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Abstract: As organisationsseek competitive advantage in a dynamic business/operations environment, prajects
become the tool for quickly implementing tagiemred towardsadaping and transforning the organgation while the
management of these projects has become the instrument and means for change andefetelops therefore become
essential that projects be aligned to the organisation’s strategic objectivesedantégrated into the organisation’s dag-
day operations and business processes. This paxm@oresthe literature onmanaging project risks and qualigs they
relate tobusiness processeBhere has been relativelijttle research orthe alignment of project management practices with
business processes, incorporating project risks and quality. A literaturetsedr PM processes was conducted using
articles abstracted from two databases, Ebscohost and Emerald Insight, spanning itttk fgmsm 2000 to 2014. The
conceptual links between the PM and business processes are discussed, amibulbesadf project risks and quality are
identified. The paper concludes by advocating a process paradigm for managing pejeetrd quality iorganisations

Keywords: Project management, business processes, strategy, alignment, quakiy, ri

1. Introduction in managing project risks and quality from the

There has been a growing body of research on th@usiness/organisational context. It attempts to s_hed light
application of projects and their role in modern busines®n the linkbetweenthesePM processesvith business
(Cicmil 2000, 553 A project is a “temporary Processes an_d deterra_lthe attributes oi_allgnmg these
endeavour undertaken to create a unique product dProCesses usirggeneric process paradigm.

service in a workplace” (PMI 20133). Managing _ )

projects is a source @ompetitive advantage for many 2. Literature Search and Review

leading global organisations such as GGcda, BMW In order to identify the determinants that impaice

and Nike (Zdanyte and Neverauskas 2012, .782)alignment ofPM processes with business operations in
Increasingly, managing projects has becomeahé&  organisations, a searahas madeof journal articles in
preferred ordominant business procésand is widely  the areas of PM and related areas for the period of-2000
used within the organisation for strategic and complex2014. Two online databases, Ebscohost and Emerald
change (Olsson 2007, 746). Achieving success innsight, were used. These databdsestabstractsfull-
projects is vital in the context of competitive advantagetext journal articles and reference details of articles in a
(Mishra et al. 2011, 356). Given the increasing use ofvariety of subject areas. These cover major management
projects within organisations, projeataustnot only be disciplines from  marketing, human resource
aligned with the strategic objectives and goals of themanagement, library and information management,
organisation but must be effectively managed training and education, economics, engineering, and
consistently witheverydayoperations. quality, to operations management.

Other than the customer, the strategic emphasis of The key termt‘project management” was firstsed
organsations today is on the internal and externalto search the abstracts. The search was narrowed into
processesWhile in the past 15 years, there has been ssubcategories based on the issues pertaining to this
considerable body of literaturen project management study: “project quality management”, “project risk
(PM) processesne challenge has been the alignment ofmanagement”, “project management practices”, “project
these processes with business operations inmanagement challenges”, and “project management and
organisations. This paper reviews two (2) core processesrganisation strategy”. These searches yielded hundreds
of PM, and discusses the challenges and strategic issues$ articles many of which focused on various aspects of
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PM practices andhssociated processes. The first threePM challenges (a total of 967 articles fouimd both
searchesyielded hundreds of articles but only a few databaseshdicatesthat despite studidseingconducted

were relevant to the study’s objectives. andthe increased use of PM top&hallenges in PM still
exist. This also indicates an increasing need to address

3. Distribution of Article Statistics these challengesOf particular interest is the low

3.1 Distribution of Articles from 2000 to 2014 qguantity of research in the areas related to PM and

o . . _organisation strategy.
;Zblc?atlaszggss Stggrgf']‘ztgb#g?nn tr?fe thgriig'czl%sogotuondzo'rl] 4 Table 3 shows the distribution of articliego six (6)
I o P . categories based on the type of research conducted in
The initial search, “project management” vyielded

thousands of articles related to the discipline in a variet fhese specific areas. Table 4 gives a total of these
. . . : JISCIp ycategories searchedthin the two databases for PM and
of fields including, information technology,

construction. health services. and management Threlated areas. The preferred method for conducting
data show 'Ehat while the r(;vvth was no% ex oﬁentiaIFesearCh in PM was found in theea of case studies for
over the period under c%nsideration therep was aEmerald Insight (with a total of 301 articles across
S P . S X . various PM areas) and the least preferred was literature
significant increase in the research being carried out INoviews (with some 19 papers found). In Ebscohost, the
P.M over the years. However, there was also NOhreferred method of research wiae literature review
significant difference between the two databases witl or the AM processes (with a total of 293 articles) and
regard to total . nu_m_ber Of. pubI|_cat_|<_)n§he statistics theoretical studies for PM challenges (with 200 articles).
shpw that the d|SC|p!|ne gam.ed significant ground in theCase studies were also popular in each area (with 170
mid-2000s (and particularly, in 20004 for Ebscohost articles) and the least popularere empirical studies

and in 2005 for Emerald Insight) which indicates its (with 28 articles). In general, theverll trend in PM

rowing relevance . .
9 9 researchhas been leaning towards case studies across
various areas.

Table 1 Distribution of PM Publications from 2068014 Moreover, an attempt was made to determiream
Year Ebscohost Emerald Insight the literature,if strategies were being developed to
2000 70 126 address some of the challengésntified in the field of
ggg; g; i‘z‘g PM. The d#a suggest that strategies were indeed being
2003 183 163 developed to a fairly high degree (with a total of 556
2004 346 147 articles across the two databases). Of particular interest
2005 269 263 was the last search in the area of “PM” and
2006 288 264 “Organisation Strategy” where very little researcls ha
2007 330 272 been carried out in this area in comparisoithe other
2008 374 299 areas searched (with a sum of 82 articles fauarigoth
2009 323 291
5010 373 319 databases).
2011 317 287
2012 293 324 3.3 Distribution of Articles by Journals
2013 249 311

2014 - 318 Table 5 shows the list of journals in Emerald Insight
Total 3.665 3.650 with articles on PM and related areas along with the
number of articles published within each journal. These

3.2 Distribution of Articles by PM and Related Areas ~ Journals span a wide range of subject areas, including:

Building on the previous search summarised in Table 1business management, _engineering, vHadge
the followup searches focused on identifying PM management, quality, information technology, library

. o . and information studies, human resources and
reIatgd articles, more spemﬁcal!y PM challenges, proJeCtproduction and manufacturingThese articles were
quality management @M), project risk management

R published in journalranging from project management,
(RM) and PM and organisational strategy. The semrch . : . :
were carried out probing the databases for key sviord information systems, manufacturing and protrct

the abstracts. Table 2 identifies the distribution of‘r’n";?;e”rfsgf”T'hise?n%?gt’gggg‘;vi dzuﬂ';” am;e;‘c)gg;fan .
articles based on overall searchgs carried out in thesgf PM across many disciplines as well as the versatility
areas. The datauggest that considerable research hasOf PM in practice
bﬁZI?t Cﬁg;etdheoﬁit Ir?egljeriﬁe?c:??t.icl;—sh((al %rf? fg: tI)Do'\tAh and The journal with the most publications relating to PM
q y hig o " issueds the International Journal of Managing Projects
data_bases)_ which may |nd|_cate the growing concem fOI|fn Businesgwith 202 articles). This is aimdication of

quality projects and/or project quality. This can be a':);pe shift in the use of PM from the traditional areas of

IcnudsIf:rtrI]cérr] a?[ifsftzsti:)r;craetasglg t%ierdatr?isggg;eazsnclisfr?:s ocus in construction industry to other businesses and
9 sectors. This is further supported byhe increasing

project level. The higimumberof articles in the area of
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Table 2 Distribution of Articles in PM Related Areas
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PM Related Areas Ebsohost Emerald Insight Total

“Project Management” and “Challenges” 386 581 967
“Project Management” and “Quality” 475 542 1,017

“Project Management” and “Risk” 429 388 817

“Project Management” and “Organisation Strategy” 16 159 175

Table 3 Distribution of Articles by Categories
Categories Ebsohost Emerald Insight
Number of Articles | Percentage(%) Number of Articles | Percentage
Project Management Challenges

Case Studies 60 18.3 109 24.1

Literature Reviews 8 2.4 4 1.0

Empirical Studies 7 2.1 68 15.0

Theoretical Studies 200 61.0 52 115

Conceptual Studies 10 3.0 38 8.4

Strategy 43 13.1 181 40.0

TOTAL 328 100 452 100
Project Quality Management

Case Studies 44 15.9 110 29.0

Literature Reviews 154 55.8 4 1.1

Empirical Studies 9 3.3 60 15.8

Theoretical Studies 17 6.2 34 9.0

Conceptual Studies 11 4.0 35 9.23

Strategy 41 14.9 136 35.9

TOTAL 276 100 379 100
Project Risk Management

Case Studies 64 22.1 52 19.8

Literature Reviews 139 48.1 10 3.8

Empirical Studies 11 3.9 41 15.6

Theoretical Studies 17 5.9 26 9.9

Conceptual Studies 11 3.9 26 9.9

Strategy 47 16.3 108 41.1

TOTAL 289 100 263 100
Project Management and Organisational Strategy

Case Studies 2 66.7 30 38.0

Literature Reviews 0 0 1 1.3

Empirical Studies 1 33.3 29 36.7

Theoretical Studies 0 0 11 13.9

Conceptual Studies 0 0 8 10.1

TOTAL 3 100 79 100
Table 4. Total Number of Article byCategories

Categories Ebscohost Emerald Insight Total:

Case Studies 170 301 471
Literature Reviews 301 19 320
Empirical Studies 28 198 226
Theoretical Studies 234 123 357
Conceptual Studies 32 107 139

Strategy 131 425 556
TOTAL 896 1,173 2,069

number of journals (i.e., 7 journals accounting for 338industry. This also suggests that the focus of the PM

articles) in management with PM articles. discipline which was originally designed to manage
These journals arBusiness Process Management projects within the construction industry, has been

Journal, Journal of Management History, Managementexpanding into other industry sectors and organisations.

Decision, Human Resource Manageménternational

Digest, International Journal of Operations and 4.Managing Project Quality, Risks and Challenges

Production Management, Strategic Directiorand  pespite the increased use of Riithin industryin the

Management The widespread report of PM practices gifferent kinds of challenges on managing their project
and applications implies a growing acceptance of PM ingccess and performance.
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Table 5. The Distribution of PM Articles in Selected Journals for Period 2Z0mp4

Name of Journal (Emerald Insight) Number of Articles Percentage
International Journal of Managing Projects in Business 202 14.2
Engineering, Construction and Architectudbhnagement 172 12.1
Facilities 97 6.8
Journal of Knowledge Management 86 6.0
Business Process Management Journal 81 5.7
Construction Innovation 78 5.5
Journal of Management History 66 4.6
Industrial Management and Data Systems 65 4.5
InternationalJournal of Quality and Reliability Management 60 4.2
Management Decision 59 4.1
Journal of Enterprise Information Management 55 3.9
Library Management 54 3.8
Management of Environmental Quality: An International Journa 49 3.4
Human ResourcBlanagement International Digest 47 3.3
International Journal of Operations and Production Manageimen 45 3.2
Strategic Direction 43 3.0
The TQM Journal 42 2.9
OCLC Systems and Services 42 2.9
Journal of Manufacturing Technology Management 42 2.9
International Journal of Productivity anBerformance Management 42 2.9
Total: 1,427 100

Many of these challengeslate to managing projects in Tables 6 and Ppresentthe excerpted views angbme

the areas of information technology, team dynamicsgexemplified approaches and strategies as advocated by
customer satisfactioncommunication, and quality. researchers and practitioners on managing project
Besides, there has been a growing need for aligning PMuality in organisations, respectively. Tables 8 and 9
with the organisation’'s strategy and performanceshow the excerpted views and exemplified
improvement. An attempt was made to collate the viewsapproaches/strategies on managing project risks,
from the literature on managing project quality, risks whereas Tables 10 and 11 summarise the excerpted
and performace in organisations. A total of 69 articles views and exemplified approaches/strategies on
were eventually searched from 28 journélssed on managing challenges associated with PM practices in
research methodologycase studiedliterature reviews, organisations.

empirical studies, and theoretical and conceptual studies.

Table 6: Excerpted Views of Managing Project Quality in Organisations

Study Comparable Views Alternative Views
Author(s) Views Author(s) Study/View
Role of PM in van der Water | Organisations define project in areg Orwig and By instituting a formal PM methodology and
quality and and de Vries | of quality and QM as a means to Brennan (2000) | basic PM techniques, organisations are
quality (2006) improving theircompetitive fulfilling the principles of quality
management advantage
(QM) Hides and Projects are used to adopt total

Irani (2000) quality principles and PM is
required for successful programmep
of continuous improvement

QM theories Barad and Raz A holistic approach to implementin¢ Hides and Irani | Implementing total quality tools on a case by
and practices (2000) QM results in improvements to (2000) case basis enables companies to identify their
usage product quality as compared to a specific needs and outline their own processes.
more fractional implementation Henderson and | Organisations should select an approach to
McAdam quality that is most suitable to their varying
(2000) tasks and specific priorities
Criteria to Bryde and Organisations with total quality Toakley and Project quality measures consist of other
determining Robinson management (TQM)rogrammes Marosszeky measures such as flexibility, customer
successful (2007) are more customdocused in their | (2003) satisfaction, and training and responsiveness
project PM practices than organisations with

performance no TQM programme
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Table 7: Approaches and Strategies of Managing Project Quality

Author(s)

Research and Findings

Approaches and Strategies

Cicmil (2000)

Defining the critical factors for project success criteria and tiadity
aspects within the project

Projectmanagement multiple
perspective (PMMP)
framework

Henderson and McAdam

(2000)

A key to managing quality in organisations

Organisational change as a
shared vision

Van der Water and de Vries

(2006)

management

Changing company culture through commitment fronheatbls of

Henderson and McAdam

(2000)

Designing quality into the organisation by incorporating it intmeuts

Self-assessment systems

Orwig and Brennan (2000)

Identifying where improvement are needed such that it becomes the
foundation ofcontinuous improvement

Henderson and McAdam

Quality approaches selected based on the tasks andigsias outlined by

Flexible organisations

(2000) the strategy of the organisational as opposed to stanplardazhes to QM

Hides and Irani. (2000) Discussing an international standard which integriatés QM and PM BSI 1995

LePrevost and Mazur (2005) | Tool to managing the project resources and priorities as well@giging Quiality function deplognent
the internal initiatives based on their benefits (QFD)

Chao and Ishii (2004)

Tool to clarify project goals and achieving organisationahatignt by
analysing the organisations requirements and resources

Bryde and Robinson (2007)

Improving performance through the implementation of TQ#th PM in
areas such as process management

Total quality management
(TQM)

Orwig and Brennan (2000)

on a long term basis

Providing assistance in assessment and facilitating cannmprovement

A document or knowledge
management strategy

Orwig and Brennan (2000)

Providing the organisation with means to formalise its PM methodology

A project management office

Neale and Letza, (1996)

Enhancing decision making throughout the organisation

Postaudits

Table 8: Excerpted Views of Managing Project RiskgOrganisations

Study Issues

Author(s)

Views

Challenges to
managing risk in

Kutsch and Hall (2009)

The research focused on developing ways to manage risk with fessags
their effectiveness

projects

Olsson (2007)

Methodologies of RM were focuseaclusively on single-project
managemenit

Shimizu et al. (2012)

Overall business risks must be minimised through systemisiti management

Linking risk
management (RM) to

Parker and Mobey (2004), Kutsch

and Hall (2009), Olsson (2007)

There should be a link between the strategy for RM and isagamnal
behaviour

organisational factorg

Besner and Hobbs (2012)

The use of PM tools and practices such as RM is influemg&dth the project
context and the organisatiora@intext

The way risk and RM
is viewed by the

Olsson (2007)

Managers often acknowledge the relevance of RM but failgty dpem in
managing projects

organisation and

Besner and Hobbs (2012)

A gap exists between the organisations inteegtessed in RM and the

managers allocation of resources
Shimizu et al., (2012 Project managers focus on lower level risks and senior managemenofiocus
highekrlevel risk
Parker and Mobey (2004) RM wasad hocbecause it was reliant on the experience and expertise of th
manager and formal risk analysis was seldom used by manalgen making
decisions
Cervone (2006) Project managers often only carry out minor examinatioheofisk related
issues and therdd a ‘margin of risk”
Kutsch and Hall (2009) Project managers only focus on certain risk basedhengerceived ease of
information processing
Table 9: Approaches and Strategies of Managing Project Risks
Author(s) Research/Findings Approaches andStrategies
Besner and Hobbs Developing new responses for specific contexts for whiakas not primarily Flexible approaches
(2012) developed

Cervone (2006)

Adapting and changing plans as new information becamitable, as the cornerstone
on which tobuild continuous risk assessment

Jafari et al. (2011)

Storing for future use, in planning and during implemeantifiprojects, the knowledge
associated with key issues in RM

RM model of knowledge

Patterson and Neaile
(2002)

Documenting information andata collected during project for use in future project

RM

Riskregister database
system

Kohimeyer and
Visser (2004)

Measuring project performance (to measure the effectiveness afaiskgement in
projects) and documenting for future comparisons aathation

Key performance indicators
and documenting

Shimizu et al. (2012)

Responding to the requirement for an integrated and comprehensiggistagproach

to managing risks

Enterprisewide RM
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Table 9: Approaches and Strategies of Managing Prdgésits(continued)
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Author(s)

Research/Findings

Approaches and Strategies

Parker and Mobey
(2004)

Managing information technology infrastructural projectd eeengineering projects

Change management
techniques

Kohlmeyer and

Developing asingle process, comprising of both the project risk meedth the

Risk project life cycle

Visser 2004 project management life cycle process, that distinguistiesitthe existing processey
Table 10 Excerpted Views of Managing Challenges Associated with PidtiEes
Author(s) Views PM Challenges

Hides and Irani(2000)

Commitment by both management and employees as essential to PM suttdess \
the organisation

Harding (2012)

Commitment of essential resources tophgect

Managementommitment
and relateddctors

Hides and Irani(2000)

Leadership as critical to project success

Pressman (1998)

Project success is about the person leading the team

Perkins (2006)

Project managers abilities and their inability to apply tkeawledge impact
negatively on projects and their management within the organisation

Leadershimand elated
factors

Harding (2012)

Proper support network comprising PM and subject matfeerexthat the project
manager could contact or call upon to give advice

Cicmil (2000)

Choosing appropriate personnel and the compatibility of the membecseselor the
project

Hides and Irani (2000)

Training of the team members to generating comyveidg employee commitment

Cerpa and Verner
(2009)

Factorsthat could demotivate team members

Team ¢namicsand relagd
factors

Hides and Irani (2000)

Six human factors that could affect PM practices in an orgamsat#ning
employees in skills to which they are best suited enhances their rolelooflev
competency; competence developmant empowering of employees

Humanresourceand related
factors

Hidesand Irani(2000)

Organisational physiological factors such as structfmestions, performance and
human behaviour (group and individual)

Yazici (2009)

Organisational culture impact on the project performamzkon the organisation

Ritter (2008)

Organisational structure, and culture and style aldodn€e the project

Harding (2012)

Effective communication within the organisation could contetiotPM performance|
and project success.

Newell (2004)

Sharing the lessons learned from previous projects witinefyproject team members

Cerpa and Verner
(2009)

Learning from failed projects due to pasbrtems not carried out on projectsaas|
as ignoring lessons learned from past projects

Yazici (2009) and
Ritter (2008)

Level of maturity that an organisation has with regard to magagiojects impacts
on the performance of the project and its management

Organisationaand related
factors

Pinto and Mantel

Identifying and understanding the causes for projeatrfail

Projectmanagemenand

(1990) relatedfactors
Cicmil (2000) Reasons for project failure
Table 11 Approaches and Strategies of Managing PM Challenges in Organisations
Author(s) Research andrindings Approaches and Strategies
Gasik (2011) Identifying knowledge an important resource for PM and hasic prerequisite for | Project knowledge

effective PM

Hides and Irani (2000)

Ensuring that the lessons learned from new prodieetlopment projects could be
used to inform future project work to improve successiveeptgjerformance

Newell (2004)

Capturing the learning that took place during the projgatdnducting end of project
reviews and the information collected stooeda database which is uploaded for eg
access for future or current team members

Jafari et al. (2011)

Protecting the knowledge gained from projects as it cgiviel the organisation an
advantage over their competitors and make PM a foundation ofetiirgadvantage|

management

Zdanyte and
Neverauskas (2012)

Sustaining and driving PM strategies

Mullaly (2006)

Assessing the capabilities of organisations specifically fureticapabilities as well
as organisational excellence

Yazici(2009)

Providing a standardised approach to measurement anolrbarking and serving as
a road map for strategic improvement

PM maturity models

Hides and Irani. (2000]

Developing a business strategy to reflect the dynamioropetitive advantage

Kenny (2003)

Viewing projects as a means of implementing strategy and PM as aspapdied to
manage the implementation of strategy

Aubry et al. (2007)

Using PM as a means of implementing the organisations strategy

Strategic management

Henderson and

McAdam (2000)

Managing andmplementing the proposed strategy while allowing that strategy to

evolve in response to the changing business and globabement

Balanced scorecard
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5. Discussion and Recommendations methodology using four case studies in the
5.1 Aligning PM with Business Strategy telecommunications industry, they looked at three types

According to Mintzberg and Waters (1985), there areOf strategy which were .b"’?sed on.the corporate, bgsmess
and functional levels within a typical busgse Alsudiri

two types of strategy. These are: 1) deliberate strateggt al. (2013) developed a conceptual framework which

which |s__‘reallsed as intendédand can be consujergd aligns PM with the business strategy and looked at the
the traditional approach to developing strategy within an

organisation, and 2) emergent sty which are factors that impact the process of the alignment. Several

) . ) : ) . internal factors (such as, communication, leadership
patterns or consistencies realised despite, or in the

absence of intentiohs(Mintzberg and Waters 1985, C?arp\ﬁi?gngr}w/(’j nggg&?i?/emrﬁa:ﬁf gcetmn;irt]agoer;gitrsntgtgggn d
257). Srivannaboon and Milosevic (2006, 499) argueoP

that they found instances where PM elements impacteg)éferpna*er:flcgorgnci(essucgn daiﬁe vcehnadnorz, m(;?li]gt?av(\)/resr’e
business strategy. This was a result of information 9 9 ange T )

) . . r?garded as important elements in their alignment
gained during the management of projects used to ada

. . . ) ; .approach for the telecommuaitons industry. Tis
the business strategy. This was in line with Mintzberg Stramework could be extended to include mphbjects

concept of emergent strategies. Alsudiri (2012, 601)based on ore than one business strategy

argues for thaeed to incorporate portfolio management, Moreover, several benefits could be obtained from

stratgyic planning and emergent approach as steps in thgIigning PM process with business strategy. For
alignment process.

L . . . _instance, this could 1) help organisations focus on the
Organisations plan and implement innovative

. ) : o ... right projects based on the objectives of the business
business strategies to attain or maintain a competitive

advantage (Srivannaboon and Milosevic 2006, 493).S trategy (Srivannaboon and Ml!oseylc, 2006, 493); 2)
2 . . o : ensure the successful overall direction of both strategy
They utilise projects to implementhdir innovative

business strategies and this has resulted in PM bemand prOJec_t (A.IS,Ud'” 2012 S97that is every aspect of
considered an important business process. The need € organisatios activities would be integrated and
. 1 Importar P R ove in the same direction based on achieving the
align strategic priorities across therganisational o i X .
. ; ; organisations goals; and 3) assist the team to implement
hierarchy— the corporate, business and functional levels o2 : :
) o the organisation’s business strategy through the projects

— has also become aomhinant concern within the

literature on strategic management. Of particularIn the correct way (Alsudiri 2012, 600).
concern is the alignment of the functional level (for I . .
instance, R&D, rr?arketing, production, and hur$1an5'2 Aligning PM with Ope@hons S”atGQY_
resources) with the business level strategies. Projecthe strategy that was utilised by Alsudiri et al. (2013)
management can be idered a functional strategy Was based on the organisation’s bu5|_ness strategy. It
because it is a building block of organisational strategywas & topdown approach to strategic development
similar to functional strategies and as such could bevhere top management deternsiibe strategy and the
aligned with the business strategy. objectives wer the longterm for the organisation. An
While some research has been undertaken jrliérnative is a bottorap approach to developing
aligning these two areas, none dise explicity the ~€mergent and/or operations strategy. The strategy is
relationship between the areas. Research byleveloped based on the ideas and input from various
Srivannaboon and Milosevic (2006, 49%)owever, —€mployees, at any level of the hierarchy depending on
sought to explore the interaction between these twdhe location of the expertise (Lister, 2014; Sting and
areas by what they refer to as theature of the Loch 2009). _
alignment and developed a theoretical framework ~ Operations strategy looks at the strategies of
showing the impact of these two areas on each othe@naging resources which produce products and
(i.e., the PM elements on the business strategy and theigrvices over the lorgrm. According to Slack et al.
the business strategy on the PM elements). Theik2010), the traditional view of operatiorsrategy is
research was based on Porter's generic strategies (i.dased on several functional strategesi uses the tep
cost leadership, differentiation and bestst) using a down approach.In this approach, overall business
case study methodology to examine eight case studiel{rategy Qetermlnes the direction of t_he organisation and
that covers nine projects in seven organisations. the functional areas (such as operations, marketing, and
Alsudiri et al. (2013, 596) argued that businessfinance) interpretingt in their functional strateglei)_n
outcomes could be considered another dimension of€ other handthe bottoraup approach of operations
project success and it can be achieved through th&frategysuggests thagtrategic decisions are based on an
alignment of the PM process and the business strategccumulation of practical experiences (Slack et al.,
They reported that misalignment between these twc?010). Ideas are developed based on experiences with
areas results in 30 per cent of project failures. As suchéustomers, suppliers and evére organisation’s own
their research looked at the misalignmbetween PM ~ Processes. This type of strategy is referred to as the
with business strategy. Based on case studyeMergent strategy because strategic ideas emerge over
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time as the organisation starts to understand the realitigsroject tearh because they both work across funoto

of their situation. A strategy #h could therefore be used According to van der Merwe (2002), business processes
to improve PM practice within organisations cobklto  are governed by three rules, namely: 1) they must have a
align PM with the operations strategy of the organisationclear purpose (goal); 2) there must be incremental

based on this emergent strategy perspective. improvement while seeking to reach the goal; and 3)
each incremental improvement must be peoject
5.3 Integrating PM Processes with the Business involving people. Based on these rules, it is claimed that
Processes “processes are governed by a group of projects that bring

In organisationsoday, the strategic emphasis itaped ~ @bout incremental improvemeht _
on the customer as well as on both internal and external Orwig and Brennan (2000, 352) sought to integrate
processes. The process viewislt on the belief that the QM with PM to improve business performance in
functional areas within an organisation need to workOrganisations. Since projects are the organisation’s basic
together based on a common gdahe organisation is form of operation, PM can be viewed as an ongoing
to run more effectively and efficiently (Sandhu and repetitive operation as is the case with business
Gunasekaran, 2004, 6B537). processes _such as QM. Their apprc_)ach is that
Processes exist in three (3) different forms within integration is possible based on selecting common
the organisation; formal processes (used bycriteria from the d|SC|pI|nes’ fundamental prm_mples,
management), best practices (used by consultants Wh@eth_odologles ar_ld techmqu_es. Three (3) principles are
learn real processes from workers and sell back td-onsidered crucial to business success, namely 1)
management) and real processes (used by workers wigistomer focus, 2) continuous improvement, and 3)
are doing the work experientially and come up with theté@mwork. Orwig and Brennan (2000) argue tihetse
ideas) and there is no connection between these thredfinciples are critical to projects as key project
processes (van der Merwe 2002, 408). In man)ﬂellverablesnclgde, for instancecustomer satisfaction,
organisations, operations are driven by projects, thd€am collaborations and continuous improvement.
benefits of aligning or integrating the project processes ~ Moreover, continuous improvement in a PM setting
and the operational processes would be relevant ang@n be facilitated through project delings,
advantageous. Sandhu and Gunasekaran (2004, 678fsessment of project performance against planned
stress three (3) basic processes in organisations. The&gsults, and the establishment of a Project Management
are 1) the strategic process which is the formulation ofOffice (PMO) to serve as a project archive for future
the organisations strategy; 2) the functional proces@roject planning (Orwig and Brennan, 2000). While
which is the procedural and operational requirement”roject Management Institute (PMI) ackviedges that
within the organisation; and 3) the administrative Project QM must address both the management of the
process which is the overatianagement including the Project and the product of the project, the quality tools
functional processes. and techniques identified in the Project Management
While van der Merwe (2002, 408) argues that theBody of Knowledge (PMBOK) are explicitly described
management of business process is different from thé terms of their applicatioto project deliverables and
management of scientific processes in that therags “ Not the management process (Orwig and Brennan 2000,
measurement, no control, no maintenance and n@94)- It is therefore possible to integrate the PM
incremental improvement”. Orwig and Brennan (2000, Processes with the operational processes.
351) maintais that the management of processes in an _
organisational setting is different from the managemen®: A Generic PM Process Model
of processes in a project setting. The management dh responding to the changing nature of projethts,
processes in an organisational settingafs aspect of discipline of PM now embraces several of the
operations management where processes are repetitivmderlying concepts and assumptions from the various
while the management of processes in a projectelated fields. Based om projectbased strategic
environment, which is a temporary and unique management process advocated by Cicmil (2000 p. 558),
endeavour, is based on the particular requirements od generic process modelas developed. Tis modé
each project (Orwig and Brennan 2000, 33430 most  attempts to incorporate various strategies/approaches
processes are ‘cro$snctional’ spanning the various identified in the literature. Figure 1 is a diagrammatic
functional areas within the organisatjoafactor which  representation of this generic process model. It shows
van der Merwe (2002, 407) argues is similar to projecton-going feedback at each level to facilitate both
and their management. continuous improvement and organisatl learning.
Research carried out by van der Merwe (2002, 408)  This generic model comprises a series of processes
shows a link between projects and processesidd  and steps. Figure 2 depicts the process flow chart for this
contendsthat ‘the management of business processegeneric model. The first step would begin with the
and the management of projects are interrelated” angbirocess of developing an organisational strategy. Once
that ‘the process team can be directly equated with thehis has been agreed upon, the nexp steuld be the
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process of operationalising strategies into projectscompatibility with the rest of the team members. Within
These projects would be managed through theeach functionabhrea, the operation strategy should seek
development of a PM strategy. It is at this PM strategyto include the project resource requirements for the
level that PM is aligned to the organisational/businesgprocesses that would be impacted. It is at this level of
strategy. At the PM strategy level, it is important to the operation strategy within each functional area that
ensure that the projects identified would be aligned tathe PM processes are aligned with the operation
the organisational strategmission, vision and strategic strategy/business processes and it is at the process
direction. At this level, senior management leadershipmanagement level that the PM processes could be
would be reinforced, and performance criteria would beintegrated with the operational/business processes.
identified to measure the success of the project against At the process level, a strategy for integrating the

the organisation’s strategic objectives and goals.

PM processes and the operational/business processes in
such areasas managing operations/project qualiand
risks could be developed and implementedhe

N 3 ‘x =~ integration would be based on the QM and RM
JEARN FF evea 50 \\ principles that are considered crucial to the success of
RSV RRGANEATIONAL N\ the operations strategy, the businessd the project
‘7 ST, S O itself. This integration strategy could be developed as an
/ . I \ g gy p
K / f e e N over_aII strategy or a caﬁy—case_ strategy specific to the
e B Ler o 1 varying needs of the project or the changing
i | |, MANAGEMENT environment.
I it R 1 Moreover, effective communication could be
. E - — ",
Aligning x.__"_“y" ;‘x_ _ Organisational achieved through formal meetings held on a regular
PZ’;;‘:LS L FULNARECﬂaNAL!I!L T Learning basis or through update reports sent to members of the
o OPERATIONAL _.' ) n team. A feedback mechanismosifd be put in place to
W P __"'--\f_a:' p enable continuous improvement and facilitate
‘\‘\ Fi. - ‘*’;’:H';_.x’ S organisational learning. Tough the documentation and
\\‘\ o CROECT S management of knowledge gained throughout the
\\‘\ b N%" ' R / project, organisational learning could be reinforced. This
SO T ‘\: e ‘. et feedback would be based dime bottoraup approach,
g T M where lessons in implementing at the bottom are fed

Figure 1: A GenericProcessModel of Rojectbased Strategic
Management
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Figure 2: A Process Flow Chart for Aligning PM with Business

Strategy and Operations

back up through the model to the relevant decision
makers. This guarantees that the strategy formulation is
based on input from those who actuatigrry-out the
projects. This woul ensure organisationalide
acceptance of the strategy. Any refinement would be
based on the input from the persons actually
implementing the project or working directly with the
process.

7. Conclusion

Despite the myriad of information regarding PM &ssu
within the published literature, there are stilany
challenges related to the successful PM implementation
in organisations. Various approaches and strategies
advocated irthe literature address challenges associated
with PM practices in organisationgnalysis of these
findings suggest that integratindg®M processes with the
businessprocesses isvorth exploring in relation to
incorporating PM practices and managing project risk

Within this PM strategy, other functional areas (€.9.,and quality into the business/organisational context.
R&D, marketing, and production) for each projectwould  Thjs paper explores a variety of determinants that
be identified. It is at this point that a project team shouldyy|d affect the management of the PM processes, and
be created. This team should comprise members fronyentifies the common factors affecting PM processes in
each functional area within the organisation that wasyrganisations. It also advocates the need to 1) integrate
identified as being required forehproject. The team he PM processes with business proessand 2)

skills as deemed necessary for the project and on their
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One approach was to align PM with the businessCerpa, N. and Verner, J.M. (2009), “Why did your project fail?"

strategy of the organisation. Through this alignment, the Communications of the AGNol.52, No.12, pp.130.34.

right projects could be chosen to fdate the particular ~ C€vone, H. F. (2006), *Managirdygitil libraries: The view from
. . - . 30,000 feet- project risk managementQCLC Systems and

ne?ds of the organisation as OUt_“ned in its strategic plan. Services International Digital Library Perspectiv&/ol.22,

This would ensure the commitments from managers No.4, pp.256262.

across various departments and ensure that they chosikao, LP. and Ishii, K. (2004), “Project quality function

projects based on the objectives of the organisation. deployment’,Iinternational Jairnal of Quality and Reliability

Moreover, by aliging PM with the operations strategy, Cigﬂrrfliragsemgggg)llz%bﬁgi%/pﬁigi{?cﬁgét ervironment. & mon

the experience and. Inputs from various IeYEIS. of con\l/entional ag’enda"lnternational Journal of Quality and

employees could be incorporated into the organisation’s rejiapility Management/ol.17, No.4/5, pp.55&70.

strategy at the operations level. Cirtina, LM., Cirtina, D. and Radulescu, C. (2013), “Quality

Aligning PM to the strategic focus would enable management in projects: Establish the quality objectives of the
organisations to remain relevaand attain competitive _ Project’, Fiability and Durability, Vol.2, pp.4246.

: ; Comindwork  (2014), “OPM3: Organisational  project
advantage. There is a need to expand the prbesed management”,Comindwork WeeklyAccessed December 5,
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and operations in organisations. Further research would December 5, 2014, from
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