gnanaratnam, 2014, 
p. 2; Rad, 2003a, p. 3). The purpose of this thesis is to gain a deeper understanding about 
potential differences between how internal project managers, line-workers and 
consultants manage projects. A deeper understanding of these differences could be useful 
as practical guidance when appointing project manager for future projects. LKAB has 
three kinds of project managers, IPMs, EPMs and LPMs. LKAB lack knowledge about 
potential strengths and weakness related to the three different categories of project 
managers, therefore a deeper understanding on how they manage projects differently 
could result in better choice of project managers for their future projects. Thus, through 
a qualitative case study at LKAB we hope to contribute to a deeper understanding about 
how the different categories of project managers manage their projects. We hope our 
findings can be used as practical guidance for LKAB when choosing appropriate project 
managers in the future. Furthermore, we believe our study can show a direction for future 
research to see if our findings could be adapted in other contexts. 
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2.	Scientific	Method		

In chapter number two are our scientific stances that we have developed our study from 
provided. The chapter starts with highlighting the importance of articulating the choice 
of research methodology, then are our pre-understandings within the topic presented, 
both theoretical and relevant practical knowledge. This is followed by scientific 
methodological standpoints, those are first introduced in general in each section and then 
we argue what methodological standpoints that suits this study. Our choice of method is 
argued for prior to the description of our research method. The last two sections in this 
chapter are about how we conducted the literature search and source criticism.  
 
In a literature review of the International Journal of Project Management Smyth and 
Morris (2007, p. 433) found that research methodologies are often being selected and 
applied in inappropriate ways in the project management literature. Smyth and Morris 
(2007, p. 433) found in their literature review that it is common that research papers in 
project management fails to articulate explicitly the choice of research methodology. As 
our thesis is on the topic of project management our thesis would eventually leap the risk 
of continuing on the paved path to a become a failure of articulating explicitly the choice 
of research methodology. Therefore, we sense an obligation to thoroughly argue our 
choice of research methodology. 
  

2.1	Pre-Understandings	

Collis and Hussey (2014, p. 45) states that “People cannot be understood without 
examining the perceptions they have of their own activities”. As we will be interacting 
with the phenomena under study through our interviews, and as we are aware that no 
researcher is completely objective and our subjective knowledge could be reflected in our 
thesis, we would like to introduce ourselves further. 
  
Our theoretical knowledge is similar as both authors are students of Business 
Administration by Umeå School of Business, Economics and Statistics. One of the 
authors is attending the International Business Programme whereas the other attend the 
Swedish version of the programme. The main differences are that the former is taught in 
English and applies a more international perspective where it is possible and the latter is 
taught in Swedish with a perspective that is of relevance to the Swedish context (Umeå 
University, 2014; Umeå University, 2015). Through our studies we have developed skills 
to evaluate sources critically and use different lenses in order to make analyses from 
different perspectives. Throughout our thesis we have continually reflected upon on our 
work and questioned our choices that we have made in order to reduce our subjectivity 
and ensure that our arguments are suitable for our study. 
  
There is a significant difference in our practical knowledge about the mining industry and 
LKAB, since one of the authors is a former employee at the organization under study, 
LKAB. Due to this experience the author knew that the organization LKAB carries out a 
lot of project with both IPMs and EPMs. It is important to understand that this author 
possess particular knowledge that can affect the study subconsciously. This author’s 
experience of LKAB could be beneficial as he can share his deeper knowledge and 
understand particular problems that are specific to LKAB’s organization. However, it is 
important that conclusions are not drawn solely by this author as it leaps the risk of 
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missing out on information that is not presented in the thesis. Specific problems that are 
presented in this thesis are cross-checked by the author without prior knowledge about 
LKAB in order to avoid subconscious affection. 
  

2.2	Epistemology	

Epistemology concerns what is, and constitutes to, valid knowledge in a discipline 
(Bryman & Bell, 2011, p. 15; Collis & Hussey, 2014, p. 43). There are two positions 
within the epistemology, positivism that originate from the natural science and 
interpretivism that emerged in response to criticisms of positivism (Bryman & Bell, 2011, 
p. 15; Collis & Hussey, 2014, p. 44). Positivism follows the principles, procedures and 
ethos of natural science process and consider the social reality as singular and objective, 
thereby social phenomena can be investigated as independent issues (Bryman & Bell, 
2011, p. 15; Collis & Hussey, 2014, p. 43). The main criticism of positivism is that social 
reality is in our minds and is therefore multiple and subjective (Collis & Hussey, 2014, 
p. 44). In contrast to positivism, interpretivism is based on the assumption that people can 
impossibly be separated from their social context and cannot be understood without 
examining their own perceptions that they have of their own activities (Collis & Hussey, 
2014, p. 45). Collis and Hussey (2014, p. 45) explains that a highly structured research 
have the risk of constraining the results and may ignore relevant findings that were found 
but not supposed to be included in the research. Interpretivism compared to positivism 
have rather an approach that is humanistic than scientific, subjective rather than objective 
and qualitative rather than quantitative (Collis & Hussey, 2014, p. 46). Bryman and Bell 
(2011, p. 386) explains that an interpretivist position is focusing on understanding the 
social world by examining its participants. 
 
An approach with positivism in our study would mean that we have to investigate 
potential differences between LPM, IPM and EPM by observation and not interact with 
the different project managers. A positivism study would require us to observe each 
project manager in its context, without interacting with them. Such study would require 
a considerable amount of time and we would still leap the risk of missing out on relevant 
findings. An approach of interpretivism would allow us to conduct our thesis through 
qualitative studies with semi-structured interviews and thereby interact with the 
phenomenon under study and investigating its participants. The latter approach would 
allow us to reduce the risk of missing out on relevant findings. Therefore, we consider an 
approach of interpretivism more feasible for our type of research question. 
  

2.3	Ontology	

Social ontology questions are concerned with the nature of reality (Bryman & Bell, 2011, 
p. 20; Collis & Hussey, 2014, p. 46). The orientation of ontology is done in two directions, 
the question is if social entities can, and should, be considered to have an external reality 
to social actors and be objective entities, or whether social entities can, and should, be 
considered as social constructions by the perceptions and actions of social actors (Bryman 
& Bell, 2011, p. 20). The first direction is referred to as objectivism and the latter as 
constructionism (Bryman & Bell, 2011, p. 20). Objectivism allege that social phenomena 
is existing independent of social actors, whereas constructionism allege that social 
phenomena are a product of social actors through social interaction and is in a constant 
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state of revision (Bryman & Bell, 2011, p. 21). The different stances within scientific 
method are summarized in table 1 below. Our assumption is aligning with the 
constructivism as we believe that the social reality is subjective and a construction of the 
involved actors. Our thesis will have a deductive approach, along with an  interpretivist 
way of what constitutes valid knowledge together with a constructionist viewpoint. With 
this acknowledged, we would like to stress the importance of making objective analysis, 
but we argue that no researcher is completely objective, and neither the authors of this 
thesis. 
 

Table 1. Self-adaptation of Collis and Hussey’s (2014, p. 46) philosophical 
assumptions. 

Philosophical assumption Positivism Interpretivism 
Epistemology (what 
constitutes valid 
knowledge) 

Knowledge is derived 
from objective evidence 
about observable and 
measurable phenomena. 
 
The researcher is distant 
from the phenomena under 
study. 

Knowledge comes from 
subjective evidence from 
participants. 
 
 
The researcher interacts 
with the phenomena under 
study. 

Ontology (the nature of 
reality) 

Social reality is objective 
and external to the 
researcher. 
 
There is only one reality. 

Social reality is subjective 
and socially constructed. 
 
 
There are multiple 
realities. 

 
 

2.4	Choice	of	Method	

One of the main differences between quantitative and qualitative methodologies are that 
quantitative methodologies attempts to measure variables or count occurrences of a 
phenomenon, while qualitative methodologies emphasizes themes and patterns of 
meanings and experiences that are related to the phenomena (Collis and Hussey, 2014, p. 
10). Bryman and Bell (2011, p. 35) explains that in topics where none, or limited research 
has been done it might be difficult to use a quantitative strategy since there would be little 
prior literature that could be used to draw conclusions. As our study is conducted within 
a topic where we identified a research gap a qualitative strategy would be more suitable 
than a quantitative strategy. Furthermore, when examining the research question of this 
thesis, along with our stances in this chapter (scientific method), a qualitative 
methodology is appropriate. 
  
Saunders et al. (2012, p. 258) explains that it is impossible to collect or to analyse all 
potential data available, a sample can therefore be selected that could be used to 
generalize the findings. Qualitative studies are unstructured in comparison to quantitative 
studies, and researchers of the latter argue that generalizations from qualitative studies 
are difficult as it is almost impossible to conduct a true replication (Bryman & Bell, 2011, 
p. 408). Further criticism on qualitative studies is that “there are hardly any standard 
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procedures to be followed” (Bryman & Bell, 2011, p. 408). Furthermore, the investigator 
is the main instrument of data collection and his or her preferences decides on what to 
concentrate on (Bryman & Bell, 2011, p. 408). Developing above-mentioned criticism 
against qualitative studies, Saunders et al. (2012, p. 374) explains that interviews can 
either be highly formalised and structured through the usage of standardised questions for 
each respondent, or it can be informal and unstructured conversations. Structured 
interviews are used to collect quantifiable data and does not allow the researcher to 
deviate from the predetermined manuscript (Saunders et al., 2012, p. 374). Semi-
structured interviews allow the researcher to interact and develop the questions with the 
respondent, asking new questions in response to what the interviewee says, varying the 
order of the questions but still use similar wording, and the researcher can depart from 
the predetermined list of themes for the specific interview (Saunders et al., 2012, p. 374; 
Bryman & Bell, 2011, p. 467). Structured interviews are helpful in research designs that 
uses a deductive approach, whereas semi-structured interviews used for explanatory 
purposes can be used in research designs that have either an inductive or deductive 
approach (Saunders et al., 2012, p. 377). What determines the type of interviews are 
depending on the research question (Saunders et al., 2012, p. 376). If the study is 
descriptive, structured interviews are preferred as it allows to gather data that can be a 
subject of quantitative analysis (Saunders et al., 2012, p. 376-377). Semi-structured 
interviews could be used to understand relationships between variables and are preferred 
in explanatory studies (Saunders et al., 2012, p. 377). We argue that semi-structured 
interviews are appropriate since there is a lack of research in the within the chosen topic 
of this study, and there is limited knowledge about potential differences in how different 
categories of project managers manage projects. We argue that it was not possible to 
identify what differences we would find among the different categories of project 
managers beforehand. Thus, semi-structured interviews were a suitable choice since it 
gave us the opportunity to ask follow-up questions in order to develop a deeper 
understanding based from the interviewees’ answers.  
  

2.5	Research	Approach	

In order to connect theory with the empiricism two approaches can be chosen, deductive 
and inductive research (Collis & Hussey, 2014, s. 7). Deductive research entails a process 
where theoretical structure is developed and then tested through formulated hypotheses 
that then must be subjected to empirical scrutiny (Bryman & Bell, 2011, p. 11; Collis & 
Hussey, 2014, p. 7). Deductive method is described as a process that moves from the 
general to the particular (Bryman & Bell, 2011, p. 13; Collis & Hussey, 2014, p. 7). An 
inductive research describes an approach where theory is developed from observation of 
reality, the process is described as a movement from the specific to general (Bryman & 
Bell, 2011, p. 13; Collis & Hussey, 2014, p. 7). Smyth and Morris (2007, p. 427) states 
that the first major departure from the deductive or inductive cause-effect relation is 
depending on the structure of the object of study. Due to the type of approach, deductive 
approach is associated with quantitative studies whereas inductive approach is associated 
with qualitative studies (Bryman & Bell, 2011, p. 13). Bryman and Bell (2011, p. 14) 
explains that deductive and inductive approaches should rather be considered as 
tendencies than as unilateral strategies.  The object of our study is to investigate 
differences between LPMs, IPMs and EPMs through interviews in a qualitative study. 
The research process is often iterative (Collis & Hussey, 2014, p. 99). Even if choosing 
one approach it does not necessarily exclude the other (Bryman & Bell, 2011, p. 13), our 
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study started with a deductive approach as we first reviewed existing literature that could 
be transferable to the context of our study, and therefore a movement from the general to 
the specific. However, we had an iterative approach, meaning that we repeated the 
movement from the general to the specific as our thesis is developed. As we had collected 
the empirical data we needed to review existing literature as we identified themes that 
were of importance to the findings that we had not identified prior to the data collection. 
We found a relationship which had not been discovered previously, therefore, we argue 
that we have inductive characteristics in our study.  
 

2.6	Literature	Search	

A literature search is described as a “systematic process with a view to identifying the 
existing body of knowledge on a particular topic” (Collis & Hussey, 2014, p. 76). 
Databases are providing an excellent tool to find information and keywords are used to 
categorize and find the articles (Patel & Davidson, 2011, p. 90; Thurén & Strachal, 2011, 
p. 22). It is however important to have pre-understandings about the topic prior to 
conducting the research (Thurén & Strachal, 2011, p. 22-23). Our pre-understandings are 
developed in section 2.1, the pre-understandings about the topic from a literature 
perspective can however be elaborated. Our shared knowledge about existing literature 
on project management is based on the course Managerial Perspectives on Strategy, 
People, Projects and Processes at Umeå University. Through the module Project 
Management deeper knowledge within the topic was gained and an understanding about 
essential keywords for finding relevant articles was developed. Identifying keywords that 
are associated with one’s research topic is crucial in order to start the literature search 
(Collis & Hussey, 2014, p. 78). Our keywords and search terms can be found in table 2. 
 

Table 2. List of used keywords and search terms. 
 
Keyword Search term 
Consultant project manager 
 

Consultant project manager 

Internal projects 
 

Internal projects, external projects 

Outsource 
 

Outsource, outsourcing 

Outsource project management 
 

Outsource project management 

Project management 
 

Project management, PMO 

Project manager Project manager, internal project manager, 
external project manager, project manager 
skills, project manager attributes 

 
 
Our search for articles has been done mainly through the databases EBSCO, SAGE and 
Umeå University Library (UB). In order to find fundamental sources within the topic we 
have examined articles’ reference lists and thereby we could access the fundamental 
sources within our chosen topic. We have made a thoroughly literature review in related 
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topics in order to construct our theoretical framework. We have read, reviewed and 
analysed a vast amount of existing literature in order to obtain pre-understanding about 
the chosen topic. From the literature search we concluded that our initially identified 
research gap is still to be filled, and our purpose of contributing with academic knowledge 
is still relevant. 
 

2.7	Source	Criticism	

Prior to approaching source criticism Thurén (2013, p. 11) means that it must be 
understood what research question that is to be answered and key concepts defined. There 
is a dictionary with definitions in our introduction in order to approach source criticism 
as stated by Thurén (2013, p. 11) and to avoid misunderstandings due to our choice of 
definitions. According to Ejvegård (2003, p. 17) it is important to validate resources, and 
the rule is to always find the primary source. When reviewing a source, it is important to 
judge the objectivity and validity thus this will impact the quality of the work (Patel & 
Davidson, 2011, p. 68-69). It is important that the researcher choose not only sources with 
theories that support the researcher’s ideas but also present facts that contradict the 
researcher’s results (Patel & Davidson, 2011, p. 69). Ejvegård (2003, p. 49) explains that 
there is a risk of interpreting concepts wrong when it is extracted from its original context. 
In order to assure the quality and reliability of the thesis we have carefully analysed all 
sources that have been used, and making sure that we understand the concepts before it 
is moved from its context. We deem ourselves responsible to critically reflect upon the 
sources to create a reliable thesis, therefore we have excluded sources that does not fulfil 
the four criteria that are used by principle, i.e. truth, time relationship, independence and 
tendency (Thurén, 2013, p. 7-8; Thurén & Strachal, 2011, p. 13-22). 
 

2.7.1	Truth	Criteria	

It may be hard to know if a source is genuine or based on falseness and the truth criteria 
is assessing the authenticity of a source (Thurén, 2013, p. 17). Thurén (2013, p. 26) 
explains that it is important to be aware that sources may not be authentic. Using peer 
reviewed articles as primary sources we aim to reduce the risk of referring to false and 
incorrect articles as those articles have been thoroughly reviewed by a third-party to 
ensure the trustworthiness. We have searched actively for articles relevant to our study 
through established journals such as International Journal of Project Management and 
Project Management Journal. Besides that, we have used the Project Management Body 
of Knowledge as this book is fundamental for today’s project management. 
 

2.7.2	Time	Relationship	

Individuals are affected by their surroundings and tends to become forgetful as time pass 
by (Thurén, 2013, p. 31). Thurén (2013, p. 31) explains the rule is that the longer time 
that have passed from the particular happening, the less trustworthy is the source 
becoming. As our case is based on interviews about past events, the time relationship is 
a crucial factor when deciding the reliability of the data from interviews. 
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2.7.3	Independence	Criteria	

Sources are divided into primary and secondary sources where the former is the original 
source and in the latter has the information been traded between different parties with a 
risk of alteration (Thurén, 2013, p. 45). Primary sources are preferred, but the 
trustworthiness of a source is depending on the circumstances and how detailed 
information is requested (Thurén, 2013, p. 62). Throughout this thesis we have 
continually aimed to find the primary source. However, in limited cases we have not been 
able to track down the primary source and after careful consideration the secondary 
source have either been used if the circumstances met our criteria of trustworthiness, 
otherwise it has not been used. 
 

2.7.4	Tendency	Criteria	

It is challenging to remain objective, but it is the duty of a researcher to strive for 
(Ejvegård, 2003, p. 19). The tendency criterium is explained by Thurén and Strachal 
(2011, p. 18) that one that have interest in something is expected to present information 
in a way that is aligning with this person’s interest. It is important to be cynical as a 
researcher and assume that all sources are somewhat biased and everyone that can benefit 
from bending the truth would eventually do so (Thurén and Strachal, 2011, p. 18). 
Therefore, to provide trustworthy information, research that is in contradiction with the 
findings should also be presented (Patel & Davidson, 2011, p. 69). In order to discover 
biases in our sources we have compared the findings from multiple sources with each 
other, and thereby we have been able to exclude biased sources. 
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3.	Theoretical	framework	

This chapter is introduced by a distinction between project management and project 
leadership as this difference is crucial to be understood by the reader. The following 
chapter aims to provide the reader with deepened knowledge in the subject and an 
overview of theories that are essential to this study. Theories that are included in this 
chapter are the base for further understanding of the study.  
 

3.1	Project	Management	

Anantatmula’s (2010, p. 14) explains that project management is focused on the classical 
functions of projects, such as planning, organizing, and controlling. Theories in 
connection to these classical functions are found in below sections, while theories linked 
to project leadership are found in section 3.2. 
 

3.1.1	Task	and	Organizational	Perspective	

Larson and Gray (2018, p. 102) explain that a project scope is a definition of the mission 
of a project. In a project scope the objectives need to be defined along with the 
deliverables, milestones, technical requirements, limits and exclusions (Larson & Gray, 
2018, p. 103). Larson and Gray (2018, p. 106) describe one of the main tasks as project 
manager is to manage trade-offs within the project triangle (i.e. between time, cost and 
the project scope). Larson and Gray’s (2018, p. 106) perspective of project management 
is aligning with the Project Management Institute (2017, p. 4). This perspective is known 
as the task perspective, and is according to Andersen (2016, p. 60) one of two aspects of 
perceiving project management. Considering that the main focus is on time, cost and 
project scope it can be understood that the task perspective is based on hard data and can 
easily be measured. The other perspective of perceiving projects is the organizational 
perspective and is perceiving a project as a temporary organization in close interaction 
with the permanent organization (Andersen, 2016, p. 60). Andersen (2016, p. 60) explain 
that the main focus of the organizational perspective is on delivering value creation to the 
permanent organization (i.e. the receiving organization). 
  
The task perspective could be said to originate from the time when modern projects came 
around, and the focus of project managers at that time were characterized by an 
engineering perspective striving for time and cost efficiency along with optimization 
(Lundin & Söderholm, 2013, p. 588). In the mid 90s Lundin and Söderholm (1995) 
developed a new way of perceiving projects when they introduced the idea of projects 
being temporary organizations. Lundin and Söderholm (1995, p. 450) developed the 
organizational perspective by including ‘team’ in the original task perspective 
highlighting the importance of interpersonal relations. Andersen (2016, p. 60) explains 
that in an organizational perspective, project management is mainly concerning the 
relationship between the project organization (temporary organization) and the permanent 
organization (receiving organization). Furthermore, the essence of the organizational 
perspective is that during a project’s lifecycle the project and all involved parties must 
work closely together (Andersen, 2016, p. 60). Andersen (2016, p. 61) summary of the 
differences between the two perspectives can be found below in table 3. 
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Table 3. Self-adaptation of Andersen’s (2016, p. 61) summary of the differences 
between task and organizational perspectives.  

 
 Task perspective Organizational 

perspective 
Main focus Execute the defined task Value creation: Create a 

desirable development in 
another organization 

Concept of project 
success 

Keep to the project 
triangle (time, 
cost, and quality) 

Accomplish the mission by 
adequate deliverables 

Nature of the objectives Fixed, determined at the 
start 

Moving targets 

Number of deliverables Revolutionary delivery: 
One large delivery at the 
end of the project 

Evolutionary development: 
Many small deliveries 
throughout the project 

Type of planning Work breakdown 
structure, network plans. 
Done at start, activity 
oriented. 

Global plan (milestone 
plan) at start, later detailed 
plans. Rolling wave 
planning, milestone 
oriented. 

Philosophy of delivery Delivery as quickly as 
possible 

Entrainment: Deliveries 
when they fit the receiving 
organization’s processes 

Kind of organization Action-oriented Action- and political 
oriented 

Leadership style Transactional leadership Transformational 
leadership 

Type of control Controlling time, cost, 
quality, and Earned Value 
Analysis 

Socialization, embracing a 
holistic view on value 
creation 

 
 
Based on the two broad categorizations task perspective and organizational perspective 
Andersen (2016) conducted a study to examine if project managers have the same 
perspective towards project management. Through a quantitative study Andersen (2016) 
examined 180 project managers to reveal if project managers perceive project 
management in the same way.  Andersen’s (2016) result showed that some project 
managers perceive the main task of the project is to execute the defined task (Task 
perspective) while others perceive their main task is to create a desirable development for 
the organization receiving the deliverables (Organizational perspective). This implies that 
project managers may have different views on what skills and competencies are required 
in their role as a project manager since they have different views on what the main task 
of the project is. 
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3.1.2	Education	

The Project Management Professional (PMP®) certification is a global certification for 
project managers, to receive the certification you need to pass an exam with 200 multiple-
choice questions (PMI, 2019). According to Crawford et al. (2006, p. 723) the Project 
Management Institute clarify that the PMP® certification is no guarantee for that the 
person is qualified as a project manager, rather it tells that they have a ground knowledge 
about project management which they can competently practice project management 
through. According to Blomquist et al. (2017, p. 499) PMI was the first to introduce 
certification in the field of project management in 1984, and other associations followed 
their lead. Furthermore, Blomquist et al. (2017, p. 498) emphasize that the certification 
within project management is voluntarily compared to other professions such as law or 
accounting where one must be certified/licensed to be allowed to practice their job. Beside 
certifications many organizations including LKAB has their own internal educations in 
project management.  (LKAB, personal communication, March 25, 2019b).  
 
Stevenson and Starkweather (2009) conducted a study on valued competencies for project 
managers from a recruiter perspective. Stevenson and Starkweather (2009, p. 668) found 
that leadership and the ability to communicate at multiple levels was the most important 
competencies while Project Management Professional (PMP) certification and education 
were among the least important competences from the recruiter’s perspective within the 
IT industry. Our purpose of including this literature is that we know that there are 
differences in education between LPMs and IPMs at LKAB (see section 4.1.3), 
furthermore this literature review gave us an insight that there might be various levels of 
certification between the IPMs and EPMs in our study.  
  

3.1.3	Planning	and	Organizing	the	Project	Team	

Planning 
Thomas et al. (2008, p. 105) explains that the characteristics of most successful projects 
is that they have a well-considered and well-developed plan along with an outstanding 
and committed team. Thus, project planning is significance to project success (Thomas 
et al., 2008, p. 106). Thomas et al. (2008, p. 105) explains that project planning and 
project implementation is interrelated and should be developed in an integrated manner, 
meaning that the project team should be able to support the development of the project 
plan while the planning supports the development of the team. This statement by Thomas 
et al. (2008, p. 105) support Wilemon and Thamhain’s (1983) identified major barriers 
for building effective teams (see table 4). Thomas et al. (2008, p. 106) draws the 
conclusion that it is the project team that has to implement the project plan, and if 
necessary make changes in order to assure that the project objectives are achieved. It is 
explained that team development,  effectiveness and commitment need to be established 
to effectively achieve the project objectives (Thomas et al., 2008, p. 106). 
 
Another factor to consider when planning is the one of scope creep, Nelson (2012, cited 
in PM Network, 2012, p. 24) explains that scope creep is when changes are made to the 
project plan without approval from the sponsor or the steering committee. Bleen (2012, 
cited in PM Network, 2012, p. 24) explains that it is impossible to know all scope up 
front. If a project scope is changed, or expands over time, meaning that requirements, 
specifications and priorities are either changed or expanded a project suffer from scope 
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creep (Larson & Gray, 2018, p. 106). Thus, the project plan could be revised throughout 
the project, but it has to be approved by the sponsor or the steering committee in order to 
avoid scope creep. 
 
Furthermore, risk management is connected to project planning since risk management 
include risk planning (Larson & Gray, 2018, p. 207). Larson and Gray (2018, p. 208) 
explain that risk management is about identifying risks and how they can be managed 
prior to starting the project. Zwikael and Ahn (2011, p. 31) found that risk management 
planning is effective when the level of project risk is medium or high, while it may be 
ineffective or even unnecessary for projects with low risk. 
  

Organizing 
Wilemon and Thamhain (1983, p. 73-81) explains that project success can often be linked 
to the effectiveness of the project team. Furthermore, a critical determinant of project 
success is whether the team building is effective or not (Wilemon & Thamhain, 1983, p. 
73-81). Team building is the process of merging individuals with different experiences 
and expertise into a work unit, and aligning these individuals’ goals to support the 
objectives of the team (Wilemon & Thamhain, 1983, p. 73-81). Wilemon and Thamhain 
(1983, p. 73-81) explains that there are several barriers that you risk encounter and need 
to overcome when building an effective project team. The most common barriers 
according to Wilemon and Thamhain (1983, p. 73-81) are found below in table 4. 
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Table 4. Self-adaptation of Wilemon and Thamhain’s (1983, p. 73-81) identified major 
barriers for building effective teams. 

 
Barrier Explanation 
Differing outlooks, priorities, 
interests and judgments of 
team members. 

It is important when building an effective team 
that the team members are able to put the project’s 
interests above their own interests, and that it is 
problematic when the team is relying on support 
groups that have different interests and priorities. 

Role conflicts  Role conflicts risks occurring whenever there is 
ambiguity in the role descriptions within the 
project team, and between the project team and 
external supporting units. Another source for role 
conflicts are overlapping and ambiguous role 
responsibilities. 

Unclear project objectives  The objectives might be formulated by the client, 
project manager or other persons external to the 
team, therefore, it is important that the objectives 
are explicit. Otherwise it becomes difficult to 
clearly define roles and responsibilities. 

Dynamic project environments  The internal operations of a project team can be 
drastically changed if the project scope keeps 
changing, or that the resource base is changed. 
This challenge the initial project goals and may 
be a source for unclear project objectives. 

Team personnel selection  When the project manager is assigned available 
team members versus the best, it can result in 
low motivation and uncommitted team members. 
The more influence the project manager has over 
the selection of the team 
members, the more likely team-building efforts 
will be successful. 

Lack of team member 
commitment  

Lack of commitment can emerge from several 
sources, it might be that the team members’ 
interests lie elsewhere, insecurity of being 
associated with projects, unclear project 
objectives, conflicts within the project team. 

Communication problems Poor communication can exist on different 
levels, one is among the team members, another 
is between the project manager and the project 
team, whereas a third is communication with the 
client, or external communication. 
Communication problems are however often 
caused within the project team when the team 
members do not keep each other informed on 
key project developments. Poor communication 
often leads to unclear objectives, poor project 
control and coordination. 
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3.2	Project	Leadership 

Anantatmula (2010, p. 14) emphasize the importance to understand the distinction 
between management and leadership. “Management is usually focused on classical 
functions such as planning, organizing, and controlling. In general, management is 
concerned with making decisions about processes and functions in order to improve 
operational efficiency and effectiveness. Leadership, on the other hand, is about 
motivating and guiding people to realize their potential…” (Anantatmula, 2010, p.14). 
Nienaber (2010) found that the terms “management” and “leadership” are intertwined 
and that there is a divide of the conceptualisation of the two terms in the literature. 
However, we agree with Anantatmula (2010, p. 14) that it can be useful to make a 
distinction between the two terms even if they are intertwined. Thus, in our thesis we will 
use both the term project management and project leadership. 
 
Turner and Müller (2005) was commissioned by PMI to determine “Whether the 
competence, including personality and leadership style, of the project manager is a 
success factor for projects” (Turner & Müller, 2005, p. 49). According to Turner and 
Müller (2005, p. 59) the project management literature has ignored the project managers 
leadership and competence as a factor for project success. The authors suggest that this 
may be because studies on project management have asked project managers in which 
they have not mentioned themselves as an influencing factor of project success, or 
because the project managers impact has not been measured, or for the reason that project 
managers has no impact on project success (Turner & Müller, 2005, p. 59). However, 
Turner and Müller (2005, p. 59) emphasize that general management literature has shown 
that managers have a direct influence on the performance of the organization. This could 
be seen as an argument that it would be unlikely that project managers would have no 
influence on project success while there is a direct impact from managers on the 
performance of traditional organizations. Turner and Müller (2005, p. 59) explains that 
due to the "unique, novel, and transient nature of projects”, it is possible that the 
leadership style and competence of the project manager have no impact on project 
success, they argue however that this issue can only be answered if it is directly measured 
(Turner & Müller, 2005, p. 59). 
  
Ahmed and Anantatmula (2017) conducted a study to examine if project leadership 
competencies had impact on project performance. Project performance in their study 
considered cost performance, schedule performance, quality performance and 
stakeholder satisfaction (Ahmed & Anantatmula, 2017, p. 191-192). Ahmed and 
Anantatmula (2017, p. 195-200) found empirical support for that all five tested leadership 
competencies had positive effect on project performance, the competencies tested were: 
Define Roles and Responsibilities, Communicate Expectations, Employ Consistent 
Processes, Clarity in Communication and Establish Trust. 
  
Thus, we argue that Ahmed and Anantatmula (2017) has conducted such a study as 
Turner and Müller (2005, p. 59) suggested to answer if project leadership has effect on 
project performance or not. Through Ahmed and Anantatmula’s (2017) findings it is 
supported that project leadership competencies have a direct impact on project 
performance. We take the stance of Ahmed and Anantatmula (2017), meaning that we 
argue that project leadership competencies have a direct impact on project performance. 
Furthermore, this support the relevance of our study since potential differences in 
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management and leadership between LPMs, IPMs and EPMs could be seen as pointless 
without empirical support for that leadership has impact on project performance. 
  

3.3	Project	Performance	Model	

“Although leadership has also been the subject of much research in project management 
literature, its role in contributing to project success or failure continues to provoke debate” 
(Nixon et al. 2002, p. 205). Since project leadership has been debated if it affects project 
success or not we feel a need to explain our stance further than just support the findings 
of Ahmed and Anantatmula (2017). The five leadership competencies tested by Ahmed 
and Anantatmula (2017, p. 193-194) are the same people related factors used in 
Anantatmula´s (2010, p. 18) Project Performance Model. Therefore we include the 
Project Performance Model developed by Anantatmula (2010, p. 18) in our theoretical 
frame to present the reader with more of the literature that made us take the stance that 
project leadership has a direct impact on project performance. Thus, there may be other 
models that show how project leadership impact project performance, but we chose 
Anantatmula’s (2010, p. 18) Project Performance Model because it has connections to 
the later findings by Ahmed and Anantatmula (2017). 
 
Anantatmula (2010, p. 13) argue that the project manager's responsibilities and leadership 
role towards the project team and stakeholders will influence the project outcome and 
performance. This is supported by Nixon et al. (2002, p. 208)  who said that successful 
project outcomes always include effective leadership in the project management. 
Anantatmula´s (2010) studies resulted in a model called the “Project Performance Model” 
which show how people-related project success factors affect each other. The givens 
factors are independent variables and from a project manager view these either exist or 
does not exist (Anantatmula 2010, p. 17-18). Thus, the means such as communicate 
expectations are the factors that project managers can control to achieve the ends such as 
establish trust (Anantatmula 2010, p. 18). 
 

 
Figure 1. Project Performance Model. Self-adaptation of Anantatmula (2010, p. 18). 
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3.4	Project	Manager	Skills	and	Competencies	

Project manager skills and competencies for achieving project success is a widely 
discussed topic in the project management literature, there are however some similarities 
and the literature tends to refer to Katz (1974) study Skills of an effective administrator 
(see e.g. El-Sabaa, 2001; Pheng & Chuan, 2006; Sunindijo, 2015; Thal & Bedingfield, 
2010). Katz (1974, p. 91) explain an administrator as someone who direct the activities 
of other people and undertakes the responsibility for this effort to meet a certain objective. 
This definition of an administrator is not dissimilar with PMI´s (2017, p. 52) definition 
of a project manager, as the person assigned by the performing organization to bear the 
responsibility for the project team to achieve the project objectives. Thus, Katz (1974) 
findings of an effective administrator is relevant in the context of project managers. 
  
The notion behind the three-skill approach is that effective administration rest on the 
following three basic skills; Technical, human and conceptual skills (Katz, 1974, p. 91). 
Technical skills refer to specialized knowledge about activities, processes, methods, 
techniques with the ability to analyse and perform this specialized skill (Katz, 1974, p. 
91). Human skills are the ability to work with other people, such as subordinates, 
colleagues and superiors (Katz, 1974, p. 91). According to Katz (1974, p. 91) is a person 
with high developed human skills self-aware about his own attitudes, assumptions and 
beliefs about other people. Thus, a person with high human skills strive to build an 
atmosphere where subordinates feel secure to express themselves and get involved in 
activities which affect them (Katz, 1974, p. 91). Conceptual skills are about understanding 
the organization as a whole, such as how different functions of the organization impact 
each other (Katz, 1974, p. 93). The success of decisions is according to Katz (1974, p. 
93) relying on the level of conceptual skills, if the managers who make decisions and put 
them in action have high conceptual skills this mean they act coordinated with an 
understanding of how the different activities or functions affect another. The overall 
success of a company is dependent on the managers’ skill in carrying out decisions, and 
the conceptual skill is crucial in unifying and coordinating a company (Katz, 1974, p. 93-
94). Furthermore, Katz (1974, p. 100) emphasize that the three-skill approach see these 
three skills as developable. 
  
El-Sabaa (2001) modified Katz (1974) three-skill approach and conducted a study on 
project managers in Egypt. The modification was an increased emphasis on 
organizational skills within project management such as planning which El-Sabaa (2001, 
p. 1-2) include in conceptual skills. El-Sabaa (2001, p. 4) found that project managers in 
three different industries; Agricultural, Electricity and Information system, all ranked 
human skills as most important closely followed by conceptual/organizational skills 
while technical skills showed to be clearly less important in comparison. Furthermore, 
Sato and Gnanaratnam (2014) used Katz (1974) three-skill approach in their study of 
differences between IPMs and EPMs, which argue for the relevance of the three-skill 
approach in the context of project managers. 
  
We support Katz (1974) three-skill approach and agree with the view on that these skills 
are developable. Furthermore, we argue for the strength in the three-skill approach since 
it can be modified or explained deeper in some of the skills just as El-Sabaa did. However, 
we would rather describe El-Sabaa´s (2001) modification as a clarification or 
development since our understanding from Katz (1974) original explanation of 
conceptual skills also include organizational skills.  
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3.5	Outsourcing	in	Project	Management	

PMI (2018, p. 18) use the notions “outsourced” and “contracted” project managers 
interchangeable in the context of PMI’s Global Project Management Survey. Outsourcing 
is commonly known in project management as when whole projects are outsourced, and 
not only the project manager (e.g. Shenhar & Dvir, 2007; Sato & Gnanaratnam, 2014, p. 
3-4). In general outsourcing is explained as a situation where one firm contract another 
to provide services or activities that previously have been done internally (Sandhu et al., 
2018, p. 2199). In order to avoid confusion concerning terminology we use EPMs when 
referring to external (i.e. outsourced and contracted) project managers. Therefore, the vast 
existing literature on outsourcing could be applied in this thesis in order to gain general 
understanding about consultants. 
  
During the last decade outsourcing has been growing rapidly (Sandhu et al., 2018, p. 
2198). Sandhu et al. (2018, p. 2199) argues that most firms are not able to compete in all 
activities that they are involved with. It is understood that firms should instead focus on 
being competitive in their core activities. The arguments both for and against outsourcing 
are widely spread (Sandhu et al., 2018, p. 2210). For instance, outsourcing have the risk 
of transferring valuable knowledge to the supplier organization and thereby lose 
controlling power over the firm (Bettis et al., 1992, p. 19). Bettis et al. (1992, p. 12) 
explains that innovation is reduced within a company as a result of outsourcing. Sandhu 
et al. (2018, p. 2211) found that there is a major risk that outsourcing firms become 
dependent of outsourcing activities due to the declining innovation that outsourcing 
entails. However, outsourcing is not only negative, as through outsourcing low value 
adding activities firms can concentrate the focus to its core strategic activities (Sandhu et 
al., 2018, p. 2199). Outsourcing can be rather beneficial if used properly (Bettis et al., 
1992, p. 21). Outsourcing complex projects to contractors with specialized knowledge 
can speed up the process, reduce the cost and at the same time allowing the firm’s 
employees to focus on their core activities (Hui et al., 2008, p. 7). It is of great importance 
to consider advantages and disadvantages when outsourcing as there is a risk of outsource 
to the extent that the organization lose the understanding of the matter and the ability to 
bring it back in-house (Brannemo, 2005, p. 548; Sandhu et al., 2018, p. 2198; Tisdale, 
1994). Outsourcing should be used as a management tool and it can bestow competitive 
advantages when used properly, whereas it can be fatal when used incorrectly without 
knowledge (Bettis et al., 1992, p. 21).  
  
Bettis et al. (1992, p. 19) findings that outsourcing leaps the risk of transferring valuable 
knowledge to the supplier organization becomes of high importance when Nesheim and 
Smith (2015, p. 265) found no differences in knowledge sharing behaviour between 
employees and consultants. This would mean that employees could share sensible 
information, such as a company’s strategy, with consultants. Nesheim and Huskaar’s 
(2015) developed Nesheim and Smith’s (2015) findings and found however that 
knowledge sharing should be differentiated between in-group and out-group knowledge 
sharing. In-group knowledge sharing is when knowledge is shared within the same group 
(i.e. between employees and employees or between consultants and consultants) and out-
group knowledge sharing is when knowledge is shared across employees and consultants 
(Nesheim & Huskaar, 2015, p. 1417). It was found that people tend to share more 
knowledge with their in-group than with their out-group (Nesheim & Huskaar, 2015, p. 
1422). It is possible to interpret from Nesheim and Smith (2015) and Nesheim and 
Huskaar (2015) that knowledge sharing is a form of cooperation. Nesheim and Huskaar’s 
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(2015) findings are positive in the context of transferring sensible information, but it is 
negative in the way that consultants would eventually not have necessary information. In 
the situation where the project manager is a consultant it becomes problematic since there 
would be a risk that necessary knowledge to achieve project success is not shared with 
the project manager. Thus, we suggest that it is not only important but crucial, to 
understand the complex situation and carefully weight advantages with disadvantages 
prior to the decision of outsourcing or not.  
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4.	Practical	method	

In order to thoroughly articulate the choice of our research method this chapter is 
explaining the practical method of the study. It aims to provide an understanding to the 
reader about how the data was collected and processed. The first section is about the 
sample, followed by our choice of method. Then are information about the interviews 
presented prior to sections about how the data was processed, first through transcriptions 
and then the data analysis. This chapter ends with an explanation of our ethical 
considerations.  

4.1	Sampling	

4.1.1	Sample	Process	

Qualitative studies seldom provide sufficient information regarding how the interviewees 
were selected, qualitative researchers are however often clear that the samples are made 
by convenience or opportunistic (Bryman & Bell, 2011, p. 489). Bryman and Bell (2011, 
p. 489) explains that this could be due to a general belief that qualitative studies aim to 
generate in-depth analysis and therefore are representativeness not as important as in 
quantitative studies. Collis and Hussey (2014, p. 131) explains that in interpretivist 
studies where the research data will not be statistically analysed random samples are not 
required. A sample can be selected through purposive sampling, it takes into account the 
strength of the experience of the sample in relevance to the phenomena under study 
(Collis & Hussey, 2014, p. 132). An additional issue concerning the sample is 
participation bias, this is a result of which individuals are willing to be interviewed and 
would affect from whom data are collected (Saunders et al., 2012, p. 382). 
  
The sample in this thesis was provided by LKAB, who selected the sample based on 
availability and below mentioned sample criteria (i.e. convenience and purposive 
sampling). However, since we as researchers had little influence on the composition of 
the sample, our sample process should be regarded as opportunistic. In order to be able 
to analyse our findings and identify possible patterns for each of the three comparable 
categories of project managers, LPM, IPM and EPM, we requested to interview at least 
three persons from respective category. This request was accomplished as we were able 
to interview three persons from each category of project managers that all fulfilled the 
sample criteria, see section 4.1.3 for details on the sample. 
 

4.1.2	Sample	Criteria	

In order to conduct interviews that could be used as empirical data in the study our sample 
have been defined by the following criteria: 
  

• Be, or have been, either LPM, IPM or EPM. 
• Have been project manager and completed internal projects at LKAB. 
• Experience from multiple projects. 

  
As this thesis aims to investigate how LPMs, IPMs and EPMs manages projects 
differently it is crucial that above sample criteria are fulfilled. Therefore, were these 
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criteria controlled with the interviewees to be fulfilled prior to the interview. Through 
asking control questions about the interviewees’ backgrounds we were able to determine 
if the criteria were fulfilled. 
  
Through the criterium that the interviewees should have completed internal projects at 
LKAB we could ensure that the interviewee had experience from project management at 
LKAB. This would eventually mean that the interview would not be interrupted due to 
the interviewees lack of knowledge or unfamiliarity with how internal projects are 
conducted at LKAB. Furthermore, this criterium would enable the interviewee to have 
own practical implications to refer to. 
  
In order for the interviewee to be able to reflect upon our questions and generate in-depth 
answers it is beneficial if the interviewee have experience from multiple projects. From 
the interviewees’ background it is understood that even the third sample criterium were 
fulfilled by all interviewees.  
 

4.1.3	Sample	Description	

Our sample consist of three LPMs, three IPMs and three EPMs. Two in the sample were 
females and both of them were IPMs, the rest of the interviewees were males. The age of 
the interviewees ranges from 43-63 years old. The experience as project manager vary 
from 1.5-34 years between the interviewees. However, most of the interviewees had 
several years of experience as a project manager. Furthermore, the person with 1.5 years 
of experience as project manager has managed several investments, the process of 
investments at LKAB can be run as a traditional project meaning that they could for 
instance have a designated project manager and a steering committee. However, the 
process can also consist of a person in charge to write a memo which is developed 
together with different stakeholders at LKAB, such as the people who will directly use 
the product, maintenance or other linked processes to the new product. This memo is sent 
higher up in the organization for an approval of the investment before they can proceed 
with finding different solutions and testing different products. This step can also include 
adjustments of the product from contractors and again different internal stakeholders are 
involved. Thus, the process has similarities to a project. Furthermore, some of these 
investments could also have been run as a traditional project, which is why we consider 
the interviewee with 1.5 years of experience as project manager to meet our sample 
criteria. All interviewees have experience from multiple projects and or investments, with 
the possible limitation mentioned above with LPMs that are sometimes running an 
investment rather than a traditional project. However, we will still include all interviewees 
and we argue that the combined data from the three LPMs will raise the quality of our 
study instead of excluding parts of the sample from the category with the least experience 
of managing traditional projects. Another reason to keep all the LPMs in our sample is 
that we believe it will contribute to the overall picture on how projects are run from the 
line, which may generate insights that can be developed into practical recommendations 
for LKAB. Furthermore, we see no risk that our analysis towards potential differences 
between IPMs and EPMs will be affected if we include all interviewees from the category 
LPM.  
  
Furthermore, one EPM and one LPM have previously worked as an IPM for over 10 
years. One of the IPMs had a project management certification from Westhagen and 
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another IPM was in the late stage in the process of achieving IPMA certification. Beside 
those two interviewees, no others where certified project managers. One LPM had no 
education in project management while the rest of the respondents had internal educations 
from LKAB and other internal educations from previous employers. Since our 
interviewees were senior project management professionals the name and content of their 
project management education was not examined in detail because it ranges so far back 
in their careers. Furthermore, the education that the respondents have in project 
management has often been internal educations in both LKAB, other organizations such 
as previous employers and self-education in project management literature. Therefore we 
cannot make any statements about potential differences on the level of education in 
project management between IPMs and EPMs in our sample. However, we can see that 
the category LPM has less education in project management compared to the other two 
categories of project managers. An overall picture of the sample is provided in table 5 
below. 

 Table 5. Summarized sample description. 

  
Name 

  
Experience as 
PM 

  
Experience at 
LKAB 

  
Education 

  
Certification 

IPM 1 7 years 7 years Internal PM 
educations 

IPMA in 
progress 

IPM 2 6 years 30 years Internal PM 
education. 
Contractor law. 

No 

IPM 3 10 years 25 years Internal PM 
Education. 
Mechanical engineer. 
Westhagen. 

Westhagen 
  

LPM 1 1.5 years 30 years No PM education. No 

LPM 2 
  

4 years 25 years Internal education 
Bas-U and Bas-P. 

No 

LPM 3 13 years 28 years (12 
years as IPM) 

Internal PM 
education. 

No 

EPM 1 19 years 24 years (11 
years as IPM) 

Education in PM. No 

EPM 2 10-15 years Not answered. Education in PM. No 

EPM 3 34 years Not answered. Education in PM. 
Personal studies. 

No 

	

	



 

 
 

27 

4.2	Choice	of	Method	

Considering our research question and type of approach (see section 2.5) semi-structured 
interviews was deemed to be suitable in this thesis. Through a more unstructured 
approach the researcher is not likely to affect the interviewees’ world view and the 
researcher is more likely to see things through the interviewees’ lenses (Bryman and Bell, 
2011, p. 472). Semi-structured interviews allowed us to see things from the interviewees’ 
perspective and could be helpful as this thesis investigates a relative specific problem at 
a specific organization. Furthermore, semi-structured interviews allowed us to interact 
and ask new questions throughout the interviews, and this eventually enabled us to 
identify possible patterns in the answers from our analysis. We  did not evade from our 
predetermined interview guide and therefore asked follow-up questions with 
consideration to the theme in question. Furthermore, we were able to ask follow-up 
questions and made confirmations of the respondents’ answers. In our study, we had three 
respondents from each category of project managers (i.e. LPM, IPM and EPM) and this 
sample size could allow us to make considerable generalizations to respective category 
of project managers in the case of LKAB. 
 

4.3	Interviews	

4.3.1	Interview	Guide	Design	

The interview guide was developed from Bryman and Bell’s (2011, p. 475) basic 
elements to consider when constructing an interview guide. The process of deciding 
which themes to include in the interview guide was done through an iterative process of 
discussing activities and topics within project management and reviewing literature. This 
allowed us to find themes within project management where it would be possible to 
identify potential differences in how project managers manage projects. A self-adaptation 
of Bryman and Bell’s (2011, p. 475) basic elements are found in table 6 below. Our 
interview guide can be found in its entirety in appendix 1.  
 

Table 6. Self-adaptation of Bryman and Bell’s (2011, p. 475) basic elements for 
constructing an interview guide. 

• Create an order of the themes in order to make the questions flow reasonably well 
and be prepared to alter the order of the questions during the interview. 

• Formulate the questions in a way that helps you answer the research question. 

• Use a language that is relevant and understandable to the interviewees. 

• Do not ask leading questions. 

• Ask background information as it might be useful when contextualizing the 
interviewee’s answers. 
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4.3.2	Interview	Preparations	

Saunders et al. (2012, p. 381) explain that one issue concerning the data quality of semi-
structured interviews is interviewee bias, this bias might occur if the interviewee is 
sensitive to the unstructured exploration that a semi-structured interview is built upon.  
Interviewees could avoid topics that the interviewer wish to explore, and this could result 
in partial pictures that aims to put the interviewee, or its organization, in a desired fashion 
(Saunders et al., 2012, p. 381). To avoid these issues Saunders et al. (2012, p. 383) 
explains that the researcher needs to be well prepared before conducting the interviews. 
Three key measures are essential to overcome data quality issues, and these are the 
researchers’ level of knowledge, solid interview themes that are shared with the 
interviewee beforehand, and appropriateness of interview location (Saunders et al., 2012, 
p. 384). 
 
To meet the first key measure expressed by Saunders et al. (2012, p. 384) we started to 
read several academic articles in the field of project management (e.g. Andersen, 2016; 
Cicmil & Hodgson, 2006; El-Saaba, 2001; Gottschalk & Karlsen, 2005; Hui et al., 2008; 
Katz, 1974; Lundin and Söderholm, 1995) to increase our knowledge about project 
management beyond our pre-understandings. Besides that one of the researchers have 
experience from working at LKAB we had an informative meeting when we arrived to 
LKAB with Mäkitaavola and Paganus (2019b). Through this meeting our knowledge 
about LKAB was deepened, both about the organizational structure of the entire LKAB 
in general and the project management office in particular. This was done before the 
interview to raise our knowledge about LKAB and how they operate in projects. 
  
Before we conducted the interview we presented our interview guide at a thesis seminar 
and received feedback from our supervisor. Since no significant issues were raised there 
,we argue that we have solid interview themes. We sent our interview theme to all 
respondents at the 14th of March (see appendix 3, letter to respondents) and the interviews 
took place between 26th March and 2nd April, which gave the respondents time to reflect 
upon the themes prior to the interview. Furthermore, at the start of each interview we 
informed the respondents about the purpose of the interview and the different themes. 
Thus, we argue that we followed the second key measure suggested by  Saunders et al. 
(2012, p. 384). 
  
At March 14th all respondents were informed that we would be in Kiruna at LKAB 
between March 26th and April 5th. When we arrived to LKAB we were provided an 
office. All respondents were invited to our room a few days before the interview took 
place, eight interviews took place at these locations and one took place at the 
interviewee’s own office. Trost (2010, p. 65) explains that no audience should be able to 
listen to the interview, and furthermore that the interviews should be conducted in an 
environment that allows no disturbance. All interviews took place with closed doors 
without any possibility for an audience and in a quiet area. Therefore, we argue that all 
interviews took place at an appropriate location as suggested by Saunders et al. (2012, p. 
384) to avoid data quality issues. 
  
Bryman and Bell (2011, p. 475-476) explains that in order to understand what the 
interviewee is saying it is important to be familiar with the interviewee’s situation. Prior 
to conducting the interviews we had a meeting with the head of the project office in order 
to gain understanding about the interviewees’ situations. This allowed us to conduct the 



 

 
 

29 

interviews in a way that made us understand what the interviewees were referring to and 
at the same time we were able to make examples and ask follow-up questions that was of 
relevance from the interviewees’ point of view. 
 

4.3.3	Interview	Procedure	

Trost (2010, p. 125) explains that the interviewee needs to have informed consent, 
meaning that the interviewee is aware that the participation is voluntary, and that the 
interviewee can whenever decide to leave the interview or decide to not answer a 
question. The interviewee should be aware about what the interview is about prior to 
conducting the interview, it is however important that the interviewee is not informed 
about the interview in a way that risk affect the interviewee in any direction (Trost, 2010, 
p. 125). Therefore, before we started recording the interviews we informed the 
interviewee that their confidentiality is assured and that participation is voluntary, and 
that they can whenever decide to not answer at any question and leave if necessary. With 
this acknowledged we asked for permission to record the interviews in order to be able to 
focus on listening and asking follow-up question rather than taking notes. Permission to 
record were granted by all interviewees. Then, we started the interview by explaining the 
structure of the interview, saying that the interviewee would be able to return to questions 
if necessary and explaining the purpose of semi-structured interviews. As the 
interviewees already had been provided with the themes for the interview we did not 
speak anything further about it and instead followed the interview guide. Throughout the 
interviews both interviewers were simultaneously asking questions as we considered that 
this would increase the interviewee’s participation and avoid possible shortcomings about 
the interviewee’s comfort and confidence if one interviewer were quiet throughout longer 
parts of the interview. After the interview we explained how our study will be presented 
and informed the interviewees that they will be provided access to the thesis when it is 
submitted, then we thanked the interviewees for their participation. 

4.3.4	Interview	Location	

Bryman and Bell (2011, p. 474) explains that it is in general a problem to find a spare 
room at the organization. We did not encounter any problem with this as we were 
provided an office that we were able to use for all our interviews at LKAB. It is however 
important to mention that one interview was conducted at the interviewee’s office. Trost 
(2010, p. 65) explains that it is important that the interviewee is feeling confident at the 
interview location. We did not experience any difference between the interviews held in 
the neutral office (i.e. the one that we were provided) from the interview that was held at 
the interviewee’s office. If we were to say which interview was held at the interviewee’s 
office it would be an obvious compromise of that person’s confidentiality and a risk of 
harming the interviewee. Aware of the risk for decreasing the transparency of our thesis, 
we will not state which interview was held at the interviewee’s office as we value the 
interviewee’s confidentiality. All interviews were however held at LKAB’s office in 
Kiruna, Sweden. 
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4.3.5	The	Interviews	

The interviews ranged from 41 minutes to 1 hour 40 minutes. The interviewees were 
informed that the interview would take between 1 hour and 2 hours when we scheduled 
the interviews. All interviews were therefore conducted within the scheduled time. The 
interviews were conducted during office hours and took place between 26th March  and 
2nd April. The duration of the interviews is found in table 7 below. 
  

Table 7. Overview of interview duration. 
 

Name Interview duration 
IPM 1 
 

43 minutes 

IPM 2 
 

1h 20 minutes 

IPM 3 
 

1h 3 minutes 

LPM 1 
 

45 minutes 

LPM 2 
 

1h 40 minutes 

LPM 3 
 

41 minutes 

EPM 1 50 minutes 
 

EPM 2 1h 13 minutes 
 

EPM 3 1h 27 minutes 
 

   

4.4	Transcription	

Denscombe (2018, p. 395) explains that it is time consuming to transcribe recorded 
interviews. We have therefore taking turns with the transcription, meaning that the 
interviews were transcribed individually. Afterwards, we cross-checked each other’s 
transcriptions in order to assure that our personal experiences had not affected the 
transcriptions. We started the transcription immediately after the first interview, and 
continued to transcribe between the scheduled interviews, resulting in a completion of the 
transcription of all interviews within two weeks from that the first interview was held. 
Denscombe (2018, p. 397) explains three main challenges when transcribing, the first is 
that it might not be possible to hear what is said, secondly, people are not speaking in 
complete sentences and the last challenge is that it is hard to interpret tone, accentuation 
and pronunciations in text. When something was inaudible in the interviews we wrote 
that it was inaudible and did not make any further attempts in guessing what was said, we 
consider however that this is not affecting the quality of our interviews. The interviews 
were held in Swedish and as we knew that we would eventually need to translate our 
transcriptions, the transcriptions were transcribed verbatim. Whenever there was 
something to transcribe that could not be transcribed directly into text, or an incomplete 
sentence we were consistent about distinguish our interpretations from what was said by 
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the interviewee. Through transcription data are developed that are easier to analyse than 
the recorded audio itself (Denscombe, 2018, p. 395). Considering the transcription 
process as the first step in analysing the empirical data we spent considerable time 
transcribing in order to conduct solid transcriptions. 
  

4.5	Data	Analysis	

Even if Miles and Huberman (1994, p. 1) explains that “Qualitative data are sexy”, it 
could still be a challenge to analyse qualitative data and it requires some processing (e.g. 
Bryman & Bell, 2011, p. 571; Miles & Huberman, 1994, p. 9; Collis & Hussey, 2014, p. 
154). Data analysis of qualitative data could be done through three components, data 
reduction, data display, and conclusion drawing and verification (Miles & Huberman, 
1994, p. 10). Data reduction is referring to the process of selecting, simplifying and 
transforming the data and is done throughout the whole thesis, and not something that is 
done only in the analysis (Miles & Huberman, 1994, p. 11). As we completed our 
transcriptions we organized the data, connecting the data to its rightful theme. In this 
process it was possible to identify data that would not be of any connection to answer our 
research question, the superfluous data was kept but not included further in the analysis 
process. Miles and Huberman (1994, p. 11) explains that data display is an activity that 
is done in order to display the data in an organized, compressed assembly, allowing the 
analyst to draw conclusions about the information. Data displays may include matrices, 
charts and graphs (Miles & Huberman, 1994, p. 11). In order to present the empirical data 
as it is done in chapter 5 it was necessary for us to construct charts for the themes, 
allowing us to obtain an overview of what was said by all interviewees in each category 
of project managers. The process of displaying data is usually requiring iterations (Miles 
& Huberman, 1994, p. 93). We started out the process of displaying our empirical data 
through comparing how the different categories of project managers had answered, in 
some cases we had to revisit our transcriptions in order to cross-check the displayed data. 
We experienced that in order to display the data in a way that would allow us to analyse 
it and identify possible patterns we had to constantly review our charts, and at last we 
were able to display the data as it is done in chapter 5. The third component of analysing 
qualitative data is to draw conclusions and verifying the findings, the findings developed 
from the data have to be tested for their validity as the findings would otherwise only 
leave interesting stories that remains unanswered with unknown truth (Miles & 
Huberman, 1994, p. 11). Miles and Huberman (1994, p. 12) explains that the entire data 
analysis is a continuous iterative process, see figure 2 below. If one were to follow figure 
2 accordingly, the possibility to do a complementary data collection would be needed. 
For the research ethical purposes it is worth mentioning that we had not the possibility to 
collect complementary data if needed after starting with the conclusion drawing and 
verifying. When drawing conclusions we constantly revisited the theoretical framework 
for our study, adding theories that previously had been left out and removing irrelevant 
theories in order to bestow our conclusions with validity. 
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Figure 2. Self-adaptation of Miles and Huberman (1994, p. 12) illustration of data 

analysis as an iterative process. 
 

4.6	Research	Ethics	

Sandberg and Alvesson (2011, p. 25) explains that it is impossible to truly understand 
how researchers arrived at their research questions. It is a complex issue as the arrival of 
the research questions is based on several variables such as timing, chance, social and 
cultural conditions (Sandberg & Alvesson, 2011, p. 25). It is however fundamental that 
the research question is formulated in a way that it is carefully grounded and innovative 
in order to generate interesting and significant theories (Sandberg & Alvesson, 2011, p. 
23-24). Furthermore, it is important that not only the research question is following 
ethical principles, but that the researchers continuously reassure that they are following 
the ethical principles throughout their research (Bryman & Bell, 2011, p. 128). 
  
Bell and Bryman (2007) conducted an analysis of social research ethics codes and 
identified eleven categories of ethical principles (see table 8 below). These ethical 
principles have been followed throughout the thesis and whenever decisions have been 
made, we have reassured that it have not been in conflict with the ethical principles. For 
instance, in order to avoid harm to participants we have not presented the dates of the 
interviewees in our thesis as it would have the risk of allowing persons to identify the 
individual participants. Another example is about misrepresentation, where we have 
revisited the transcriptions after our data analysis in order to cross-check that our findings 
have not been taken out of its context.   
 
It is however suitable to have Weick’s (1989, p. 523) citation in mind “They [researchers] 
prefer to be right rather than wrong, bright rather than dull, clever rather than pedestrian.”. 
Even though we have continuously revisited the ethical principles we would like to stress 
that we are nothing but human, not to undermine our ethical principles but to realize 
potential ethical deficiencies.  
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Table 8. Self-adaptation of Bell and Bryman’s (2007, p. 71) identified ethical principles. 
 
Ethical principle Definition 

Harm to participants The risk of causing harm through the research process, and 
the need to ensure physical and psychological well-being to 
involved parties (i.e. interviewees, the researcher or others). 

Dignity Requirement to respect the dignity of participants, 
researchers or others and avoid causing discomfort or 
anxiety. 

Informed consent The necessity to ensure fully informed consent of research 
participants. 

Privacy The need to protect privacy of research subjects and avoid 
intrusion of privacy. 

Confidentiality The requirement to ensure confidentiality whether relating to 
individuals, groups or organizations. 

Anonymity The protection of anonymity of individuals or organizations. 

Deception 
  

The risk for deception through the research process, either 
through lies or misleading behaviour. 

Affiliation 
  

The need to declare affiliations that may have influenced the 
research. 

Honesty and 
transparency 

The need for openness and honesty in communicating 
information about the research to all interested parties, 
including the need for trust. 

Reciprocity 
  

The idea that the research should be of mutual benefit to 
researcher and participants, or that some form of 
collaboration or active participation should be involved. 

Misrepresentation 
  

The need to avoid misleading, misunderstanding, 
misrepresenting or false reporting of research findings. 
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5.	Empirical	data	

In this chapter we present our empirical findings from the interviews. We retell what was 
said in the interviews along with quotations from the interviewees. The chapter follows 
the same structure as our interview guide that can be found in appendix 1. Each theme 
(section) then follows the order where what was said by the IPMs are presented first, 
followed by the LPMs and then by the EPMs in the last paragraph.  

5.1	Project	Leadership	

5.1.1	Conflicts	

When we asked the question how the interviewee deal with conflicts, all IPMs said that 
conflicts are solved through communication with the persons involved and this is done as 
soon as the conflict or problem occur. IPM 3 said that you in general would not involve 
the person’s line manager since you are expected to lead the project team not only in tasks 
but also in collaboration. What IPM 3 said is shared by the other interviewed IPMs. IPM 
3 used the conflict stairs to exemplify different scenarios depending on how deeply rooted 
the conflict is. 
  
The LPMs said that it is usually solved by speaking to the persons involved. LPM 1 said 
that if it is not solved after you speak with them, you contact their line manager, but 
preferably not because it means that it becomes personal. In general the LPMs’ answers 
where short. 
  
All EPMs emphasized communication. EPM 2 and EPM 3 also emphasized the 
differences in how you build the project organization, EPM 3 said that projects at LKAB 
to a large extent is built on external resources and hence, there is less conflicts because 
people are aware that they can easily be removed from the project. 
 

5.1.2	Encourage	and	Motivate	

When we asked how the interviewees perceive their role as project manager to motivate 
and encourage project team members, all IPMs said that it is important as the project 
manager is responsible for the project team. This is done through different ways, IPM 3 
express importance to adapt the leadership to the individual's level of knowledge and 
gives an example that an experienced person will become uncreative if you poke to much 
in their tasks. IPM 1 has some similarities with the response of IPM 3 but emphasize that 
you have to delegate responsibilities and give some challenging task to keep people 
motivated. Whereas IPM 2 said that “Sometimes you need the whip and then carrot when 
things go well”. Furthermore, IPM 2 said “I do my best to encourage because you need 
engagement to achieve the goal in the project, and this start from the top”, and this was 
shared by the other IPMs who expressed themselves similar.  
 
The answers from the LPMs was brief in comparison to those of IPMs and EPMs. LPM 
3 said you should try to create a good atmosphere and not try to bust people for their 
mistakes. Furthermore, LPM 3 said that you need to be diplomatic as a project manager. 
LPM 1 said that investing in new stuff, such as machines, itself is motivating people.  
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There were separating answers about encouraging and motivating team members among 
the EPMs. EPM 1 highlight that it is the most important thing to do in a project, to create 
a tolerant and forgiving workplace, arguing that if people enjoy work they will perform 
as well. EPM 2 said that people need to be focused and motivated themselves or they can 
be replaced,  and the project manager can rather help to clarify the vision. EPM 3 said 
that it is his responsible as a project manager and emphasized that he does not accept 
when line managers step into his projects and tries to overtake this responsibility.  
  
The IPMs had similar answers about how they perceive their role in motivating and 
encouraging project team members. Encouraging and motivating the team members is 
clearly one of the responsibilities that the project manager has according to the IPMs. The 
answers from the LPMs was brief in comparison to other project managers, it is not 
possible to interpret how the LPMs as one group of project managers perceive their role 
in motivating and encouraging project team members. Even if the EPMs answers were 
separating within the group it was said that the encouraging and motivating is one of the 
responsibilities of a project manager, but the perception of how you can motivate and 
encourage project team members was different among the EPMs.  
 

5.2	Project	Management	

5.2.1	Planning	

What was said about planning by the IPMs is that they sometimes have sufficient time to 
plan, and other times not. The investment process that has to be proceed through can be 
quite slow. IPM 1 said that the time is not always sufficient and that some projects are 
postponed until it is really needed and then it becomes urgent. IPM 3 said that it is the 
responsibility of a project manager to assure that you are given enough time to plan, and 
IPM 3 put a lot of work into the planning saying “I put a lot of work into clarifying what 
should be done, why, when and by who it should be done”. IPM 2 said that you can control 
it quite much by yourself, and if you are busy you are free to hire consultants. IPM 2 
highlighted that in smaller projects, you have more responsibilities because you have 
several dispersed tasks that you need to take care of. 
  
LPM 2 said the time is not sufficient, and that in many cases people are hired to do it. 
Neither LPM 1 or LPM 3 are planning projects according LKAB’s internal guidelines, 
and can instead be considered as clients in some cases who only prepare a request for the 
project. LPM 1 said however that he has time to make the right decision, but it is important 
to include the right people in the project team. 
  
Two of the EPMs are agreeing with each other, EPM 1 and EPM 2, that you need to take 
your time to conduct a solid planning. EPM 1 emphasized that it is important that the 
project team members are aware of the project objectives, and that they can affect the 
project plan. EPM 1 said “It is much work with explaining to everyone where we are 
going [the project objectives] and what we are going to achieve. When everyone [in the 
project team] is getting on track we decide what is expected by everyone and develop a 
schedule. It is important that everyone is aware about their role in the project”. EPM 1 
said that there is no need to rush through the planning because it will only backfire sooner 
or later. This is aligning with what EPM 3 said, that there is a risk of missing out on 
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something when you are in a hurry. EPM 3 said that you in general do not have sufficient 
time to plan, and at LKAB it is often that projects are initiated too late and that the 
decision process at LKAB is a source of delays. EPM 3 said that if you do not have 
sufficient time to plan you need to compromise on either time or budget. 
  
Both IPMs and EPMs are following LKAB’s guidelines for project management, it is 
PMI’s project cycle and this includes how they plan projects. It is noteworthy that the 
LPM that actually plan projects says that there is not sufficient time to plan. The other 
two LPMs are not following LKAB’s project-guide since they are not planning their 
projects.  
 

5.2.2	Organizing	the	Project	Team	

About organizing the project team and what influence in assigning the team members the 
interviewee has, IPM 1 said that you cannot only pick and choose who you like to create 
a project team. IPM 1 said that you have however quite much influence as a project 
manager, but the organizing of the project team is often done in consultation with the 
head of the project office. The other two IPMs said that they can basically always choose 
who to include in their project team, and that selection process is done based on previous 
experience and their own preferences. IPM 2 said “I put together my team by myself, 
otherwise I let someone else play”. IPM 3 emphasized that the project team is aware of 
the project objectives and said “The team needs to know exactly what the project 
objectives are, where we are today, where we are going and how we are going to get 
there. If you fail in this initial step, the whole planning phase would fail”.  It is however 
understood from the three IPMs that they have less influence of the people that are 
provided by the client. Regarding hiring contractors all IPMs said that they are following 
the procurement process, but that they have a considerable influence or final saying about 
which contractor to hire. 
  
All three LPMs said that they can choose who to include in the project team. LPM 1 said 
that he wants to include people that are affected by the project, and those can be suggested 
by their line manager in order to get suitable representatives in the project team. The 
LPMs also said that they can freely choose between which contractor to hire, even if it is 
not the cheapest alternative. 
  
All three EPMs said that they have influence in who to include in the project. It is however 
some differences in their answers as EPM 2 said you are sometimes assigned people that 
necessarily do not have the appropriate competencies. EPM 3 said that sometimes you 
are assigned people and other times you can choose by yourself. EPM 3 continued and 
said “I have seen in other projects that the people assigned to represent the line are those 
who aren’t needed in the production, people that could be spared.” and that “You are 
sometimes assigned people that isn’t the savviest ones, because those are needed in the 
production and you are instead assigned people that might lack motivation or 
competence”. EPM 1’s answer was somewhat different as it was said that the person sits 
down with the head of the project office and review potential members, then EPM 1 
suggests people that are wished to be included in the project team and in most cases that 
suggestion is becoming reality. EPM 1 said that it is important that the project team knows 
what the project objectives are and how you should achieve it. 
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About the usage of contractors all EPMs said that they are following the procurement 
process together with the responsible department of purchases. EPM 2 said that it is 
possible to suggest a contractor but that he does not have the final saying. 
  
The answers are somewhat dispersed as one IPM said that you cannot only pick and 
choose who you like, while the others said that you actually can. The LPMs had most 
aligning answers. The EPMs said that you have a considerable influence over who to 
include in the project team, and two of them said that you are sometimes assigned people 
while one said that it is done through a discussion with the head of the project office. It 
is important to highlight that one of the EPMs have experienced that the people assigned 
from the line are not those who necessarily have the right competencies or the motivation. 
Concerning the contractors, LPMs said that they have the final saying about which 
contractor to hire whereas both IPMs and EPMs said that they are following LKAB’s 
procurement process that involves the department of purchases. 
 

5.2.3	Risk	Management	

When asked about how the interviewees manage risk, work with preventively actions and 
if they use any specific model the answers were disperse as some of the interviewees 
solely answered about personal safety instead of risk management in general. However, 
the three IPMs were saying that risks are dealt with in different ways depending on what 
phase the project is in. The IPMs are agreeing with each other that it is a part of the 
planning process. IPM 1 and IPM 3 said that the tool that the project office has for risk 
valuation is very useful, while IPM 2 did not mention this tool.  
  
All LPMs are working with risks, but it is rather dealt with from a personal safety 
perspective and not risks in connection to the project. LPM 3 even said that “We are not 
conducting a project risk analysis. [...] These projects are so small, so we have not 
conducted these project risk analyses”. LPM 2 mentioned however LKAB’s own model 
for risk valuation. 
  
EPM 2 said that “When I am a project manager at LKAB I follow their policies, guidelines 
and model for risk valuation”, and the two other EPMs are agreeing with it, meaning that 
you work according to LKAB’s policies and routines. All three EPMs said that it is a vast 
topic and working with risks is a constant process throughout the whole project, and it 
starts with the risk analyses in the pre-planning phase. EPM 3 said that risk analysis is a 
good tool because of several reasons, the obvious one is that you identify risks at hand 
and that you can deal with them, the other is that it can create a unified perception in the 
project. It is understood from the EPMs that LKAB’s model for valuating risks in multiple 
steps is very helpful. 
 

5.2.4	Decision-making	

The decision-making process was explained by all IPMs that they escalate to the steering 
committee when something affects the project objectives meaning time, function or 
economy. IPM 1 emphasized that decisions are made together with the opinions of the 
project team and said that “I always want to assure that the project team is on board”, 
IPM 3 highlighted that most decisions are made within the frame of the project plan and 
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IPM 2 emphasized that decisions must be made, better that a wrong decision is made than 
no decision at all, because if you do not make decisions the project stops. 
  
LPM 3 said that they have some room in their budget to make decisions themselves but 
if it affects time or function negatively he takes it up to the steering committee. LPM 2 
tries to solve the problem and seek aid first from the line managers, but if they cannot 
solve it he lifts it up to the steering committee. LPM 1 answered towards investments 
instead of projects and said that the budget often allows 10% extension if needed, saying 
that this allows him to have enough room to make decisions by himself. 
  
EPM 1 explained the importance of making decisions because when you make a decision 
you set the direction clear for everyone. EPM 1 said that it is better to make a decision, 
even if it might be wrong as you could change it in the future, instead of hesitating to 
make a decision because then the project comes to a halt, meaning that people will just 
stand still and wait. EPM 1 also said that as long as you are within the frame you have a 
lot of authority to make decisions but if it considerably affects time, cost or budget you 
have to escalate to the steering committee. EPM 2 emphasized that it is necessary to 
ensure that you have the proper mandate to make decision before you take on a project 
meaning that you have authority to make decisions outside the formal policy at 
sometimes. EPM 2 explain that things can happen really fast and that everything is not 
written on a paper in advance, so in a meeting with a contractor you need to make 
decisions that later on has to be formally documented as decisions by the steering 
committee, when it affect time, function or economy that is very important. Furthermore, 
EPM 2 explained that the amount of money given to the project manager is so small for 
this industry meaning that purchases need to go through the purchase department, saying 
“I am basically only allowed to make decisions up to 50 000 SEK, and that is nothing in 
this industry”. Purchases through the purchase department can be which very slow and 
when the formal process finally is completed the work by the contractor, or the purchase 
is already done. However, EPM 2 highlight that decisions which affect time, function or 
economy needs to go through the steering committee. EPM 3 also express that decisions 
that affect time, function or economy needs to go through the steering committee. EPM 
3 said that if he has the right people in the project he will listen to them a lot and that 
decisions should always be documented. EPM 3 emphasized the importance of making 
decisions in order to move forward as it was said that “It is often that you need to make 
the decision right then, and it might be correct in that moment but not two weeks later”. 
EPM 3 said that as an external consultant he is loyal to the project, meaning that he may 
not care as much about what line managers think. 
 

5.2.5	Overcoming	Obstacles	and	Managing	Problems	

When asked how the interviewee deal with obstacles and problems occurring in the 
project the IPMs said that communication is important as problems occur daily, if it is 
something that you can handle within the provided frames you deal with it directly. If it 
is something that you cannot handle within the given frames you need to communicate 
with the involved parties and with the steering committee. 
  
LPM 1 and LPM 2 said that you need to adapt to the situation, and you need to 
communicate and inform the steering committee. LPM 3 said that there is not much you 
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can do about delays except from escalating it to either the steering committee or the 
management group, so they can tell you what to do. 
  
All EPMs said that communication is important and that you need to use your project 
team. EPM 2 said that you need to have competence that you can rely on through the 
mandate and authority you have been given. EPM 1 said that “you solve it together, that 
is what projects are about”. One example of problem solving was provided by EPM 3 
and said that “We were once promised to have one month to conduct the project but then 
it was reduced to two weeks. In order to solve the problem we hired an expert on time 
planning that planned the project on an hourly basis. And the project was successful”. 
The three EPMs said that if the problem affects the project objectives regarding time, 
function or economy you need to communicate with the steering committee. However, 
the EPMs explained that you do not go to the steering committee and ask what do to, 
instead you present different options in how to move forward with the respective 
consequences for each option.   
  
Obstacles and problems occurring in the project are dealt with directly by IPMs, as long 
as it is within the givens frames and communication is important. All but one LPM said 
that you need to adapt to the situation, the last LPM said that there is not much you can 
do about delays. EPMs said that communication is important and that you first lift the 
problem within the project team and try to solve it, and if it affects time, function or 
economy you need to communicate with the steering committee. 
 

5.2.6	Scope	Creep	

Changes in the Project Scope 
All IPMs explained that they take changes to the steering committee when changes in 
time, function or economy occur. IPM 2 said that changes in the project scope is asked 
for all the time, that more things need to be done, but it is often never a compromise with 
the time, and you need of course talk to the steering committee. 
  
LPM 2 expressed that changes and reorders are not allowed, because this should be found 
in the pre-planning and if not, asking for changes are bad business manner. LPM 2 said 
that “It is not acceptable to have wishes or demand changes when the project plan is 
approved”. Furthermore, LPM 2 said that if the project objectives really need some 
change you must inform the contractors. The answer of LPM 3 was aligning with what 
the IPMs answered. LPM 1 answered as if it were an investment instead of a project, 
saying that changes can be allowed up to a 10% extension of the initial budget. 
  
Two of the EPMs answered as the IPMs, that they bring it to the steering committee. One 
of the EPMs said “If it is not in the project plan it is often a question that needs to be 
answered by the steering committee”. The other EPM said that “If it is possible, you try 
to solve it. It is depending on what it is, but you need to deal with it. And if it is not possible 
you need to say it”.  
  
The answers between the EPMs and IPMs was similar and LPM 3 answered in the same 
way and said that he had experience of working as IPM earlier in his career. The other 
two LPMs have no experience from being an IPM or EPM and answered different than 
the rest and their answers were not close to each other whereas one expressed that changes 
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should not be allowed when the project plan is set and the other allowed changes but 
referred to investments. 
 

Continuous Improvements in Projects 
The question about how they handle continuous improvements in projects were not asked 
directly to all as they already had answered on the question. Another problem with the 
question was that when the question was asked, it was answered towards how they work 
with the project model at general level and other answered for specific improvements in 
a certain project. IPM 1 said for instance that “There are always things that can be done 
differently, and we have exchange of experience between the project managers”. While 
IPM 2 answered the question as it was intended to and said “There are constantly coming 
changes and suggestions from the client, it is too often that there are smaller things that 
some line manager tries to include in the project plan. But of course, if it is a change that 
is an improvement in the project we put it through. You need to have some split vision 
and perception of the game.”. 
  
LPM 2 answered the question in a similar way as IPM 1 and said, “You can always 
become better with doing projects”. Whereas LPM 3 said “I think it is good, if there are 
improvements that can be done you should do them”, and LPM 1’s answer was aligning 
with what LPM 3 said. 
  
EPM 2’s answer on how to deal with continuous improvements in projects was that “You 
just deal with it, in one way or another. It is not a problem. But it might be a consequence. 
You need to evaluate how the time, function and budget are affected. Then you must 
speak with the steering committee.”. EPM 2 emphasized that it is something that the 
steering committee should decide upon. Both EPM 1 and EPM 3 said that it is not possible 
to plan everything, and that you realize that you need to change the planned way of doing 
something when you start working with it. EPM 3 emphasized that you sometimes need 
to speak to the steering committee and tell them what is needed to achieve the project 
objectives and said that “I think that you should be flexible along the way, and as a project 
manager you need to have a good perception of the game”. What EPM 1 said is aligning 
with what EPM 3 said “If we see that we can do improvements, we are happy to escalate 
it to the steering committee”. 
 

5.2.7	Communication	-	Usage	of	Communication	Plan	

When asked about how the interviewee use a communication plan, one IPM expressed 
that something called a communication plan is never used, but said that it is made sure 
that contractors know who to contact. The other two IPMs knew what a communication 
plan is, one of them said it was done in the beginning and then rarely checked again and 
the other IPM had only experienced an extensive communication plan in bigger projects. 
  
As presented in our sample description the LPMs had the lowest level of project 
management education and none of the LPMs knew what a communication plan is. 
  
Two of the EPM said that they always establish a communication plan, sometimes just 
with the basics and sometimes more detailed with responsibilities, way of communication 
etc. EPM 3 said that it is different from project to project, sometimes does all 
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communication go through the project office and sometimes projects are done without 
any external communication. EPM 3 said that one project “was done projects under the 
radar. It just went forward very smooth, everyone was doing their job and it was moving 
forward almost entirely by itself. It was one person in the steering committee that was 
stunned, the person had only heard that the project was starting and then it was suddenly 
done”. 
 

5.2.8	Collaboration	or	Competition	within	LKAB	

When asked how the interviewee in general have experienced collaboration or 
competition between other projects and towards the organization LKAB, two of the IPMs 
expressed that it sometimes is a competitive situation regarding resources while the third 
IPM who also had heard about this expressed that it was just the result of people using 
the same individuals that are often used for projects rather than an actual lack of resources. 
The IPMs are not aligned regarding collaboration between projects, one IPM did not 
express much regarding this and one said that projects work closely to achieve synergy 
effects and IPM 2 explained how they have tried to reach this sort of collaborations before 
without success. IPM 2 said that “The best cooperation that you can have is actually with 
your client”. In addition, one IPM expressed that since the IPMs were spread out in the 
office building insight in each other’s projects and cooperation was lost. It was said by 
one IPM that “We treated everyone as LKAB employees before, it wasn’t supposed to be 
any difference if you were external or internal as long as you wear the LKAB suit”, and 
that it is hard to maintain the contact when the external people are sent down to the second 
floor in the office building. 
  
All LPMs agree on that there is a collaboration with projects and LKAB. LPM 2 
expressed that there can be competition in the line towards getting the project 
management office to handle the projects. LPM 2 refer to when he acts as client for large 
projects and wishes that there would be more meetings and more information 
communicated about how the project is running.  
  
EPM 3 expressed that there might be cases of competition between consultants but that 
has nothing to do with LKAB. EPM 2 expressed that even if consultants put on the 
LKAB-hat and tries to work for what is best for LKAB they are not treated as an LKAB 
person, and there can be some sort of competition rather than collaboration with 
consultants from some LKAB employees. EPM 2 said that “We are not subordinated 
species because we are consultants”, meaning that consultants are sometimes not trusted 
and treated in a bad way by LKAB employees. EPM 1 emphasized the collaboration 
between the project and the line and explained that production will always be higher 
prioritized than the project, and said that it is never a problem since the client comes from 
the line and if the steering committee take resources from the project the client is aware 
of what consequences are. 
  
None of the respondents gave any example on how projects have collaborated with other 
projects to gain synergy effects. For all project managers examples of collaboration where 
more about collaboration with the line, or as two IPMs referred to when there is 
competition about resources they communicate in order solve it as a way of collaboration. 
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5.2.9	Organizational	Support	

It was asked how the interviewees experience organizational support, both from the line 
but also from other departments at LKAB and from the steering committee. The IPMs 
agreed that the client support their projects, two of the IPMs stated however that the client 
sometimes is too busy with their regular tasks, meaning that they cannot get enough 
information and expertise. One of the IPMs said about the support from the client that 
“We need their expertise and experience, it is working well in most projects, but 
sometimes it is not working and then the client might say that the delivered product is not 
exactly what they wanted”. Another IPM said that “I am dependent on knowing what 
outcome they [the client] want, and their experience and information could be helpful for 
me in the project”. IPM 1 emphasized that the support from the head of the project office 
is great. IPM 2 explained that it is a challenge to receive support from LKAB’s own 
supportive units when you need help, and help is granted only when there is something 
special. All IPMs expressed that questions and communication to the steering committee 
can be done with an informal email or phone call, which benefit the project when 
decisions need to be fast. IPM 2 stated that in larger projects, the members of the steering 
committee come from higher positions in the organization and in these cases 
communication and decisions are done slower than in smaller projects. 
  
The LPMs agree on that they receive support both from LKAB and from the steering 
committee. However, many of what the LPMs name projects are investments which does 
not include a steering committee. LPM 3 stated that he does not feel that they get as much 
support from the administrative support functions such as Quality, Environment and 
Health (QES), and CE-certification, as the IPMs does. 
  
All EPMs express that they have organizational support and from the steering committee. 
It was said by two EPMs that it is important to know who to contact, otherwise it can be 
quite slowly. One of the EPMs said that “You are often getting support from the 
supporting organizations, but it can take time if you don’t know who to contact”. EPM 3 
said that even if you receive support from the supportive units LKAB’s administrative 
system is not modern and is rather inefficient. 
  
Organizational support seems to be similar for all of the project managers. They expressed 
different things around support such as importance to communicate, that you contact the 
right person to get support and that people at LKAB are used to projects which means 
that they often engage because they know they can influence the outcome if they 
participate. 
 

5.2.10	Perspective	

Task vs. Organizational 
The interviewees were asked what the interviewee consider most important, achieving 
time, budget, quality as defined in project scope or that the delivery to the receiving 
function at LKAB is best possible in order to determine whether they have a task or 
organizational perspective. Two of the IPMs expressed clearly that it is most important 
to satisfy the client. IPM 3 said that “I am a co-worker with our client, I am a tool for our 
client, and it is our client that ranks what is most important in that certain project”. IPM 
2 stated that function and keeping time is most important and that this would  also mean 
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that the result is automatically good. Thus, the IPMs expressed that they have an 
organizational perspective rather than a task perspective as two clearly expressed an 
organizational perspective and IPM 2 both perspectives.  
  
All LPMs did not hesitated when they directly said that what is most important is that the 
end result is as good as possible. All of the LPMs expressed clearly an organizational 
perspective. 
  
The EPMs expressed both perspectives. For example, EPM 2 expressed a clear task 
perspective when he said that he is hired for doing the project. EPM 3 answered that both 
the project objectives time, budget and function are as important as delivering what is 
best possible for LKAB. EPM 1 emphasized that he always wants a satisfied customer 
and explained that if you would keep the steering committee well informed and let them 
take decisions you would not need to choose between them. Two of the EPMs expressed 
both perspectives whilst one EPM clearly answered a task perspective. 
  
Both IPMs and LPMs expressed to have a clear organizational perspective and the EPMs 
did not express it as clearly and expressed at the same time also a task perspective, and 
one of the EPMs did express a clear task perspective. 

Achieving Project Goals vs. Effect Goals 
When asked what is most important, achieving the project goals or that the effect goals 
are achieved, the IPMs answered that the effect goals are most important. This is in line 
with their expressed organizational perspective. IPM 1 and IPM 3, who expressed a clear 
organizational perspective also answered directly that the effect goals are more important 
than the project goals. IPM 3 said “Effect goal, it must be what is best for LKAB”. While 
IPM 2 consider project goals and effect goals equally important. 
  
All LPMs expressed that the effect goal is more important. LPM 2 said that they are 
following each other, but that it is the result, the function that is most important. LPM 3 
said that achieving the effect goals are more important but that “The project goal is a part 
of the effect goal”. 
  
The EPM answered in similar ways that both are important but that they are hired for the 
project goals which should lead to that the effect goals are met, however this may be 
visible first after a few years. EPM 2 explained it as “My assignment is the project goals 
by itself, and the effect goals takes some time”. EPM 3 said that “I mean that effect goals 
and project goals are not in contradiction with each other, and if it is, it is very 
problematic”, while EPM 1 said “We fulfil the project goals and that gives us the effect”. 
  
IPMs and LPMs are unambiguously valuing achieving the effect goals more important 
than achieving the project goals. The EPMs are valuing both as important, but that they 
are hired for the project and cannot be responsible for achieving the effect goals as it 
might be visible first when the project already has been completed. 
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5.3	 Interviewees’	 Perceived	 Differences	 Between	 the	 Different	
Categories	of	Project	Managers	

The interviewees were asked if they had any perceived differences between the different 
categories and their strengths and weaknesses in comparison to project managers in other 
categories. IPM 1 and IPM 2 said that they have not any experienced differences between 
IPMs and EPMs. IPM 3 is however highlighting that there is a big difference between 
EPMs and both IPMs and LPMs as EPMs cannot access LKAB’s internal systems. IPM 
3 explain further that EPMs cannot access LKAB’s routines and specific information 
about the facilities, and this means that EPMs needs to be fed that information by someone 
at LKAB. IPM 3 explains that this is a problem because EPMs have not necessary 
information and therefore does EPMs not have the same prerequisites to make their work. 
The differences between IPMs and EPMs in comparison to LPMs is that the way of 
conducting projects is similar between IPMs and EPMs. LPMs are said to not have the 
same accuracy and structure, IPM 1 said that “they are a bit more hands on and tend to 
shoot from the hip”. All IPMs were critical about the way LPMs are conducting projects, 
and if what they do in some cases even could be called projects. IPM 2 said that “The 
people in the production can’t run projects because they have no idea how to do it, when 
they run projects from the line it is more like High Chaparall”. Furthermore, IPM 2 said 
that EPMs could lack knowledge about the production, IPM 1 said however that many of 
the EPMs are former employees at LKAB and that they do therefore have knowledge 
about the production. All IPMs said that their strength is that they are constantly doing 
projects, and that they know the project model. IPM 1 and IPM 3 said that they perceive 
the project office as a strength, IPM 3 said “No matter what question I get stuck on I have 
the entire hallway to ask”. IPM 2 said that he thinks that EPMs could even be better than 
IPMs and said “If you are paying for a project manager, you can have certain demands, 
and EPMs are therefore sometimes even better [than IPMs]. They are often experienced 
and have really good knowledge”. 
  
The answers from the LPMs were in general brief. LPM 2 said that he prefers if he could 
use a consultant in most projects because he have experienced that consultants are often 
very knowledgeable as they have experiences from several different workplaces. LPM 1 
said that he thinks that LPMs are more hands on than IPMs and EPMs because they are 
more “by the book”. LPMs are said to have more knowledge than other categories about 
the production, the facility and the machines, but not about how to manage projects. LPM 
2 said that the strengths of IPMs and LPMs is that they know the production process, in 
comparison to EPMs that might lack it.  One of the LPMs said that he would appreciate 
to be helped more often by IPMs and EPMs as LPMs often don’t know how to run projects 
and because they do not have time. It was also said that “If we are supposed to continue 
running projects in the line we need to have people with some sort of education, or that 
the project managers [LPMs] can be educated. Now it is more like rock n’ roll and 
shooting from the hip”. 
  
All EPMs said that they can have full focus on the project because you are hired to be the 
project manager, and does not need to care about what is happening in the rest of LKAB. 
One EPM put it in this way “Compared to internal project managers I don’t need to enter 
the LKAB-fuzz [distraction]”. Another said that IPMs, in comparison to EPMs, need to do 
a lot of different things that makes you wonder if they actually have time to do their work 
as project managers. All EPMs said that they can be replaced if they do not meet the 
expectations, fulfil the results or are committed. EPM 3 thinks that being an IPM is a 
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security and failure is more tolerated and as a consultant you need to deliver results. EPM 
1 said that “you are more committed to do a good work when you are external, because 
it is simple, [if you don’t meet the expectations] you can be replaced”. EPM 2 said about 
LPMs that they need to be willing to run the project if they are supposed to do it, and they 
need basic knowledge about project management, and they cannot at the same time be 
expected to do their ordinary production work. EPM 3 said that he thinks that LKAB are 
not educating their project managers that much. The EPMs agreed with each other as they 
all said that one of their strengths is that they can be replaced if they do not meet the 
expectations. As EPM 2 said it “LKAB can replace me whenever I am not doing a good 
work, it is a benefit for LKAB and a motivation for us. We must perform, we need a 
satisfied client.”. EPM 3 said that “We, the consultants, have the project to accomplish 
and are loyal to the project”. One of the EPMs said that projects driven by IPMs are often 
very weighted down by meetings and burdened with administration, the other two EPMs 
said that a weakness for the IPMs is that they need to do a lot of different things that are 
not in connection to the project. According to the EPMs their strength is that they can 
focus fully on the project. Another strength that was mentioned by both EPM 1 and EPM 
3 is that they have a large network, both within LKAB and people that are in a totally 
different industry, that they can ask whenever they need help. EPM 1 put it in this way “I 
think that is a strength as a consultant, that you can bring a different perspective”. Two 
of the EPMs said that a weakness for the consultants is that they do not have direct access 
to the internal systems and that they need to ask an employee to feed them the information. 
EPM 2 continued and said that it means that it might be a limitation because it takes a 
long time before purchases are approved through the proper channels. 
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6.	Analysis	and	Discussion	

We are in this chapter analysing and discussing our empirical findings in connection to 
the purpose of this study. The structure of this chapter is organized in a way that allows 
the reader to identify themes that are interlinked. Towards the end of this chapter are the 
interviewees’ perceived differences between the different categories of project managers 
analysed and discussed, then are our identified differences and similarities presented 
followed by a final section that summarizes the conclusions.  

6.1	Project	Management	by	Communication	

6.1.1	Conflict	Management	

All respondents emphasized communication in their answer on how they manage 
conflicts. The LPMs answers were shorter and less comprehensive compared to the IPMs 
and EPMs. Drawing from Katz (1974) three skill approach El-Sabaa (2001, p. 3) found 
that project managers considered human skills to be the most essential for a project 
manager. Since Katz (1974) emphasized that human skill refers to a manager’s ability to 
work with people we argue that a manager's ability to solve a conflict is connected to 
his/her level of human skills meaning that a manager with well-developed human skills 
will be better to solve conflicts. Furthermore, El-Sabaa (2001, p. 4) included 
communication as one of the items in human skills and found that project managers rated 
skills in communication as the most important skill. 
  
Two of the EPMs explained how conflicts to a large extent is avoided if you build the 
project around external resources, both explained that this was because of the uncertainty 
external resources face since they are much easier to get rid of if they become problematic 
during a project. Since all project managers have influence in the organizing of the project 
organization it is worth to note that the linkage between organizing and preventing 
conflicts was only made by EPMs. However, one of the IPMs answered that it is easier if 
the people involved are consultants because you can always replace them. It is possible 
that IPMs and EPMs at a general level have higher human skills compared to LPMs. 
However, since all respondents answered communication as a tool to manage conflict and 
some respondents answered hypothetical because they had no experience of conflicts, we 
will not make any conclusion about differences towards how they manage conflicts. 
 

6.1.2	Obstacles	and	Problems	

The IPMs expressed a strong orientation towards communication as a tool of overcoming 
obstacles and solving problems, and a strive to solve the problem directly as long as it is 
possible within given authority. LPMs expressed that you need to adapt to the situation 
and inform the steering committee, furthermore one LPM expressed that you should ask 
your managers or steering committee what do to. This passive approach expressed by 
LPMs is in contrast to EPMs who emphasized that they do not ask questions for the 
steering committee in this regard, instead they present the situation with alternative 
options along with their respective consequences and thereby giving the steering 
committee options rather than a question. One of the EPMs explained that this meant that 
he would present a solution to the steering committee after he had presented different 
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options to certain problem. This indicate high conceptual skills since it requires an 
understanding towards the specific situation and an ability to see the best solution. 
  
EPMs highlighted communication and that you lift the problem within the project team 
and try to solve it before escalating it to the steering committee. This way of approaching 
obstacles and problems could be argued to enable the project manager to gain knowledge 
and understanding about the problem and might thereby be able to make a decision 
without escalating it to the steering committee. Furthermore, as Katz (1974, p. 93-94) 
explains that unification of an organization is important for its overall success, it could 
be considered that the method that EPMs are approaching problems through is a unifying 
and collaborative activity. Indicating that EPMs would have higher degree of conceptual 
skills compared to LPMs and IPMs. An example that argues for EPMs’ higher degree of 
problem solving and conceptual skills is  the situation where one EPM succeeded with 
the project even if the time was reduced to the half of what was first agreed upon. This 
could then imply that EPMs’ project teams are more unified and more collaborative than 
other project managers’ teams. If so, it would eventually mean that EPMs are avoiding 
conflicts within the project team more efficient than other project managers.  Even if no 
differences can be concluded from how the project managers deal with conflicts this 
finding might indicate that there is a difference existing regarding conflict management. 
  

6.1.3	Communication	Plan	

According to LKAB (2017, p. 22-23) a plan for communication should be developed to 
identify stakeholders which are affected by the project and what information they should 
get at what time. Thus, LKAB’s project-guide does not use the term communication plan 
but the content of a communication plan is explained. Not all respondents said that they 
used LKAB’s project-guide and some even said they had never looked in it. However, a 
communication plan is not something unique for LKAB’s project-guide but a common 
tool in project management (e.g. Tonnquist, 2016, p. 116; PMI, 2017, p. 366). None of 
the LPMs knew what a communication plan was and they had lower level of project 
management education compared to IPMs and EPMs. Thus, we argue that the knowledge 
about a communication plan is related to the respondents’ level of project management 
education. 
  
One IPM had only experienced the use of a comprehensive communication plan in large 
projects and another IPM said it was done in the beginning and then never looked back 
upon. The purpose of the communication plan is to aid the project manager so ensure that 
the project send and receive information with the right stakeholders at the right time 
(Tonnquist, 2016, p. 116). Therefore a simplistic communication plan can be sufficient 
in some projects and it is possible that the IPM who said that the communication plan 
was not looked back to remember the all information. The EPMs said it were different 
depending on the project and one of them said that he would not always do it while the 
other two said they always do it, but more or less comprehensive. Therefore, we can say 
that EPMs indicates to use the communication plan more frequently than IPMs. Even if 
a communication plan should be developed according to LKAB’s project guide our study 
found that LPMs is not using communication plans. 
  
Anantatmula (2010, p. 18) project performance model contained “create clarity in 
communications”, we argue that a communication plan is a suitable tool to aid a project 
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manager to create clarity in communications. Furthermore, Anantatmula´s (2010, p. 18) 
model included “define roles and responsibilities”. We suggest that a communication plan 
can be used to delegate responsibilities over the communication to different stakeholders 
which also help to create clarity in communication. Thus, we suggest that project 
communication plan does not only help project managers in a managerial matter but can 
also aid them in their leadership to define roles and responsibilities and create clarity in 
communication. Which according to Ahmed and Anantatmula (2017, p. 195-200) has a 
direct positive effect on project performance.  
 

6.2	Encourage	and	Motivate	

One of the LPMs answered as the client for the project and another LPM referred to an 
investment instead of a project when he said that buying new stuff is in itself motivating. 
We argue that this question could be perceived as sensitive since some people expect 
leaders to encourage and motivate. Thus, to avoid leading the respondents we did not 
make any follow up question after their initial answers in this specific theme.  However, 
LPM 3 and EPM 1 expressed that they try to create a tolerant and forgiving environment, 
so people feel that mistakes are tolerated, this is accordingly with how Katz (1979, p. 91) 
explain a manager with developed human skills. Furthermore, Katz (1979, p. 91) suggest 
that a manager with developed human skills recognize the needs and motivations for 
others. This is what IPM 3 expressed while emphasizing the need to adopt the leadership 
depending on the individual's level of knowledge and ripeness. Thus, all categories 
expressed parts of the leadership which is included for a manager with developed human 
skills. Overall, we received many different answers on how they act as project managers 
to motivate the project members. However, the differences in project leadership had no 
connection to the project manager´s category and therefore our result indicate that project 
leadership depends on the individual. We argue that a great part of leadership is connected 
to human skill, which Katz (1979, p. 92) suggest must be naturally developed meaning 
that it is practiced all the time unconsciously. Since it is practiced unconsciously our result 
make sense since an individual would not likely change their subconscious acts if for 
example they changed from being an IPM to an EPM. 
  

6.3	Project	Management	

6.3.1	Planning	

Thomas et al. (2008, p. 106) explain that project planning is of major significance to 
project success. Projects are defined as an activity to create a unique product, service or 
result (PMI, 2017, p. 4). Therefore, one could argue that planning is crucial as there are 
limited experiences about how the project objectives should be achieved, meaning that it 
should be enough time available to conduct a solid project plan. The answers within the 
different categories of project managers were somewhat disperse and it is not possible to 
state what is characterizing a specific category. It is however necessary to carefully 
consider what two of the LPMs answered as they are not actually planning projects. When 
analysing what the IPMs and EPMs said it is possible to identify similarities in their 
answers. People from both categories answered that there is sometimes not enough time 
to plan, indicating that it could be a compromise on the project success if one were to take 
Thomas et al. (2008, p. 106) statement above into consideration. Senior management 
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often fail to understand the value of planning in a project and put pressure on project 
managers to get started with the project (Thomas et al., 2008, p. 109). It could therefore 
be understood that a forced planning process is not unique for LKAB, and not occurring 
particularly for either IPMs or EPMs. Interviewees from both categories IPMs and EPMs 
expressed that it is important that you take the necessary time to conduct a solid planning, 
implying that no differences in how IPMs and EPMs plan their projects was found.  
  
It is however noteworthy that Thomas et al. (2008, p. 105) explains that project planning 
and project implementation is interrelated and should be developed in an integrated 
manner, meaning that developing a project plan separated from the executing project team 
is reducing the chances for achieving project success. One IPM and the LPM who is 
planning projects according to LKAB’s project-guide said that they could hire consultants 
to conduct the project plan, while none of the EPMs said anything about contracting 
someone to conduct the planning. It is therefore possible to identify that there is a 
difference between EPMs and LKAB employees. Meaning that the project plan is 
developed integrated with the executing project manager when there is an EPM, while 
there is a risk when IPMs or LPMs are conducting projects that the executing project 
manager has not been integrated when developing the project plan. 
  
When asked how the interviewee plan projects only one IPM and one EPM emphasized 
the importance of the project team being aware of the project objectives. This is indicating 
that these two project managers are aware that clear project objectives are important when 
building an effective project team. Clear project objectives might be considered common 
knowledge in project management as it is explained as one of the first steps when defining 
project scope (see e.g. Larson & Gray, 2018, p. 103; Zwikael & Meredith, 2018, p. 477). 
It is however explained that unclear project objectives are a barrier when building an 
effective project team (Wilemon & Thamhain, 1983, p. 73-81). As the majority of the 
project managers did not express anything about defining the project objectives for the 
project team it is not possible to assume that it is done by other project managers than the 
IPM and EPM that clearly expressed and emphasized it. 
 

6.3.2	Risk	Management	

All IPMs and EPMs follow LKAB´s routines in how they manage risk and most of them 
expressed positive comments about it. LPM 2 also mentioned LKAB´s own model for 
risk valuation. The other two LPMs answered more towards personal safety instead of 
risk management, meaning that they developed their answers towards risk of personal 
injuries rather than identifying and dealing with risks concerning the project outcome. 
However, according to LKAB´s project-guide (LKAB, 2017) the objective with risk 
management is to avoid unforeseen problems but also to prevent ill health and accidents. 
Thus, the two other LPMs who answered with personal safety in mind could in theory 
refer LKAB (2017). However, since personal safety was the only thing, they expressed 
in the topic risk management and one of the LPMs said that he had never looked in the 
project-guide we draw the conclusion that they refer to LKAB´s safety policy instead of 
the project-guide. We did not find any differences between IPMs and EPMs in how they 
manage risk in projects. We found that some LPMs are not managing all risks in projects 
but instead focus on personal safety. However, there was no clear difference between 
LPM 2 compared to the IPMs and EPMs and therefore we found a large variation in how 
LPMs manage risk. 
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Zwikael and Ahn (2011, p. 31) found that risk management planning is effective when 
the level of project risk is medium or high, while it may be ineffective or even unnecessary 
for projects with low risk. In our study we did not examine the level of risk for all the 
projects, therefore we do not know the risk level for the projects conducted by the LPMs 
who only referred to personal safety in the question about how they manage risk in 
projects. We support the findings by Zwikael and Ahn (2011, p. 31) which mean that if 
the level of risk where low in the projects run by the LPMs they could be right to just 
focus on personal safety in their risk management efforts. However, since two LPMs did 
not express how they would manage risk for a project with medium or high level of risk 
the result indicates that LPMs at a general level have lower skills in risk management 
planning compared to IPMs and EPMs. 
 

6.3.3	Organizing	the	Project	Team	

A critical determinant for project success is whether the team building is effective or not 
(Wilemon & Thamhain, 1983, p. 73-81). Wilemon and Thamhain (1983, p. 73-81) 
explains that when a project manager is assigned available persons instead of the most 
suitable person it may result in low motivated and uncommitted team members. It is 
therefore understood that the possibility to select the project team members as a project 
manager is crucial for building an effective team and thereby achieve project success. It 
is interesting that one EPM have experienced that LKAB as an organization is assigning 
people to projects that could be spared from the production instead of persons that are 
suitable for the project. It could be the case that EPMs are handed resources that could be 
spared from production and that there would be a difference in the level of suitability of 
the human resources allocated to projects. In other themes of our interviews both IPMs 
and EPMs expressed that consultants (including EPMs) are considered as outsiders even 
when they work for LKAB which could show in special treatments like this. This is a 
sensitive topic, meaning it is possible that more EPMs have experienced this issue without 
expressing it, we do however not have enough data for making a conclusion. 
 
Wilemon and Thamhain (1983, p. 73-81) explains that it is important when building an 
effective team that the team members are able to put the project’s interests above their 
own interests, and that it is problematic when the team is relying on support groups that 
have different interests and priorities. All categories of project managers have influence 
on who to include in the project team. But, since LPMs clearly expressed that they can 
freely choose who to include in the project team it is possible to state that the LPMs have 
a slightly higher influence than IPMs and EPMs over who to include in the project team. 
It emerges however the question, since the LPMs are choosing people from the line, 
everyone in the project team would have their main work tasks that they need to put aside 
in favour of the project’s interests. This means that even if LPMs can choose freely who 
to include in the project team, they would still need to overcome the barrier of team 
members putting the project’s interest above their own interests. However, except from 
what is said about LPMs above, it is not possible to identify any differences in organizing 
the project team between the different categories of project managers.  
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6.3.4	Decision-making	

Katz (1974, p. 93) explains that the success of decisions is relying on the decision-making 
manager’s level of conceptual skills. The overall success of a company is dependent on 
the managers’ skill in carrying out decisions, and the conceptual skill is crucial in unifying 
and coordinating a company (Katz, 1974, p. 93-94). Perceiving decision making as a 
mean of unifying an organization, it is important to highlight that the project manager’s 
knowledge and understanding about how different decisions affect the overall success is 
important. Therefore, without taking the formal decision process into consideration, it is 
possible to argue that project managers that easily escalate decisions to the steering 
committee have lower conceptual skills than those project managers who are able to unify 
the project team and make decisions based on how it affects the overall success. It was 
seen that the EPMs along with IPM 2 thinks that it is better to make a decision than put 
the project at a halt, that escalating decisions to the steering committee implies. Our 
empirical findings show that the EPMs are more willing to make decisions outside of 
their formally given authority, and could therefore be considered to have higher 
conceptual skills than other categories. One explanation to why EPMs are more willing 
to make decisions outside their formal authority is because of the slow process in 
purchases in which they take decisions before the formal decision process inside LKAB 
is completed. As one EPM explained in this regard is that the work is already completed 
by the time the contract is signed all thru the hierarchical levels inside LKAB. Thus, the 
EPMs are willing to take decisions outside their formal authority to ensure the project 
keep run at schedule which is inside their given authority. This mean that EPMs take 
decisions outside their frame when it is beneficial for LKAB, which is an example on 
how they use their conceptual skill. Katz (1979, p. 93) explain that an administrator with 
conceptual skill act in way which advance the overall welfare for the organization. The 
finding that EPMs indicate to have higher conceptual skills than other project managers 
is in line with our reasoning in section 6.1.2 Obstacles and problems. 
 

6.3.5	Scope	Creep	

Changes in the Project Scope 
Nelson (2012, cited in PM Network, 2012, p. 24) explains that scope change and scope 
creep is not the same, creep is when changes are made without approval from the sponsor 
or the steering committee while scope change is any change or addition made to the 
project and approved by the sponsor or the steering committee. All but two project 
managers were clear about that scope creep should be avoided and escalating changes to 
the steering committee. This could be considered as the project managers are avoiding 
scope creep through escalating changes to the steering committee, meaning that what 
could have been a scope creep is turned into a scope change through the approval from 
the steering committee. The two project managers who did not clearly express that scope 
creep should be avoided was one LPM and one EPM, what they said could be considered 
as they are allowing scope creep to occur in their projects. 
 

Continuous Improvements in the Project 
The intention of this question was to find out how the project manager perceive their 
responsibility in making continuous improvements in projects, meaning that if themselves 
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are active in the search of finding solutions beyond the project scope they might be more 
exposed to scope creep. This question was however interpreted in different ways by the 
interviewees, some answered how they work with the project model at general level and 
others answered for improvements in projects. As the answers were not answering on the 
same topic it would not be correct to include this question in its entirety in our analysis. 
With this acknowledged, we would still like to analyse the answers that was about 
improvements in projects. What IPM 2 and EPM 2 said is aligning with Nekrasova (2012, 
cited in PM Network, 2012, p. 24), that a project manager should convince the initiator 
of a change that it affects the result, time and budget, and that if the impact of the change 
is negative it prevents the project manager from achieving the project goals. IPM 2, EPM 
1 and EPM 3 mentioned that you need to have a split vision, meaning that you need to be 
able to evaluate if a change is positive or negative. Bleen (2012, cited in PM Network, 
2012, p. 24) explains that it is impossible to know all scope up front, which is aligning 
with what was emphasized by EPM 1 and EPM 3, that it is not possible to plan everything. 
However, no conclusion can be drawn that there is any difference on how the different 
categories of project managers perceive continuous improvements in projects. This means 
that no category of project managers are more exposed to scope creep through continuous 
improvements than other categories of project managers. 
 

6.3.6	Organizational	Support	

Nesheim and Huskaar’s (2015, p. 1422) finding that knowledge sharing is higher within 
an in-group than with an out-group is interesting when analysing what the interviewees 
said about organizational support. It is understood that the general organizational support 
is similar among the different categories of project managers. However, those who 
expressed deficiencies in the organizational support were solely IPMs and LPMs, while 
EPMs did not express anything about deficiencies in the organizational support. 
However, they said that you need to know who to contact. Considering knowledge 
sharing as a form of cooperation, it is possible to argue through Nesheim and Huskaar’s 
(2015) findings, that the organizational support and thereby meaning cooperation, should 
be higher within an in-group while it should be lower with an out-group. Our findings are 
in contradiction to Nesheim and Huskaar’s (2015) as EPMs did not express any 
deficiencies about the organizational support from LKAB. These findings are instead 
supported by Nesheim and Smith (2015, p. 265) that found no differences in knowledge 
sharing behaviour between employees and consultants in projects. 
  
Analysing the empirical findings further could be done through assessing what the EPMs 
said, that it is important to know who to contact in order to gain organizational support 
efficient. One could assume that employees of LKAB would have a larger network within 
the organization and therefore easier to contact the right person when needing 
organizational support, and that consultants at LKAB would not have as wide, or any, 
network within LKAB. This assumption is however eliminated by our empirical findings 
as the EPMs are working to a large extent only with projects at different areas within 
LKAB, and therefore they have a wider network within LKAB than IPMs and LPMs. 
Furthermore, the EPMs would eventually have a larger network outside of LKAB and the 
possibility to use contacts outside of LKAB as well whenever they need any kind of 
support. This is supported by what LPM 2 said about perceived differences between the 
different categories, that consultants are often very knowledgeable as they have 
experiences from several different workplaces. 
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The conclusion that can be made about organizational support from LKAB is that there 
are no particular differences among the project managers. It is however possible to 
imagine that, if there were differences, it would be that EPMs would not have as good 
organizational support from LKAB as IPMs and LPMs since they are external from the 
organization. Even if no differences can be derived from our findings it is plausible to 
argue that because it is important to know who to contact in order to gain organizational 
support, EPMs would therefore eventually be perceived to have slightly higher 
organizational support as they often have a larger network in within LKAB in comparison 
to IPMs and LPMs. 
 

6.3.7	Collaboration	or	Competition	within	LKAB	

When we developed our interview instrument we discussed where it could be possible to 
find differences in how the different categories of project managers manage projects. 
Since all projects in the study is financed by LKAB you could argue that projects would 
collaborate to gain synergy effects for the main organization LKAB. However, you could 
also argue that all projects are temporary organizations and therefore would project 
managers focus on their own project and therefore rather compete than collaborate. With 
these conflicting arguments pointing for both collaboration and competition we decided 
to include this question in the search to answer our research question. 
  
Two IPMs said that sometimes there is competition about human resources such as certain 
construction managers. On the other hand, IPM 2 had also witnessed this but argued that 
this is self-situated, IPM 2 explained that this is just because some project managers 
choose to use the same human resources over and over again instead of letting someone 
else join the project. According to IPM 2 there is more human resources available at 
LKAB and beyond that there is the possibility to bring consultants all across Sweden. Our 
conclusion is that the competition about human resources would be avoided if project 
managers were more willing to bring new human resources to their projects. The IPMs 
had different answers regarding to the level of collaboration between projects and we 
suggest that this is possible due to the separation in the project management office. The 
project management office has one section working with projects above ground level and 
one section working with project down in the mine, our result indicate that the level of 
collaboration varies between the two sections. However, we are not saying that one of the 
sections is better at collaboration but simply that one seems to collaborate more. There 
could for example be differences between the projects which make collaboration more 
effective or perhaps even possible. This was not examined so we will not make any hasty 
conclusion rather we suggest that one of the sections seem to collaborate more with other 
projects then the other section.  
  
LPM 2 said that there can be competitive situations in the line towards getting the project 
management office (IPMs) to manage their projects. This is interesting since some of the 
IPMs had experience of situations where they have taken over low budget projects with 
low complexity while the same function from the line had manage a more complex by 
themselves. The IPMs expressed this because they suggested that their skills in project 
management would come to more use in complex projects and therefore would have 
preferred if LPMs would have taken the easier project. However, it was not our purpose 
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to examine the process in how projects are assigned and therefore we did not proceed on 
this matter.   
  
Most respondents emphasized the collaboration with the client, which according to some 
of the IPMs and EPMs could be challenging because the clients are busy with their 
ordinary tasks. Turner and Müller (2004, p. 335) found that the best performing projects 
had high levels of collaboration between the client and the project manager. All project 
managers in our study acknowledged the importance of  the collaboration with the client. 
Thus, our findings indicate that in cases where collaboration with the client is low, the 
responsible party is most likely the client. However, since the production has higher 
priority than projects we do not intend to blame clients, rather our intent is to present that 
no difference between the categories of project managers was found in this regard. 
  
All respondents answered collaboration towards the client but none of the respondents 
gave any example on how projects have collaborated to gain synergy effects. One section 
from the project management office said that they do try to collaborate between projects, 
but examples presented was more in communication and resource management rather 
than gaining synergy effects. Except from the competition experienced by LPMs between 
themselves to get the project office to take over their project and EPMs experience of 
competition between consultancy firms we did not find any differences towards 
collaboration or competition between the categories of project managers. Instead our 
study indicates differences between the project management two sections, and this could 
either be because their respective routines or the type of projects they conduct.  
 

6.3.8	Perspective	on	Project	Management	

Table 9 below shows the interrelationship between the respondent’s perspective towards 
project management and what out of project goal or effect goals is more important. As 
we can see, most of the respondents had an organizational perspective or expressed both 
perspectives. EPM 2 said that since the clients at LKAB are often unavailable to support 
the project a task perspective is preferred with an explanation that he is hired to achieve 
the project goal, meaning that it is unfortunate that the client’s needs are hard to meet 
when they are not represented in the project. As we presented in our theory chapter 
Andersen (2016, p. 62) found that project managers have different perspectives on how 
they perceive project management. Furthermore, Andersen (2016, p. 62) found that many 
project managers tried to combine the two perspectives. Our findings that project 
managers can combine task and organizational perspective support Andersen (2016, p. 
62) findings. However, our result is contradictory to Andersen (2016, p. 62) towards 
which perspective is dominant since the organizational perspective was dominant in our 
study and task perspective was dominant in Andersen’s (2016, p. 62) study. 
 
We also asked the respondents what is more important to achieve between the project 
goals or the effect goals. Our intention was to see if project managers with a task 
perspective would prioritize to reach the project goal and if project managers with a task 
perspective would be more concerned about the effect of the deliverables for the receiving 
part in LKAB. Here we found that all project managers were consistent with their answers 
towards their perspective. Thus, the project managers who expressed both perspectives 
did this both in the question about their perspective and towards the goals of the project. 
One could imagine that EPMs would have a task perspective and prioritize reaching the 
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project goals just as EPM 2 answered. However, the other two EPMs argued that you 
could reach both goals and that they were not contradictory to one another. 
 
Furthermore, the context in Kiruna where LKAB is by far the largest organization creates 
a situation in which many consultants do most of their work towards LKAB. We argue 
that the context at LKAB in which EPMs rely on a satisfied client is perhaps more 
important compared to consultants in general since we found that the EPMs did most of 
their consulting towards LKAB. Thus, we suggest that this is likely one factor to why 
EPMs expressed an organizational perspective. 
 

Table 9. Interrelationship between perspective and the goals.  

  
Name 

Task vs organizational 
perspective 

  
Project goal vs effect goal 

IPM 1 Organizational perspective Effect goal 

IPM 2 Express both perspectives Equally important 

IPM 3 Organizational perspective Effect goal 

LPM 1 Organizational perspective Effect goal 

LPM 2 
  

Organizational perspective Effect goal 

LPM 3 Organizational perspective Effect goal 

EPM 1 Express both perspectives Equally important 

EPM 2 Task perspective Project goal 

EPM 3 Express both perspectives Equally important 
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6.4	 Interviewees’	 Perceived	 Differences	 Between	 the	 Different	
Categories	of	Project	Managers	

Differences Expressed by More than one Category of Project Managers.	
The differences listed below were expressed by more than one category of project 
managers about another category: 
 

• LPMs tend to be less accurate with their projects 
• LPMs are not educated and does not know how to run projects 
• It is a weakness that EPMs does not have direct access to internal systems 
• EPMs are very knowledgeable as they have experiences from multiple workplaces 
• It is possible to have higher demands on EPMs 
• EPMs need to meet expectations or they can otherwise easily be replaced 

 
Both IPMs and EPMs were critical about how LPMs conduct projects, and it was 
questioned by the LPMs themselves if they should conduct projects. One of the LPMs 
agreed with was said independent about them and said that the LPMs are less accurate 
with their projects. Thus, all project management categories, including LPMs, expressed 
that LPMs does not know how to run projects and are not educated in project 
management. Jugdev (2007, p. 437) explains that it is recommended that companies need 
to develop and invest in their intangible project management assets because it could 
contribute to a temporary competitive advantage. LKAB is understood to not develop and 
invest in their LPMs and it could therefore not be expected that LKAB gains a competitive 
advantage through conducting projects with LPMs. Furthermore, Palm and Lindahl 
(2015, p. 836) found that the turnover intention among project managers is increasing 
when the project manager for instance is not receiving support from their organization or 
are not educated. This implies that the turnover intention among the LPMs is higher than 
the other categories of project managers.  
  
EPMs access to internal systems were highlighted by one IPM as something vital for 
achieving project success, while not all EPMs mentioned that it was a problem, but it was 
however said to be a weakness. It is therefore worth to revisit section 6.3.7 above about 
organizational support and what is said about knowledge sharing, both by Nesheim and 
Huskaar’s (2015) and Nesheim and Smith (2015). 
  
Hui et al. (2008, p. 7) explains that outsourcing complex projects to contractors with 
specialized knowledge can speed up the process, reduce the cost and allowing the firm’s 
employees to focus on their core activities. We consider this as an argument for that LPMs 
should not manage projects and instead focus on their main role at LKAB. Whereas an 
IPM would not have any incentives to use a consultant as a project manager, unless the 
consultant has specialized knowledge. Therefore, it is interesting to analyse what it means 
when both IPMs and LPMs said that EPMs often are very knowledgeable. It indicates 
that EPMs would in general have specialized knowledge that LKAB employees does not 
have. 
  
The EPMs were clear about because they are consultants, they have higher pressure to 
meet expectations, fulfil results and be committed as they could otherwise be replaced. 
One IPM confirmed that it is possible to have higher demands when you are using a 
consultant. This could be an example of an advantage when using consultants properly, 
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validating Bettis’s et al. (1992, p. 21) statement that outsourcing can be rather beneficial 
if used properly. 
  

Project Office, Effective or Not? 
Other perceived differences, strengths and weaknesses that was expressed in the 
interviews that is worth mentioning for the purpose of this thesis, even if it was not 
expressed by more than one category of project managers, are: 
 
• The project office is a strength (IPMs emphasized this) 
• The project office could be a distraction, take time of the project manager that 

could have been used for the project. (EPMs emphasized this) 
 
Two of the IPMs expressed that the project office is a strength, meaning that it is possible 
to receive support from colleagues that have the same profession as oneself. While the 
EPMs said that the project office could be a distraction as it demands the IPMs to things 
that are not in relation to the project. The two EPMs that expressed this issue with 
distractions had experience of working as IPMs, one of them for LKAB and the other for 
another organization. Thus, those two EPMs has experience of working as both IPMs and 
EPMs and considered the project office to rather be a distraction then a strength. The 
EPMs clearly said that they can focus fully on their projects, meaning that they have no 
distractions as it was understood that IPMs might have. These findings are supported by 
Pheng and Chuan (2006, p. 36), that there may be differences in the working environment 
of different categories project managers. One could argue that the project office could be 
a strength as it would gather all knowledge about project management at LKAB in one 
physical place. This would mean that all specialized knowledge about project 
management could be shared between the IPMs, which would be a reason to not use 
consultants as project managers because their specialized knowledge could be found 
within the project office. However, Sandhu et al. (2018, p. 2199) emphasize the positive 
effect with outsourcing which is that organization can focus on their core activities and 
while they outsource low value adding activities. The mining of ore with the related 
process in turning it into products are the core activities for LKAB (LKAB, 2019b). Thus, 
if projects are considered as low value adding activities the argumentation by Sandhu et 
al. (2018, p. 2199) suggest that LKAB should outsource their projects meaning usage of 
EPMs. We do not have information on how LKAB perceive the value adding of projects. 
Furthermore, the value adding may vary between projects. If all projects would be 
considered to be low value adding the reasoning by Sandhu et al. (2018, p. 2199) would 
suggest that LKAB should close down the project office and outsource all projects in 
order to allow LKAB to focus on their core activities. However, as we do not have 
information on how LKAB perceive the value adding of projects, we can therefore not 
draw any conclusion in this matter. 
  

6.5	Identified	Differences	

IPMs and EPMs answered more comprehensive towards conflict management than the 
LPMs did, therefore it is possible that IPMs and EPMs have higher skills in conflict 
management. However, further research is required before any conclusion can be made 
in this matter. 
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When it comes to obstacles or problems in projects LPMs indicate a more passive 
approach than IPMs and EPMs. IPMs work to solve them and if they do not manage to 
solve it without affecting the project plan they escalate to the steering committee. This is 
similar to how the EPMs responded but instead of escalating to the steering committee, 
they emphasized that they present options and the different consequences for the steering 
committee. Two of the EPMs also expressed that they usually suggest their choice of 
direction for the steering committee. This indicate that EPMs may have higher conceptual 
skills than LPMs and IPMs. When it comes to decision making IPMs and LPMs make 
decisions according to their given authority while EPMs are more willing to go outside 
their given frame to make a decision. However, some examples given of situations in 
which EPMs took decision outside their given authority they did it to manage around 
slow purchase processes within LKAB, such example show how they act in a way that is 
beneficial for the overall organization which is included in Katz (1979, p. 93) explanation 
of a manager with high conceptual skills. However, further research is required before 
any conclusion can be made regarding our indication that EPMs have higher conceptual 
skills compared to IPMs and LPMs. 
  
Our study suggests that IPMs and EPMs have higher skills towards risk management 
compared to LPMs. The differences in our study were clearly pointing towards that LPMs 
have less skills in risk management, we suggest that this is connected to their lower level 
of project management education. However, since we did an explorative study with a 
small sample further research is required with a larger sample before any conclusion can 
be made.  
 
We found a connection between perspective towards project management and what 
project managers perceived as more important between achieving the project goal or the 
effect goal. Since the core of the organizational perspective is the value creation from the 
temporary organization to the receiving permanent organization (Andersen, 2016, p. 60), 
we suggest that this make sense since the respondents with an organizational perspective 
perceive the effect goal as more important since it is the effect goal that will capture the 
value created from the project. Furthermore, our study showed that project managers 
represent both perspectives towards project management and project managers try to 
combine them which support Andersen’s (2016, p. 62) findings. However, the project 
managers in our study that tried to combine the two perspectives did this by expressing 
both perspectives and then also said that project goal and effect goal are equally 
important. Thus, we suggest that project managers perspective on project management 
impact if they will prioritize the project goal, effect goal or both. This indicate that project 
managers perspective towards project management will impact  how they manage 
situations where there is a dilemma between the project goal and effect goal. This could 
possibly be connected towards how project managers manage continuous improvements 
in projects but as we discussed earlier, we as researchers fall short to gather sufficient 
data since respondents interpreted the question differently and therefore further research 
is required before any conclusion can be made. 
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Table 10. Summary of differences among the different categories of project managers. 
 
 

  
IPMs 

 
LPMs 

 
EPMs 

Conflict 
management 

Communication. 
Possible to have human 
skills than LPMs. 

Communication. 
No 
comprehensive 
answers. 

Communication. 
Possible to have higher 
human skills than 
LPMs. 

Obstacles and 
problems 

Solve if it is inside their 
frame. Escalating to 
steering committee. 

Passive 
approach. 
Escalating to 
steering 
committee. 

Solving it in the project 
team. Present options 
for steering committee. 
Indicate higher 
conceptual skills than 
IPM & LPM 

Communicati
on plan 

Not used consistent. Not using. 
Related to the 
respondent’s 
level of project 
management 
education. 

Indicates to use more 
frequently than IPMs. 

Planning Sometimes not enough 
time to plan. Important 
to make the necessary 
time plan. 

2 out of 3 LPMs 
are not planning 
projects. 

Sometimes not enough 
time to plan. Important 
to make the necessary 
time plan. 

Risk 
management 

Higher skills than LPM, 
similar to EPMs. 

Lower skills. Higher skills than LPM, 
similar to IPMs. 

Organizing 
the project 
team 

No difference except 
from handed suitable 
persons from the 
production.  

Slightly higher 
influence than 
IPMs and EPMs. 

Possible that EPMs are 
handed resources that 
could be spared from 
production and not 
suitable for the project. 

Decision 
making 

According to the formal 
process. 

According to the 
formal process. 

More willing to make 
decisions outside of 
their formally given 
authority. Indicates to 
have higher conceptual 
skills than IPMs & 
LPMs. 

Perspective Organizational 
perspective dominant. 

Only 
organizational 
perspective 

Both task and 
organizational 
perspectives. 
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6.6	Summary	

 When comparing our identified differences and similarities among the different 
categories of project managers from our empirical data it is possible to make one 
conclusion that is obviously aligning with the interviewees’ perceived differences. This 
conclusion is that LPMs should not manage projects, this was expressed by both IPMs 
and LPMs. Our conclusion is that LPMs are not knowledgeable about how to manage 
risk, they are not planning projects and they have a passive approach to solve problems. 
LPMs are not educated in project management, which could be an explanation by itself 
why they have shortcomings in how to manage projects. Furthermore, as one of the LPMs 
expressed, their ordinary duties remain even when they manage projects and they could 
therefore lack sufficient time to manage the project.  
 
It is possible to see that the interviewees’ perceived differences are of more practical 
character than what is found from analysing the empirical data. Something that is not 
appearing obviously when comparing differences and similarities in how the project 
managers manage projects is the reason why EPMs are more willing to make decisions 
outside of their formally given authority and how they handle obstacles and problems. 
The reason could be found in perceived differences as both IPMs and LPMs said that 
EPMs are often very knowledgeable. This could imply that EPMs are more confident in 
making decisions outside their formally given authority because they have more 
knowledge than IPMs and LPMs that they can rely on. Furthermore, this could also be 
the reason why EPMs tries to overcome obstacles and solve problems within their project 
team before escalating it to the steering committee, meaning that if EPMs have more 
knowledge it is more likely that they would be able to solve the problems before 
escalating it further.  
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7.	Conclusion	and	Recommendations	

In this chapter are our final conclusions stated along with answering our research 
question and the purpose of this study. Practical recommendations are then presented, 
not only of relevance to LKAB but of interest to companies with a similar structure of 
conducting projects. This is followed by the theoretical contributions of this study and 
societal implications. The chapter ends with areas of future research and limitations of 
this thesis.  
  

7.1	General	Conclusion	

The purpose of this study was to investigate and gain deeper understanding about how 
internal project managers, line-workers and consultants manage projects differently. 
Furthermore, we hoped that our findings could be used as practical guidance for LKAB 
when choosing appropriate project managers in the future. By conducting a qualitative 
study, we were able to develop deeper understanding about the different categories of 
project managers and answer our research question: 
  
How do internal project managers, line-workers and consultants manage projects 
differently? 
  
When reviewing our research question along with how the LPMs answered in the 
interviews (for instance that they are not knowledgeable about how to manage risk, how 
they are not planning projects, and that it was said by themselves and by others that they 
does not know how to run projects) it is a challenge to acknowledge that LPMs actually 
knows how to manage projects. Even if we cannot point out exactly how LPMs manage 
projects differently in comparison to IPMs and EPMs, we conclude that LPMs manage 
projects differently and not with the same accuracy, methodology, and knowledge as 
IPMs and EPMs. Through this conclusion, we suggest that LPMs at LKAB should in 
general not manage projects. Note that with projects we refer to projects that should 
follow LKAB’s project-guide and where the project manager should follow the five-step 
process of project management; initiating, planning, executing, monitoring and closing 
(PMI, 2019). As Sauser et al. (2009) study suggests that other forms than the traditional 
way of project management might be suitable depending on the situation at hand, it is 
noteworthy that our recommendation is not about whether LPMs should manage 
investments, as it was not the purpose of this study and thereby not examined in this study. 
  
We cannot conclude any significant difference in how IPMs and EPMs manage projects. 
However, as EPMs are more willing to make decisions outside their formal given 
authority our study indicates that EPMs have higher conceptual skills than IPMs. These 
differences are indications and we do not conclude that these differences are to be found 
in another context and it is rather a suggestion for future studies. 
 

7.2	Theoretical	Contributions	

Our finding that LPMs need to be educated if they should be able to manage projects 
support that project management is rather a profession than something a person merely 
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does. Hodgson and Paton (2016, p. 354) explains that project management is increasingly 
seen as not only something a person does, but something a person is. If LPMs were to be 
educated in project management they would eventually become project managers by 
profession, supporting Hodgson and Paton (2016, p. 354) statement above. 
  
A theoretical contribution from our thesis could be made when reviewing Andersen’s 
(2016, p. 64) suggestion for future studies as he suggests that it would be interesting to 
conduct future studies on what affect project managers’ perspective on project manager. 
Andersen (2016, p. 64) is rather speculative when he states that project managers’ 
perspective on project management “are probably strongly affected by their education, 
training, national and corporate culture, and practical experiences”. The theoretical 
contribution from our study is that we found that project managers’ perspective is affected 
by, and in direct interrelationship with, how the project manager prioritizes achieving the 
project goals or the effect goals. 
  
As we found that one group of project managers (EPMs) were more likely to make 
decisions outside their formally given authority and that they try to solve obstacles and 
problems within the project team indicates higher conceptual skills. Since we  used Katz 
(1979) theory of an effective administrator in a project manager context and found it 
transmittable to our study, our study is increasing the legitimacy of El-Sabaa (2001) and 
Sunindijo (2015) who also applied Katz (1979) three skill approach on project managers. 
 

7.3	Practical	Recommendations	for	LKAB	

We suggest that LKAB keep use EPMs to run projects. Our understanding is that a 
continuous use of EPMs combined with IPMs from the project office enable effective 
project governance. Furthermore, as long as the steering committee consist of LKAB 
employees the strategic decisions will be done by LKAB and therefore we do not consider 
usage of EPMs as a risk. Furthermore, projects that require special knowledge, skills, or 
add low value for the organization can be beneficial to outsource since the organization 
can focus on their core activities (Sandhu et al., 2018, p. 2199; Bettis et al., 1992, p. 21; 
Hui et al., 2008, p. 7). 
  
We suggest that the level of collaboration between projects could be increased further to 
find more synergy effects between the projects. EPMs are often seen as outsiders even if 
they “put on the LKAB-hat” as some of the EPMs said, this was expressed by both EPMs 
and IPMs. Parts of this goes beyond the scope of our study but as IPM 2 explained the 
EPMs and construction managers are placed at another floor in the building compared to 
the other project managers. Thus, we suggest that construction managers and EPMs 
should be placed with their respective section within the project management office. This 
would likely make them feel less of an outsider and furthermore we argue that if project 
managers within the same section are placed closer to each other they will become more 
aware of ongoing projects in their section, which arguable is needed to see possible 
synergy effects. 
  
As we said in our general conclusion we suggest that LPMs should in general not manage 
projects that requires to follow a project structure such as LKAB’s project-guide. This is 
a general recommendation and our study indicate large differences between LPMs, which 
argue that some LPMs could still manage projects. One LPM expressed that he does not 
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want to run projects because he has no education in project management, we suggest that 
no LPM should be forced to run projects without proper education in project management 
as this is a direct risk for increasing the turnover intention among LPMs according to 
Palm and Lindahl (2015, p 836). This recommendation, that LPMs should not manage 
projects, might involve a risk of using EPMs to a larger extent and is in conflict with the 
statement by LKAB’s board to reduce the dependency of consultants (J. Mäkitaavola, 
personal communication, February 22, 2019). Therefore, we suggest that line managers 
should order their projects through the project office, this would allow the project office 
to act as a program coordinator and deal with project governance. If projects were ordered 
from the project office they would have the possibility to assign projects to suitable 
project managers and when it is a peek in the demand of project managers or when special 
expertise is required EPMs could be hired. Following these recommendations would 
guarantee that EPMs are not used when there are available IPMs, this would mean that 
the project management processes at LKAB could be aligning with the direction of 
LKAB’s board.  
 

7.4	Societal	Implications	

Geraldi and Söderlund (2018, p. 67) proposes the term “project studies” as a term for 
research related to projects. Lundin et al. (2015, p. 15) explains that project thinking is 
spreading throughout the society. Therefore, it is understood that the contribution to 
project studies are becoming increasingly more important due to the projectification. The 
usage of consultants as project managers is increasing (PMI, 2018, p. 18), and Hui et al. 
(2018, p. 7) explains that outsourcing complex projects to contractors allows a firm to 
focus on its core activities. This means that project studies on consultants as project 
managers would not only be of interest for companies, but also of societal importance as 
it only seems to become increasingly common in the society. Furthermore, the society is 
explained by Lundin (2011, p. 241) to be interested in learning about research on projects 
and temporary organizations. Not only the contribution to project studies from our thesis 
is of importance, but contributions to project studies in general. 
 
Since we conclude that non-educated project managers (LPMs) should not manage 
projects, it is possible to interpret that the demand for project management education is 
increasing as Larson and Gray (2019, p. 4) explains that the demand for project managers 
is increasing. We argue that there is a societal need for educated project managers, 
however we emphasize that there is a difference between project management education 
and project management certification.  
 

7.5	Limitations	

Projects are characterized to be unique and investigating how project managers manage 
projects differently is a challenge because you will always compare different contexts. 
Shenhar (2001, p. 412) showed empirically that different types of projects are managed 
in different ways, implying that comparing categories of project managers as we have 
done might be of even more challenge as there is a wide range types of projects to 
compare. However, the projects compared in this study are conducted in similar contexts 
since the project managers in our study have managed projects at LKAB, meaning that 
the project managers’ experiences are in majority from engineering projects and 
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construction projects. Thus, the results of this study may not be applicable to other 
contexts than to engineering and construction projects. 
 
Our study was conducted at LKAB in Kiruna, Sweden. In this context EPMs have great 
networks inside LKAB and a large part of their consulting hours are conducted towards 
LKAB. Thus, the results found in this study may not be applicable in a context where 
EPMs lack extensive networks within the hiring organization.  
 
It is clear to say that IPMs and EPMs manage projects while it can be discussed if LPMs 
are managing projects or investments. We found some examples in which LPMs managed 
projects but as one of the LPMs expressed he was not allowed to call himself a project 
manager. Furthermore, LPMs sometimes used the term project and sometimes they used 
the term investment. In short investments start with the making of a PM as a formal 
request for funds to make a certain investment and if it is approved the LPM will manage 
this process. This process can include collaboration with several units, testing, 
modification etc before the investment become operational in the production. We suggest 
that the term projectification as explained by Lundin et al. (2015, p. 15) is the transition 
process in which project thinking used by society to adapt project organizing in their 
working life, is applicable for LPMs when they manage investments. Thus, we found it 
difficult to make a clear distinction to what is a project and what is not a project, are 
LPMs managing projects or not? Our understanding is that some projects run by LPMs 
are as much projects as those projects run by EPMs and IPMs while some of their work 
rather is investments than projects. According to PMI, (2019) the project management 
process involves five steps: initiating, planning, executing, monitoring, closing. Thus, 
since two LPMs said that they don´t plan projects they are now following the project 
management process suggested by PMI. The intention with this reasoning is to give the 
reader an understanding of the difficulties we faced in determine if all LPMs should be 
considered to be project managers or not and we consider this issue to be a limitation 
regarding LPMs in our study. 
 
All the interviews were held in Swedish and therefore have all quotes from the 
respondents been translated, therefore cannot the quotes be read to the letter. We know 
this can be considered as a deficiency regarding misrepresentation in research ethics. We 
have however aimed to reduce this weakness through cross-checking all direct quotes 
from the interviews.   
 

7.6	Future	Research	

Organizations use consultants as project managers to a large extent (PMI, 2018, p. 18), 
and project management literature has overlocked  potential differences between internal 
or external project managers (e.g. Sato & Gnanaratnam, 2014, p. 2; Rad, 2003a, p. 3). 
The purpose of this thesis was to gain a deeper understanding in this matter, and even if 
we managed to find some differences between how IPMs and EPMs manage projects this 
is not enough to draw conclusions and we suggest that more research is required in this 
matter. 
  
IPMs emphasized the strengths with project the project office while the EPMs explained 
that this was a weakness because belonging to the organization force you to attend budget 
meetings, workplace meeting and other distractions that consume the project manager's 
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time outside of the project. One EPM referred to this weakness from the time he was an 
IPM at LKAB and another EPM referred to when he was IPM at another organization. 
Thus, we suggest future research on the effectiveness of project office. 
 
 
  



 

 
 

66 

8.	Truth	Criteria	

In the final chapter of this thesis are the two truth criteria, authenticity and 
trustworthiness, assessed. These criteria are discussed in connection to our study and 
how those have been managed throughout conducting this thesis.  
 
Guba (1981, p. 80) proposes four criteria for qualitative researches to consider in the 
pursuit of trustworthiness, credibility, transferability, dependability and confirmability. 
Byrne (2001, p. 704) explains that three criteria could be used to evaluate the findings of 
qualitative research, those three criteria are credibility, transferability and confirmability. 
The difference between in the criteria of Byrne (2001) and Guba (1981) is that 
dependability is included in the latter. Dependability is explained to be derived from the 
scientific criterium reliability, concerning the stability of data and that if the work were 
repeated with the same method and participants similar results would be obtained (Guba, 
1981, p. 86; Shenton, 2004, p. 71). As our approach has been of interpretivism, it is 
arguable that including dependability when evaluating our thesis would increase its 
trustworthiness. 
  
Furthermore, besides trustworthiness, authenticity is used for evaluating qualitative 
studies and authenticity’s most important criterion is fairness (Lincoln & Guba, 2007, p. 
20). The authenticity criteria have not been influential and no techniques for testing these 
criteria have been generated (Bryman & Bell, 2011, p. 399; Lincoln & Guba, 2007, p. 
20). However, we will still assess the authenticity criterion fairness as it is relevant for 
evaluating the truth of this study. 
  

8.1	Authenticity	

Bryman and Bell (2011, p. 398) explains that fairness is about if the viewpoint of 
members from different social settings are presented fairly represented in the research. If 
the research is done in a situation with plurality persons from different groups must be 
presented fair (Lincoln and Guba, 2007, p. 20). Bryman and Bell (2011, p. 398) highlight 
the importance of that the criterium of fairness is assuring that the interviewees are 
representing the group that is meant to be investigated. In order to have interviewees that 
represent the three categories of project managers that were to be investigated we 
carefully defined our sampling criteria (see section 4.1.2). Furthermore, the respondents’ 
relevant backgrounds are to be found in section 4.1.3. Throughout the thesis we carefully 
considered how to present the different viewpoints equally and in a fair way. It is 
imaginable that including more interviewees in our study would have generated more 
viewpoints on how different the different categories of project managers manage projects, 
leading to more conclusions that could have been drawn. However, we argue that all 
interviewees are presented fairly in our research and the different groups are presented in 
a fair way. 
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8.2	Trustworthiness	

In order to evaluate the trustworthiness of a qualitative study four criteria could be used, 
those are credibility, transferability, dependability and confirmability (Guba, 1981, p. 80). 
These criteria are assessed one by one below.  
  

8.2.1	Credibility	

Bryman and Bell (2011, p. 396) explains that credibility is both about ensuring that the 
research is carried out according to established good practices, and that the findings are 
submitted to those who the study aimed to investigate in order to confirm that the 
researcher has correctly understood that social world. Guba (1981, p. 83) explains that 
several measures can be taken to promote the credibility, those measures was extended to 
14 possible provisions that could be made by the researcher by Shenton (2004, p. 73). 
Those 14 possible provisions are to be found below in table 10 along with how we have 
dealt with them. 
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Table 11.Self-adaptation of Shenton (2004, p. 73) measures to promote credibility and 
how those are managed in this thesis. 

Possible provision  Actions taken 

Adoption of appropriate, well 
recognized research methods 

Usage of peer-reviewed articles as primary source. 
Identifying and using established research. 

Development of early familiarity with 
culture of participating organizations 

One of the authors had previously worked at the 
participating organization. We were provided a supervisor 
from LKAB at an early stage. 

Random sampling of individuals 
serving as informants 

None action taken. Interviewees were provided by the  
supervisor at LKAB. 

Triangulation via use of different 
methods, different types of 
informants and different sites 

Usage of existing literature to support, and or 
contradiction our findings to provide a base for 
discussion. Using the interviewees as triangulation as they 
spoke about the other categories of project managers. 

Tactics to help ensure honesty in 
informants 

Assuring confidentiality and informed consent. 

Iterative questioning in data 
collection dialogues 

Measured through focusing on listening in the interviews 
and thereby noticing if contradictions were said by the 
interviewee. 

Negative case analysis Not skewing or excluding data in order to match our 
hypothesis, constantly reviewing research ethics (see 
section 4.6). Cross-checking transcriptions and 
translation. 

Debriefing sessions between 
researcher and superiors 

Continuously meetings with supervisor at Umeå 
University. Not as regular meetings with supervisor at 
LKAB as he might gain personal benefits from steering 
us in a certain direction. 

Peer scrutiny of project Opposition seminar. 

Use of “reflective commentary” We have been self-critical and reflected upon both our 
strengths and possible deficiencies we might have. 

Description of background, 
qualifications and experience of the 
researcher 

See section 2.1, pre-understandings. 

Member checks of data collected, and 
interpretations/theories formed 

Cross-checking transcriptions and translations. A 
presentation of our study findings was done with the 
interviewees and they were able to ask questions and 
confirm/dismiss our interpretations. 

Thick description of phenomenon 
under scrutiny 

Clarified that this study is a case study in the Swedish 
mining industry. 

Examination of previous research to 
frame findings 

See chapter 3, theoretical framework and section 7.3, 
theoretical contributions.  
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8.2.2	Transferability	

Qualitative research is typically characterized of intensive study of a small group, and 
therefore tends the findings to be contextual and unique to the social world that has been 
studied (Bryman & Bell, 2011, p. 398). Therefore, it is possible to say that the 
transferability of qualitative research is limited to the context were the study took place. 
Shenton (2004, p. 69) explains that it is due to the small number of participants in 
qualitative studies impossible to generalize findings and conclusions to be applicable in 
other contexts. Guba (1981, p. 86) suggests instead that the researcher should provide a 
description of the contextual factors to interested parties. Therefore, we have provided as 
specific descriptions about the sample without compromising on the confidentiality. 
Furthermore, we have clearly explained that this is a case study in the Swedish mining 
industry, taking place at LKAB in Kiruna, Sweden. The transferability is however limited 
by the relatively small sample size, we deem however that our findings could be applied 
in similar contexts (i.e. engineering and construction projects).  
  

8.2.3	Dependability	

Dependability is explained to be derived from the scientific criterium reliability, 
concerning the stability of data and that if the work were repeated with the same method 
and participants similar results would be obtained (Guba, 1981, p. 86; Shenton, 2004, p. 
71). We have throughout the study carefully motivated all choices that have been done 
and describing our methods as detailed as possible. Our sampling method, semi-
structured interviews, will however limit the possibility for another researcher to ask 
exactly same questions as we did. Bryman and Bell (2011, p. 398) explains that the 
dependability criterium could be achieved through keeping complete records of the whole 
research process, including the transcriptions from the interviews. We argue that keeping 
the transcriptions from our interviews is a compromise of the participants’ confidentiality 
and the transcriptions have therefore been exterminated after the completion of our study. 
Guba (1981, p. 87) explains that the dependability could be promoted through letting an 
independent external person reviewing the study. The study has continuously been 
reviewed by our supervisor. 
  

8.2.4	Confirmability	

Confirmability is about the researcher’s objectivity, meaning that the study’s findings are 
the result of the experiences and ideas of the interviewees and not the researcher’s own 
preferences (Guba, 1981, p. 88; Shenton, 2004, p. 72; Bryman & Bell, 2011, p. 398). 
Using triangulation, external auditors, acknowledge researcher’s pre-understandings, 
methodological descriptions and providing information about how the data that led to the 
findings was found, are ways of reducing the effect of investigator bias (Guba, 1981, p. 
88; Shenton, 2004, p. 72). A triangulation has been made through the usage of existing  
literature to support, and or contradict our findings. Furthermore, we let the interviewees 
explain perceived difference among the different categories of project managers, this let 
us then compare our findings to what the interviewees said by themselves. As mentioned 
above, the study has continuously been reviewed by our supervisor. Our pre-
understandings have been acknowledged and are to be found in section 2.1. The 
methodological descriptions are found in two chapters, chapter 2, scientific method and 
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chapter 4, research method. In section 2.6 it is possible to see how we found the existing 
literature that led to our findings. Furthermore, throughout the study we have been 
cautious when presenting empirical data in order to ensure that it is what the interviewees 
said and nothing else. The chapter on empirical have been cross-checked in order to 
assure objectivity. We argue that our method has considerable reduced the risk of 
interpreting the interviewees incorrectly.  
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Appendix	

Appendix	1:	Interview	guide	(original)	

Presentera oss själva och vår studie. 
Fråga om tillåtelse att göra en ljudinspelning av intervjun. 
Informera deltagaren om konfidentialitet och informerat samtycke.  
 
Respondent profil 

1. Ålder, kön 
2. Hur lång erfarenhet har du som projektledare? 
3. Hur lång erfarenhet har du vid LKAB? 
4. Vilken är din nuvarande tjänst? EPM, IPM, LPM 
5. Har du någon utbildning inom projektledning? Certifikat etc? 

 
Projekt Ledarskap 
Hantering av konflikter och problem 

● Hur hanterar du konflikter och problem inom projekt? (Människor i 
projektgruppen) 

 
Uppmuntra, Motivera 

● Hur ser du på din roll i att leda projektmedlemmarna? (Uppmuntra, motivera) 
  
Project management: 
Planering 

● Har du varit med i idé-fasen av projektet? 
● Hur planerar du projekt? 

… Vad är viktigast? 
… Gör du det ensam? 
… Brukar du ha tillräckligt med tid för planeringen? 

  
Organisering 

● Hur organiserar du projekt-teamet? 
 … Har du något inflytande om vilka som skall inga i projektgruppen? 
 … Är du med och beslutar om vilka eventuella entreprenörer som anlitas? 

 
Risk värdering 

● Hur hanterar och arbetar du med risk? 
… Förebyggande åtgärder? 
… Någon specifik modell?             
… Löpande process/kontinuerliga uppdateringar? 
… Delegering av ansvar över risker till andra? 

  
Beslutsfattande 

● Hur agerar du som beslutsfattare inom projekt? 
 … Delegering av befogenhet till projektmedlemmar? 
 … Vilka typer av beslut får du ta? 
 … När eskalerar du till styrgrupp? 
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Hinder och problem i projektet 
● Hur hanterar du hinder och problem som dyker upp i projektet? (Tekniska, 

försening etc) 
  
Förändringar i projektplanen (scope) 

● Hur hanterar du förändringar i projektplanen? 
● Hur ser du på kontinuerliga förbättringar genom projektet, är detta en del av din 

roll som projektledare? 
  
Perspektiv 

● Vad anser du vara viktigast, Att uppnå projektmålet (tid, budget, kvalité) eller att 
projektets resultat blir så bra som möjligt för mottagaren inom LKAB. 

● Projektmål – Effektmål 
… Hur ser du på dessa, är det ena viktigare än de andra? 

  
Kommunikation 

● Använder du dig av en kommunikationsplan? Hur? 
 
Sammarbete – Konkurrens inom LKAB 

● Hur upplever du att projekt samarbetar eller konkurrerar med övriga delar av 
LKAB (Linje-organisation och andra projekt) 

  
Organisatoriskt stöd 

● Upplever du som projektledare att du får stöd av organisationen LKAB? 
Linjechef, etc 

● Upplever du stöd från styrgrupp? 
● Gör du några åtgärder för att öka stödet från LKAB och styrgrupp? 

  
Avslutande frågor 

● Har du upplevt några skillnader mellan IPM/EPM/LPM? 
● Vad är dina styrkor och svagheter som IPM/EPM/LPM? 

…Jämfört med andra kategorier av projektledare? 
● Använder du dig av LKABs projekt guide? 
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Appendix	2:	Interview	guide	(translated)	

Introduce ourselves and our study. 
Ask for permission to record the interview. 
Inform the interviewee about confidentiality and informed consent. 
 
Respondent profile 

1. Age, gender 
2. How long experience of working as a project manager do you have? 
3. How long experience do you have at LKAB? 
4. What is your current position? EPM, IPM, LPM 
5. Do you have any education within project management? Certification etc? 

 
Project leadership 
Managing conflicts and problems 

• How do you manage conflicts and problems within projects? (People in the project 
team) 

 
Encourage and motivate 

• How do you perceive your role as leading the project team? (Encourage, motivate) 
 
Project management 
Planning 

• Have you been involved in the idea phase of a project? 
• How do you plan projects? 

… what is most important? 
… do you do it alone? 
… do you have sufficient time to plan? 
 

Organizing 
• How do you organize the project team? 

… do you have any influence about who to include in the project team? 
… are you involved in the decision process of deciding which contractors to hire? 
 

Risk management 
• How do you deal and work with risks? 

… Preventive activities? 
… Any specific model? 
… Ongoing process/continuous updates? 
… Delegating responsibilities of risks to others? 
 

Decision-making 
• How do you act as a decision-maker in projects? 

… Delegating authority to project members? 
… What kind of decision are you allowed to make? 
… When do you escalate to steering committee? 
 

Obstacles and problems in the project 
• How do you deal with obstacles and problems that occur in the project? 

(Technical, delays etc.) 
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Changes in the project plan (scope) 

• How do you deal with changes in the project plan? 
• What is your view on continuous improvements through projects, is this a part of 

your role as project manager? 
 
Perspective 

• What do you consider most important, to achieve the project goals (time, budget, 
quality) or that the result of the project is as good as possible for the receiver at 
LKAB? 

• Project goal – Effect goal 
… What is your view on those, is one more important than the other? 
 

Communication 
• Are you using a communication plan? How? 

 
Cooperation – Competition within LKAB 

• How do you experience that projects are cooperating or competing with other 
parts of LKAB? (Line organization and other projects) 

 
Organizational support 

• Do you as project manager experience that you have support from the organization 
LKAB? Line managers etc. 

• Do you experience support from the steering committee? 
• Are you doing anything to increase the support from LKAB and the steering 

committee? 
 
Concluding questions 

• Have you experienced or perceived any differences between IPM/EPM/LPM? 
• What are your strength and weaknesses as IPM/EPM/LPM? 

… In comparison to other categories of project managers? 
• Do you use LKAB’s project guide? 
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Appendix	3:	Letter	to	respondents	(original)	

Hej!  
 
Vi heter Alexander Silfver och Albin Mikko, vi studerar Civilekonomprogrammet vid 
Umeå Universitet och skriver just nu examensarbete för LKAB i ämnet projektledning. 
 
Vi har fått dina kontaktuppgifter från Johan Mäkitaavola vid LKABs projektavdelning. 
Vi vill göra en intervju med dig för att få material till att kunna besvara vår 
forskningsfråga, som är: 
 How do internal project managers, line-workers and consultants manage 
projects differently? 
 
Svensk översättning: Hur skiljer sig projektledningen mellan interna yrkes-projektledare, 
linje-projektledare och konsulter? 
 
Nuvarande litteratur är otydlig huruvida olika projektledare skiljer sig åt, därför vill vi 
intervjua dig för att få reda på hur du leder projekt för att sedan kunna jämföra om de 
olika projektledningstyperna inom LKAB skiljer sig åt. 
 
Intervjuerna kommer att göras semi-strukturerat, detta innebär att vi har några 
huvudteman som vi vill undersöka och höra dina erfarenheter ifrån. Vidare innebär det 
också att intervjuerna kommer inte följa en förutbestämd ordning, utan snarare baseras 
på följdfrågor. Därför kan tidsåtgången skilja sig åt, vi uppskattar dock att varje intervju 
tar 60-120 minuter. 
 
Intervjuerna kommer att behandlas konfidentiellt, vilket i praktiken betyder att vi kodar 
om alla intervjuer med fiktiva namn och ingen information kring vem som sagt vad 
kommer att nämnas varken till LKAB eller i vår rapport. Vi önskar er tillåtelse att göra 
en ljudinspelning av intervjun så att vi kan fokusera på att lyssna och ställa följdfrågor 
istället för att anteckna. Allt inspelat material kommer att raderas så snart vi analyserat 
materialet. 
 
Vi kommer att vara i Kiruna 26 mars - 4 april för att genomföra intervjuerna, och undrar 
när du har möjlighet att avsätta upp till två timmar för att genomföra intervjun.  
 
Mejla eller ring oss om en tid som passar dig. 
 
Än så länge har vi inte hunnit boka upp någon annan intervju, så det är först till kvarn! 
 
Hör gärna av dig om du har några frågor! 
 
Med vänliga hälsningar, 
Albin Mikko, +46  XX XXX XX XX 
Alexander Silfver 
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Appendix	4:	Letter	to	respondents	(translated)	

Hello!  
 
Our names are Alexander Silfver and Albin Mikko, we are studying Business 
Administration at Umeå University and are now writing our degree project on 
commission for LKAB within the subject project management.  
 
We were provided your contact information by Johan Mäkitaavola at LKAB’s Project 
Office. We would like to conduct an interview with you in order to collect data to be able 
to answer our research question:  
 How do internal project managers, line-workers and consultants manage 
projects differently? 
 
Swedish translation: Hur skiljer sig projektledningen mellan interna yrkes-projektledare, 
linje-projektledare och konsulter? 
 
Existing literature is ambiguous whether how different project managers differ, we would 
therefore like to interview you in order to find out how you manage projects that we then 
can compare to the other categories of project managers. 
 
The interviews will be conducted semi-structured, meaning that we will have some main 
themes that we would like to investigate and listen to your experiences. This means that 
the interviews are not following a predetermined order, and is rather based on follow-up 
questions. Therefore, may the duration differ, we estimate however that the interview will 
take 60-120 minutes. 
 
The interviews will be treated with confidentiality, which means that all interviewees will 
be coded with a fictive name and no information about who had said what is mentioned 
to either LKAB or in our thesis. We would like to have your approval to record the 
interviews so that we can focus on listening and asking follow-up questions instead of 
taking notes. All recorded material will be erased as soon as we have analysed the 
material.  
 
We will be in Kiruna between March 26th – April 4th to conduct the interviews, and we 
ask you if you have the possibility to spare up to two hours to conduct the interview.  
 
E-mail or call us with a time that is appropriate for you.  
 
No one have yet booked a time, first comes first served! 
 
Please, let us know if you have any questions! 
 
Best regards,  
Albin Mikko, +46  XX XXX XX XX 
Alexander Silfver 
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