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Abstract
This literature review examines the theory of “strategic project management” as a concept that
aligns organizational strategic intent and project management goals. Twenty-eight sources
published between 1998 and 2008 are analyzed to understand how strategic project management
enables the alignment of business objectives with project strategy in support of overall
competitive advantage. The role of project portfolio management and the cultivation and
management of organizational competencies, capabilities and project leadership (resource-based
view) are also examined.
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Introduction to the Literature Review
Topic
Strategic Project Management: An inter-disciplinary approach towards achieving sustainable
competitive advantage through the alignment of strategic business objectives with project
management strategy.

Purpose
This literature review examines studies that articulate strategies assisting organizations in
bridging the gap between organizational strategic intent and project management goals, also
known as “strategic project management”. Heerkens (2007) defines “strategic project
management” as “a series of practices, procedures, processes, tools, and behaviors which, when
considered collectively, characterize the extent to which an organization creates effective
linkages between excellent project management practices and excellent business practices – all in
the name of advancing the overall strategic objectives of the organization” (p.1). Since
Heerkens’ definition identifies the core elements that comprise the concept of strategic project
management while advancing the relationship between project management and strategic
business objectives, it is utilized as the model for evaluating various models of alignment
between business and project strategy.

Recent literature regarding the efficacy of project management highlights the extreme failure
rates in the IT sector (Stanleigh, 2006). In light of the recent failures of project management, the
goal of this literature review is to present selected models that articulate the process for aligning
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project management and business strategy to attain project success and competitive advantage. In
addition, this review of the literature presents an explanation of how strategic project
management contributes to the alignment of business objectives with project strategy and an
organization’s overall competitive advantage through project portfolio management and the
cultivation and management of organizational competencies, capabilities and project leadership.
Selected strategic project management models are analyzed as ways to translate corporate and
business strategies into project strategy within the context of the project management and
strategic management disciplines. A final section of the literature review presents conclusions
and implications for further research.

Problem Area Context
The focus of this review is on the lack of alignment between business and project strategy, which
Lanka & Martin (2007) believe is a significant contributor, if not the primary cause for, project
failures in addition to an obstacle for realizing sustainable competitive advantage. Cicmil &
Hodgson (2006) indicate that the disjoint between the traditional, formal project management
methodology and increasingly visible project management failures has led to an
acknowledgement among some researchers that accepting and applying the traditional project
management orthodoxy does not eliminate project failures, nor does it guarantee project success
(p. 114).

Patton and White (2002) find that closing the integration gaps between an organization’s
strategic plan and its implementation is essential to attaining and sustaining competitive
advantage. Since organizations execute their strategies through the creation of strategic
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initiatives comprised of programs and project portfolios, they in turn become vehicles for
executing the organization’s strategy (Cabanis-Brewin & Pennypacker, 2006). Wessels (2007)
explains that as high-velocity change necessitates an increasing number of projects that must be
executed faster and with fewer resources, the demand for strategic applications of project
management is high.

Theories of Strategic Project Management
Wessels (2007) believes that adopting strategic project management to select, manage and
support multiple projects gives companies the best chance of moving the organization forward
by keeping the company vibrant in the marketplace and returning maximum value for
shareholders. Stanleigh (2006) states that the execution of strategic project management provides
organizations with the necessary business intelligence to identify and terminate (as early as
possible) projects that are of low priority and not linked to business strategy, so that misaligned
projects can stop costing organizations money, resources and customers. Strategic project
management is based on a methodology of aligning projects with business-level strategic plans
which includes:

•

Communicating the strategy throughout the organization and cascading it through lowerlevel strategies involving initiatives that align the culture, policies and measures with the
strategy (Jamieson & Morris, 2005);

•

Analyzing the possible value of each potential project, based on an assessment of
alignment to the corporation’s goals and objectives (Garfein, 2007);
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•

Implementing projects at various levels of the organization that reflect the vision of the
strategy (Brache, 2002); and

•

Integrating an extensive range of project management leadership, competencies and
capabilities into the organizational context (Jamieson & Morris, 2004).

Implementing Strategic Project Management
This literature review assumes an interdisciplinary approach in analyzing the following selected
examples as both critical and necessary for the successful organizational implementation of
strategic project management:
1. Formally defining, articulating, managing and aligning project strategy with business
strategy (Shenhar, 2000);
2. Adopting project portfolio management to maximize the value of the total collection of
an organization’s projects and programs to ensure that projects and programs selected for
execution align with the business-level strategies (Garfein, 2007); and

3. Developing strategic project leadership (Patton & White, 2002) via project management
competencies and capabilities that contribute to an organization’s sustainable
competitive advantage (Hamel & Prahalad, 1990; Green, 2005).
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Audience
The primary audience for this study includes senior management (including CEOs, COOS, CIOs,
CTOs and CFOs), and project managers. In particular, this literature review is designed for an
audience of senior managers and executives who are responsible for adopting the organizational
strategic plan and for the project manager who is responsible for its direct implementation.
This inquiry may also be of interest to program managers, managers of project managers, PMO
Managers/Directors, their stakeholders, business drivers, executive sponsors, project champions,
project team members and their functional managers, educators of project management,
consultants in project management and trainers developing project management training and
educational materials who will find the topic of strategic project management useful since it
provides a model for aligning projects and programs with overall organizational strategy.

Undergraduate and graduate students in addition to strategic management theorists focusing on
business, communications and/or MBA degrees will find a project-based literature review
helpful in understanding the history and evolution of both the project and strategic management
disciplines. At a practical level, this literature review can provide associates of project-based
organizations a tactical, operational and strategic view of project management and a general
understanding of the relationship between high-level strategy and its implementation via project
management.
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Significance
The significance of this research is two-fold. First, at a macro-level, this literature review is
designed to explore the relationships between sustainable competitive advantage and the
integration of business and project strategies. Thus, the research has a business context that
relates traditional project management theory with strategic management concepts to present
selected models for understanding how project-driven organizations can increase the success of
their high-level objectives and contribute to competitive advantage. Additionally, the analysis of
these models provides a rationale for growing the project management competencies and
capabilities of the organization.
On a micro level, this study presents various models that align the tactical and operational
aspects of project management with the strategic intent of organizations to demonstrate the
practical application of strategic project management. Since this study is based on an interdisciplinary approach towards strategic project management, it integrates several key
components found across project management and strategic management literature (such as
leadership, project management competencies and capabilities, alignment of project strategy with
organizational strategy) and examines their impact on project management success. In this way,
the literature review presents the concept of strategic project management as encompassing the
alignment of projects, processes and resources with strategic business objectives (the traditional
tactical and operational view); however, it also expands the current field of research by
demonstrating how the adoption of strategic project management methodologies contributes to
sustainable competitive advantage (Green, 2005).
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Since the project management profession is currently undergoing tremendous growth worldwide
as corporations, governments, academia and other organizations recognize the value of common,
standardized approaches and educated employees for the execution of projects (Kloppenborg &
Opfer, 2002), this researcher assumes that research into the practical application of project
management methodologies to realize strategic growth and sustainable competitive advantage
will play a significant role in expanding both the discipline and actual practice of project
management.

Research Limitations
Although there is a voluminous amount of research on both “business strategy” and “project
management”, few scholarly resources pertain directly to the theory and practical application of
organizational strategic project management. As a result, the following research criteria were
applied to reduce the scope of the undertaking while increasing the quality, validity and
findability of scholarly resources that pertain to strategic project management:
1. According to Dvir and Shenhar (2007), project management research is still evolving and
has not yet established its role among the traditional academic disciplines of
management. The early years of project management research (1960-1970) focused on
large government programs in the Department of Defense and the early 1980s was
primarily focused on project risk management and models for the planning and control of
complex projects (Kloppenborg and Opfer, 2002). Cicmil and Hodgson (2006) indicate
that the literature in the 1990s highlighted the centrality of project-based organizing and
project working in the dual processes of information sharing and knowledge management
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in organizations (p. 113). Since advances in project management can be achieved via an
integrated and interdisciplinary view of the entire landscape of the project (Dvir &
Shenhar, 2007) that attempts to unify evolving theories of project management, selected
project management literature for this review only includes work completed within the
last ten years (1998 – 2008) as this last decade has underscored the disparity between the
maturing body of project management know-how and the effectiveness of its
applications.
2. Delimiters on the literature search are works that apply directly to the problem area
context (closing the gap between strategic business objectives and project management
strategy) and the two key sub-topics (the theory of strategic project management and the
practice of strategic project management – specifically, a focus on portfolio project
management and project management leadership, competencies and capabilities);
3. The conceptual narrowness in strategy execution literature coupled with the infancy of
the exponentially growing field of project management presents challenges in research
acquisition and validity. However, by expanding the frame of reference to include an
alternate field of study (strategic management) this review of the literature provides a
foundation for further research that takes into account additional variables that can
contribute to the alignment between business objectives and project strategy. For
example, although Project Management Offices (PMOs) exist today as an organizational
form designed to improve project management skills and competencies, increase project
management maturity and provide management of the project portfolio process, current
literature surrounding their success rates show that in practice, PMOs are usually
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disbanded from organizations within two years of their inception due to a lack of return
on investment (Thiry, 2007). Also, despite a plethora of literature pertaining to project
maturity and project maturity models (PMM), at this time researchers have not been able
to demonstrate a credible link between these models and competitive advantage (Jugdev &
Thomas, 2002; Jugdev, 2006). As a result, although this study did research, collect and
review literature regarding PMOs and PMMs, these two concepts were excluded from the
actual review of the literature since there is currently no substantial theoretical evidence
that they assist organizations in bridging the gap between business objectives and project
strategy or that they are considered strategic assets (Stanleigh, 2006) as project portfolio
management and project leadership, competencies and capabilities have demonstrated.
4. Since the discipline of project management is rapidly evolving and the utilization of
project management and portfolio management methodology has increased over the last
several years, primary research is comprised of scholarly articles and a limited selection
of works from current business and technology magazines;
5. Both primary and secondary sources of literature are limited to peer-reviewed academic
works (excepting a few cases from current business and technology magazines, so noted);
6. Since there is an overwhelming amount of literature surrounding both business strategy
and project management, the research primarily targets the adoption of strategic project
management and secondarily the concepts of “business strategy” and “project
management”;
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7. In accordance with Kloppenborg and Opfer’s (2002) research delimiters for their study
“The Current State of Project Management Research: Trends, Interpretations, and
Predictions”, this literature review excludes the following types of citations (p.7):
a.

Literature related to the trends in project management that only state the author’s
point of view without substantial data to support it;

b. Literature that has a marketing flavor;
c. Literature based on the experience of authors unless they have resulted in the
invention of a new concept or technique;
d. Literature that is very technical in nature, but not dealing with the management of
projects directly;
e. Literature that is book reviews, industry reviews, etc.
8. The research is limited to work that is appropriated and reproduced via hardcopy.

Writing Plan Overview
Hewitt (2002) defines a literature review as “a self-contained piece of written work that gives a
concise summary of previous findings in an area of the research literature” (p.1). Watson and
Webster (2002) describe an effective literature review as “comprised of prior, relevant literature .
. . [it] creates a firm foundation for advancing knowledge. It facilitates theory development,
closes areas where a plethora of research exists, and uncovers areas where research is needed”
(p. 13). Ellis and Levy (2006) define an effective literature review process as “sequential steps to
collect, know, comprehend, apply, analyze, synthesize, and evaluate quality literature in order to
provide a firm foundation to a topic and research method . . . the output of the literature review

Strategic Project Management 11

process should demonstrate that the proposed research contributes something new to the overall
body of knowledge” (p. 182).

Following descriptions of effective literature review components (Hewitt, 2006; Watson &
Webster, 2002) and the literature review process (Ellis & Levy, 2006) this literature review
utilizes an approach that builds on a combination of ideas and concepts to examine the theory
and practice of strategic project management and the process for aligning business strategy with
project management strategy to obtain competitive advantage by:

1. Providing peer-reviewed literature from two disciplines (project management and
strategic management) as a way to define and examine the problem area context and
two key sub-topics;

2. Incorporating the criterion of quality, relevancy and validity throughout the research
process;

3. Employing an iterative process when researching, surveying, analyzing and
synthesizing quality literature; and

4. Demonstrating that the proposed interdisciplinary research focus contributes
something new to the overall body of knowledge or advances the research field’s
knowledge-base (Ellis & Levy, 2006, p. 182). The primary outcome to meet this goal
is provided as a set of “Definitions”.
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The “Review of the Literature” is written using a thematic rhetorical pattern and includes an
overall synthesis of the key themes across two different fields of research: strategic management
and project management (as noted above). Selected literature is analyzed using a “Synthesis of
two fields review” approach, which “provides insights into a given topic based on a review of
the literature from two or more disciplines” (The Writing Lab at Colorado State University,
2006).
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Definitions
The following section defines terms used throughout this study and is organized according to
three main subject areas that collectively comprise the body of the “Review of the Literature”:
1. Strategic management and competencies terminology;
2. Strategy-related project management concepts; and
3. Project management definitions.

Although the terminology used throughout the literature review overlaps the predefined problem
area context and two sub-topics, organizing and defining the terms according to the above
subject areas assists in clarifying their meaning for the audience and identifying the relationships
that exist between each subject area.

Category 1: Strategic Management and Competencies
Based on a foundation of strategy definitions provided by Johnson et al (2005), this literature
review utilizes the definition of “business-level strategy” (or “business strategy”) for the body of
this review and distinguishes between three main levels of strategy within an organization:
1. Corporate-level strategy (i.e. corporate strategy);
2. Business-level strategy (i.e., business strategy and strategic business unit strategy); and
3. Operational strategies.
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Table 1: Strategy and Competencies Definitions

Business-level strategy concerns how organizations compete successfully in particular markets,
specifically which products or services should be developed in which markets and how to realize
advantage over competitors in order to achieve the objectives of the organization. There should be a
clear link between strategies at an SBU level and corporate-level strategies that both assist and
constrain the business-level strategies (Johnson et al, 2005, p. 11).
Capabilities are a company’s skills at coordinating its resources and putting them to productive use
(Jamieson & Morris, 2004).
Core competencies are the collective learning in an organization, especially regarding how to
coordinate diverse production skills and integrate multiple streams of technologies (Hamel &
Prahalad, 1990).

Corporate-level strategy is concerned with the overall purpose and scope of an organization and
how value is added to the different parts (business units) of the organization. This could include
issues of geographical coverage, diversity of products/services or business units, and how resources
are allocated between the different parts of the organization (Johnson et al, 2005, p. 11).

Firm resources are all assets, capabilities, competencies, information knowledge and reputations
that are owned or controlled by the firm and that enable the firm to conceive of and implement
strategies that improve its efficiency and effectiveness (Pettigrew et al, 2002, p. 55).
Operational strategies are concerned with how the component parts of an organization deliver
effectively the corporate and business-level strategies in terms of resources, processes and people.
The integration of operational decisions and strategy is of great importance since in most
businesses, successful business strategies depend to a large extent on decisions that are taken, or
activities that occur, at the operational level (Johnson et al, 2005, p. 12).
Resource-based views of strategy emphasize firm-specific resources as the fundamental
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determinants of competitive advantage and performance (Pettigrew et al, 2002, p. 55).
Strategic architecture is the establishment of objectives for competence building and a road map
of the future that identifies which core competencies to build and their constituent technologies
(Hamel & Prahalad, 1990).
Strategic management includes understanding the strategic position of an organization, strategic
choices for the future and turning strategy into action (Johnson et al, 2005, p. 16).
A strategic business unit (SBU) is a part of an organization for which there is a distinct external
market for goods or services that is different from another SBU. It is a unit of organization for
strategy-making purposes and may or may not be a separate structural part of an organization (such
as a department or division (Johnson et al, 2005, p. 11).

Category 2: Strategy-related Project Management Concepts

Table 2: Strategy-related Project Management Concepts

Critical integrative links (CILs) are strategic links that consist of interpreting strategy and
reformulating it as part of the process of rapid strategy implementations.
Project strategy is the project perspective, direction, and guidelines on what to do and how to do
it, to achieve the highest competitive advantage and the best project results (Shenhar, 2004, p. 297).
Strategic alignment is the coordination of an organization’s external business and IT goals and its
internal business and IT organizational infrastructures (Luftman, 2004).
Strategic Portfolio Management is the process of determining if the projects and programs
selected for execution align with the organization’s strategies (Garfein, 2007).
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Strategic projects are projects that deal with new business and create or sustain strategic positions
in markets and businesses. Typically, strategic projects are initiated with a long-term perspective in
mind. (Shenhar, 2004, p. 3).
Strategic Project Management is a series of practices, procedures, processes, tools, and behaviors
which, when considered collectively, characterize the extent to which an organization creates
effective linkages between excellent project management practices and excellent business practices
– all in the name of advancing the overall strategic objectives of the organization (Heerkens, 2007).

Category 3: Project Management Concepts

Table 3: Project Management Concepts

A portfolio is a collection of projects or programs and other work that are grouped together to
facilitate effective management of that work to meet strategic business objectives (Project
Management Institute, 2004, p. 16).
Portfolio Management is the centralized management of one or more portfolios, an approach to
achieving strategic goals by selecting, prioritizing, assessing and managing projects, programs and
other related work based upon their alignment with and contribution to the organization’s strategies
and objectives (Wessels, 2007).
A program is a group of related projects managed in a coordinated way to obtain benefits and
control not available from managing them individually (Project Management Institute, 2004, p. 16).
Program Management is the centralized coordinated management of a group to achieve the
program’s strategic objectives and benefits (Project Management Institute, 2004, p. 16).
A Project Based Organization (PBO) is structured around distinct projects in which people with
different skills are brought together to develop innovative products and services within fixed
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periods of time, and business functions become embodied in project teams where the knowledge,
capabilities, and resources of the firm are built up through the execution of major projects (Whitley,
2006).
A project is a temporary endeavor undertaken to create a unique product, service, or result (Project
Management Institute, 2004, p. 5).
Project Management supports the execution of an organization’s competitive strategy to deliver a
desired outcome (such as fast time-to-market, high-quality and low-cost products) as one of the key
business processes that enable companies to implement value delivery systems (Milosevic &
Srivannaboon, 2006, p. 99).
A Project Manager is the person responsible for managing a project (Project Management
Institute, 2004).
A Project Management Office (PMO) is an organizational body or entity assigned various
responsibilities related to the centralized and coordinated management of those projects under its
domain. The responsibilities of the PMO can range from providing project management support
functions to actually being responsible for the direct management of a project (Aubrey & Hobbs,
2007).
Project Portfolio Management is the activity of aligning resource demand with resource
availability to achieve a set of strategic goals (Jamieson & Morris, 2004).
Project stakeholders are individuals and organizations that are actively involved in the project, or
whose interests may be affected as a result of project execution or project completion (Project
Management Institute, 2004, p. 24).

Strategic Project Management 18

Research Parameters
The objective of the literature review is to examine research that analyzes how organizations can
achieve sustainable competitive advantage through the alignment of strategic business objectives
and project management. An iterative survey of the research was performed to achieve this
objective. As Henrie and Sousa-Poza (2005) explain, an iterative process allowed the data to lead
the study and speak for itself so that “each step built upon and added data and enlightenment in a
continuous process of data gathering, followed by analysis, and better understanding” (p. 6).

The research methodology for the literature review was comprised of seven parallel and iterative
activities:
1. Definition of the research problem;
2. Establishment of the data collection strategy;
3. Development of the research strategy;
4. Identification and acquisition of the data sources;
5. Selection and categorization of data according to the problem area context and subtopics;
6. Documentation of the research results;
7. Development of a writing plan and outline.

Research Problem Definition
Hilsen (1996) states that the identification of the research problem and development of a
question to be answered are the first steps in the research process as the research question will
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guide the remainder of the design process. Accordingly, the preliminary method used to research
relevant literature in this review was based on the construction of a problem statement and
purpose and subsequently the refinement of the terminology embedded into the question: How
can organizations achieve sustainable competitive advantage through the alignment of strategic
business objectives with project management strategy?

Data Collection Strategy
A data collection strategy was established that included the following key components:
1. Primary (peer-reviewed, published works) and secondary sources of literature (current
business and technology magazines) were collected that focused on the theory of strategic
project management in the context of its application and adoption in an organizational
setting. References derived from these sources were used in the development of the
literature review and bibliography.
2. Data from the primary and secondary sources of literature were analyzed and interpreted
to verify that each work demonstrates credibility, quality and validity, according to the
evaluation criteria detailed below:
a. The universality and replicability of the research strategy (Leedy & Ormrod,
2005);
b. An overview of the research problem (including its component issues);
c. The identification and categorization of common themes, assumptions and
patterns in the research;
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d. Descriptions of the findings and assessments of consistency and variation among
the selected literature (Hewitt, 2002);
e. Selection of works that contribute to the most significant understanding and
development of the research problem (Lyons, 2005).

Research Strategy
Cooper (1998) suggests that narrow concepts provide little information regarding the generality
or robustness of the results, therefore the greater the conceptual breadth of the definitions used in
a synthesis, the greater it’s potential to produce conclusions that are more general than syntheses
using narrow definitions (p. 37). Cooper explains that a threat to validity is associated with
problem definition, specifically in regards to cursory searches, and therefore recommends a
larger breadth of concepts used in problem definition. Thus, in addition to searches on the main
problem area context and sub-topics, an expanded and comprehensive list of key search terms
was derived in order to minimize a threat to validity that could mask important distinctions in the
results of the search (p. 37). Therefore, the research strategy involved preliminary searches on
the main topic (strategic project management), sub-topics and key search terms (below).

•

Corporate strategy

•

Business strategy

•

Project management

•

Project strategy

•

Project portfolio management

•

Strategic alignment
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•

Strategic management

•

Project management competencies

•

Strategic project management models

•

Project maturity models

•

Organizational vision and shared vision

•

Strategic management

•

Competitive advantage

•

Strategy

Identification and Acquisition of Data Sources
The research focus was on academic resources, although journals, books, magazines, news
articles and search engines (particularly Google and Google Scholar) were also reviewed. The
research strategy involved both primary and secondary sources of literature using Business
Source Premier, Academic Search Premier, The McKinsey Quarterly, Harvard Business Review,
University of Pennsylvania’s Knowledge @Wharton and the Project Management Institute for
retrieving articles pertaining to the topic of strategic project management.

Several publications were mined specifically for content related to the main subject area: the
Project Management Institute’s Project Management Journal, PM Network, International
Journal of Project Management, Computerworld, CIO Insight, Baseline, Journal of Business
Strategy and Science Direct. Several texts were reviewed from previous AIM courses such as
Brache’s “How Organizations Work” (2002) and Luftman’s “Managing the Information
Technology Resource” (2004). Although the selection criteria for meeting presentations is
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usually not as strict as that required for journal publication, these papers are more likely to be
current than journal articles for two reasons: (1) researchers may present a paper prior to the
completion of a publishable manuscript; (2) journals have long lags between when a manuscript
is submitted and when it is published (Cooper, 1998). As a result, various research papers were
reviewed at the Project Management Institute 2007 Global Congress in Atlanta, Georgia and
included in this review.

In addition to researching journal articles, this literature review includes a number of books
relevant to project management and strategic management that were located and obtained though
the University of Oregon’s Libraries Catalog. These books range from general textbooks, to
books written by one or two individuals to collections of articles written by a variety of experts
in the fields of project management and strategic management.

During this research process, data source abstracts were reviewed to determine their applicability
to the research problem area context and sub-topics based on the criterion developed in the
“Research Strategy” section of this literature review. If the selection criteria were met, the data
source was either downloaded (if an article) or requested (if a book) through the University of
Oregon’s online library catalogue. Digital articles were archived electronically according to a
systematic categorization process. This process was based on several key project management
themes and patterns found in the review of the abstracts and was organized according to the
following subject areas:
1. Strategy
2. Portfolio management;
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3. Project Management Offices (PMOs);
4. Project management maturity;
5. Project management competencies and capabilities;
6. Project-based organizational structure;

Selection and Categorization of Data
The selection and categorization of data according to the problem area context and sub-topics
was based on “purposeful sampling”, which Leedy and Ormrod (2005) describe as the
“intentional nonrandom selection of data sources” (p. 145) based on the selection of objects that
will yield the most information about the research topic.

Journals

The selection and categorization of journal articles according to the problem area context and
sub-topics involved four main tasks:
1. Identification and retention or deletion of data sources according to the conventions
established in the “Research Limitations” and “Data Collection Strategy” sections of
this study;
2. Scanning of the full-text article to determine if additional sources needed to be located
and catalogued or removed from the data set. If the journal article met the requirements
of this study according to the criteria outlined in the “Research Limitations”, “Data
Collection Strategy” and “Research Strategy” sections of this literature review, the
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following actions were performed and repeated for data sources that required further
examination in the next iterative round of evaluations:
a. Search and acquisition of additional published works by the author;
b. Search and acquisition of additional literature based on the abstract’s key words
and phrases;
c. Review and documentation of most commonly cited references in the article;
d. Search and acquisition of the most commonly cited references in an effort to
collect key cited articles;
e. Documentation of the key words and phrases found in the most commonly sited
references;
f. Consolidation and refinement of the key words and phrases found in the most
commonly sited references.
3. Reclassification of the remaining data sources from the previous classification structure
developed in the “Identification and Acquisition of Data Sources” section of this study to
a new classification scheme based on the research problem and sub-topics:
a. Integrating strategic business objectives and project management;
b. Theories and concepts of strategic project management;
c. The practice of strategic project management.
4. Digital reorganization of the data sources according to the above topical areas.

Books

The selection and categorization of books according to the problem area context and sub-topics
involved five primary tasks:
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1. Identification and retention or deletion of data sources according to the conventions
established in the “Research Limitations” and “Data Collection Strategy” sections of
this study;
2. A phrase analysis of relevant books was conducted wherein specific key words and
phrases identified from the journal abstracts were surveyed in the table of contents and
indexes. The key words and phrases were those that were most commonly sited in the
article references and subsequently documented as part of the “Selection and
Categorization of Data” for the “Journals” section of this study;
3. Scanning of the text to determine if additional sources needed to be located and
catalogued or removed from the data set. If the book met the requirements of this study
according to the criteria outlined in the “Research Limitations”, “Data Collection
Strategy” and “Research Strategy” sections of this literature review, the following
actions were performed and repeated for data sources that required further examination in
the next iterative round of evaluations:
a. Search and acquisition of additional published works by the author;
b. Search and acquisition of the most commonly cited references in an effort to
collect key cited data sources.
4. Identification of general categories and themes (and when applicable, subcategories and
subthemes) using the “data analysis spiral” approach (Leedy & Ormrod, 2005) and then
classifying the emergent data (p. 150) according to patterns interwoven throughout the
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literature (journal articles and books) on the primary research problem and sub-topics;
and
5. Continuous refinement of the research problem definition and reenactment of the iterative
research methodology activities as outlined in the “Research Parameters” section of this
study.

Documentation of Research Results
In alignment with Cooper’s (1998) assertion that the most powerful protection against threats to
validity caused by unrepresentative samples of studies in syntheses comes from a broad and
exhaustive search of the literature (p. 76), the comprehensive and documented literature search
strategy for this review is located in “Appendix A”. This table contains documentation regarding
the various reference databases and journals researched in combination with key search terms
and resultant findings applicable to the three main sections of the literature review:
1. Problem area context (aligning organizational strategy with project management
strategy);
2. Sub-topic A (the theory of strategic project management);
3. Sub-topic B (implementing strategic project management).
The “Search Strategy Documentation” table located in Appendix A is organized into six main
categories of information:
1. The search engine, database and/or journal used for the literature search;
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2. The key search terms used;
3. The number of initial and usable results found during the literature search;
4. The overall rating of the quality and usability of the results (excellent, good, fair and
poor);
5. The citation of a usable reference;
6. The relevance and/or comments of the citation (coded by its applicability to the problem
area context and/or sub-topics A and B).

Table 4: Summary of Databases Searched and Usable Results

Databases Searched

Results # (Usable)

UO Libraries Catalog

24

UO Libraries Catalog OneSearch > QuickSets (Core Research)

0

UO Libraries Catalog OneSearch > QuickSets (Business and Economics)

1

UO Libraries Catalog OneSearch > QuickSets (Science)

0

UO Libraries Catalog OneSearch > QuickSets (OneSearch Articles)

1

UO Libraries Catalog OneSearch > Advanced (General)

1

EBSCO HOST Research Database – Academic Search Premier

3

EBSCO HOST Research Database – Business Source Premier

21

EBSCO HOST Research Database – Science Direct

3
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Table 5: Summary of Journals Searched and Usable Results

Journals Searched

Results # (Usable)

Harvard Business Review

1

Project Management Journal

16

International Journal of Project Management

11

The McKinsey Quarterly

0

Knowledge@Wharton

0

Project Management Institute (PMI) 2007 World Congress Research Papers

10

Table 6: Summary of Search Engines and Other Websites Searched and Usable Results

Search Engines and Other Websites

Results # (Usable)

Google

3

PMI.org

16
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Writing Plan
Despite the recent growth of project management interest and research, several authors note the
consistent failure of projects to meet business objectives, time and budget goals (Cicmil &
Hodgson, 2006; Dvir & Shenhar, 2007; Söderlund, 2004) and the lack of return on investment in
Project Management Offices (PMOs) as a tool to improve project management (Stanleigh, 2006).
Current research (Cicmil & Hodgson, 2006) into project performance highlights the deficit
between the maturing body of project management know-how and the effectiveness of its
applications while “the development of project management knowledge remains unstable and
fragmented” (p. 115). Additionally, Dvir and Shenhar (2007) note that “no central paradigm has
emerged that is underlying the research and conceptualization of project management or is
influencing the practice of project management” (p. 95). Cicmil & Hodgson (2006) indicate that
the disjoint between the traditional, formal project management methodology and increasingly
visible project management failures has led to an acknowledgement among some researchers that
accepting and applying the traditional project management orthodoxy does not eliminate project
failures, nor does it guarantee project success (p. 114).

Although some researchers suggest that project management is at the core of understanding the
contemporary firm (Söderlund, 2004) and that the discipline of project management is currently
being used as a primary strategy to manage change in contemporary organizations (Kloppenborg
& Opfer, 2002), project management is not regarded as a mature, established discipline.
Furthermore, while considered an interdisciplinary field, only a limited number of
interdisciplinary studies have been applied to project management (Dvir & Shenhar, 2007).
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The cross-disciplinary character of project management research coupled with a lack of solid,
foundational concepts and analyses provides an opportunity to examine the current crisis of
project management failure within the context of a “strategic/business view” (Dvir & Shenhar,
2007) that considers projects as “business-related activities that need to achieve the project’s
business results” (p. 96). As an alternative to exclusively examining the traditional project
management body of literature, this literature review explores the research regarding project
success and its impact on competitive advantage from the separate fields of project management
and strategic management to gain insight into parallel theoretical and empirically established
themes.

The “Review of the Literature” is written using a thematic rhetorical pattern and includes an
overall synthesis of the key themes across two different fields of research: strategic management
and project management. Selected literature is analyzed using a “Synthesis of two fields review”
strategy, which “provides insights into a given topic based on a review of the literature from two
or more disciplines” (The Writing Lab at Colorado State University, 2006). The interdisciplinary
approach provides:
1. An opportunity to reframe the orthodox project management dialogue regarding how
organizations can overcome the salient problem of overwhelming project failures (Dvir &
Shenhar, 2007);
2. An examination of the relationship between project management and organizational
business strategy from a strategic management perspective to understand how the
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alignment of strategic business objectives with project management strategy contributes
to sustainable competitive advantage; and

3. An examination of the impact of project portfolio management and project management
capabilities and competencies on the realization of business objectives and in turn,
competitive advantage, viewed within the context of the more mature discipline of
strategic management.

The goal of the literature review design is to present several models for analyzing the research
problem and sub-topics by a) maintaining the strengths and addressing the weaknesses of various
existing models derived from the individual disciplines of strategic management and project
management; and b) synthesizing these models from the two fields of research into a unified
theory of strategic project management that suggests questions and areas for future research.

Writing Plan Objective and Outline
The objective of the writing plan is to structure and integrate the collected literature into the
following subject areas:
1. Problem Area Context
1.1. Describe how business strategy is executed and operationalized at the project and
program levels within the framework of literature referenced in “Category 1: Integrating
Strategic Business Objectives and Project Management” located in the “Literature
Review Bibliography with Abstracts” section
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1.1.1. Summary and review of:
1.1.1.1. Literature that examines the need to close the gap between organizational
strategic objectives and project management goals
1.1.1.2. Literature that addresses the alignment of business strategy with project
management

2. Theory of Strategic Project Management
2.1. Describe the theory and concept of strategic project management within the framework
of literature referenced in “Category 2: Theories of Strategic Project Management”
located in the “Literature Review Bibliography with Abstracts” section
2.1.1. Summary and review of:
2.1.1.1. Literature regarding the definitions and theory of strategic project
management
2.1.1.2. Literature regarding models of strategic project management

3. The Practice of Strategic Project Management
3.1. Describe the implementation theories of strategic project management within the
framework of literature referenced in “Category 3: The Practice of Strategic Project
Management” located in the “Literature Review Bibliography with Abstracts” section
3.1.1. Summary and review of literature that examines the practice of strategic project
management
3.1.1.1. Literature that addresses how strategic business objectives are executed via
project, program and portfolio management methodologies
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3.1.1.2. Literature that addresses how the cultivation and management of
organizational competencies, capabilities and project leadership assists in
the translation of business objectives to project strategy and overall
competitive advantage
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Review of the Literature Bibliography
This section of the literature review is comprised of three categories of abstracted literature
(including a total of 28 references) that form the basis of the “Review of the Literature” and
correspond to the research problem and sub-topics:
1. Category 1: Aligning Strategic Business Objectives with Project Management
Strategy (eleven entries);
2. Category 2: Theories of Strategic Project Management (seven entries);
3. Category 3: Implementing of Strategic Project Management (ten entries).

Category 1: Aligning Strategic Business Objectives with Project Strategy
Anderson, D., & Merna, T. (2003). Project management strategy—project management
represented as a process based set of management domains and the consequences for
project management strategy. International Journal of Project Management, 21, 387.
Retrieved November 10, 2007, from Business Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=10231
987&loginpage=login.asp&site=ehost-live
Abstract: Project Management is not as consistently effective as it ought to be. If we reexamine some of the examples of failures or poor performance we can see that the causes
often originated in poor management particularly at the front-end during strategy
formulation, rather than poor downstream execution. Yet most of the project management
literature concentrates on the execution tools and techniques rather than the effective
development and deployment of project management strategy within a total process
concept. This paper reports on further research, developing the model and its deployment,
to place project management and project management strategy in the context of business
development.
Artto, K., Hensman, N., Jaafari, A., Kujala, J., Martinsuo, M. (2006). Project-based management
as an organizational innovation: Drivers, changes, and benefits of adopting project-based
management. Project Management Journal, 37, 87-97.
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Abstract: This paper examines project-based management as an organizational
innovation. Institutional theory and innovation diffusion literature suggest that the
drivers for adopting an organizational innovation may differ across organizations, and
that the drivers may be linked with the timing of the innovation. A survey questionnaire
was used for data collection, and the sample consisted of 11 companies representing a
variety of industries. The results of this study identified external pressure and internal
complexity as drivers for introducing project-based management. The degree of process
change, depth of project- based management adoption and local success of project-based
management introduction as changes caused by adopting project-based management are
examined. The study also reveals benefits from introducing project-based management in
the form of improvement in project culture, and efficiency improvement.
Englund, R., & Graham, R. (1999). From Experience: Linking Projects to Strategy. Journal of
Product Innovation Management, 16, 52-64. Retrieved November 10, 2007, from
Business Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=11941
534&loginpage=login.asp&site=ehost-live
Abstract: There is a dramatic rise in the use of project management as organizations shift
to provide customer-driven results and systems solutions. Some implementations of
project management have been successful, whereas others are spectacular failures. A
common occurrence in many organizations is too many projects being attempted by too
few people with no apparent link to strategy or organizational goals. Research and
experience indicate that the support of upper management is critical to project success.
This article reviews actions that upper managers can take to create an environment for
more successful projects in their organizations. Specifically, the authors discuss practices
for upper manager teamwork and offer a complete model for selecting projects that
support a strategic emphasis.
Ives, M. (2005). Identifying the contextual elements of project management within organizations
and their impact on project success. Project Management Journal, 36, 37-50.
Abstract: Change within organizations is becoming the rule rather than the exception as
businesses seek to respond to an increasingly fluid, complex, and global business
environment. This drive demands that organizations embrace a more strategic response to
avoid being leap-frogged by more nimble competitors. As Cicmil points out (1997,
1999), strategic organizational change is most likely facilitated and managed through an
organization's use of the project management disciplines. This study attempts to develop
a greater understanding of the contextual aspects of project management in an
organizational change setting. In reviewing the current literature, I have found an
increasing use of project management within organizations and an attendant poor rate of
success among these projects; interestingly, I also found only limited research on the
context and fit of projects within organizations.
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Longman, A. & Mullins, J. (2004). Project management: Key tool for implementing business
strategy. Journal of Business Strategy, 25, 54-60.
Abstract: Project management requires deliberate planning and action to create the
conditions for success and put in place the strategy, leadership, goals, process, skills,
systems, issue resolution and structure to direct and exploit the dynamic nature of work.
In working with business organizations, whether large or small, in strategic and
operational situations, there are essential conditions for project success. These conditions
apply to all projects, whether related to top-level strategic business issues or operational
ones. Failure to perform effectively in even one of the conditions could pose a risk on
strategy implementation. In order to achieve the conditions or project success, senior
management needs to ensure that all organizational elements are aligned and integrated
into a coherent framework for project management.
Milosevic, D. & Srivannaboon, S. (2006). A two-way influence between business strategy and
project management. International Journal of Project Management, 24, 493-505.
Retrieved November 10, 2007, from Business Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=21830
179&loginpage=login.asp&site=ehost-live
Abstract: Abstract: This article recognizes the strategic importance of project
management (PM) in the corporate world through an exploration of PM/business strategy
alignment. Using a case-study methodology, we extensively examined eight case studies
covering nine projects in seven organizations. As a result, an empirically based
theoretical framework was developed to address the configuration of PM as influenced by
the business strategy (and vice versa). We found that business strategy realizes its
influence on PM via the competitive attributes of the business strategy (time-to-market,
quality, and cost). These competitive attributes are used deliberately to determine the
configuration and emphasis placed on different PM elements (e.g., strategy, organization,
process, tools, metrics, and culture). At the same time, PM is expected to impact the
adaptation of business strategy if the operating conditions of a project detect significant
threats from environmental changes (e.g., a market shift).
Milosevic, D. Z. (2006). A theoretical framework for aligning project management with business
strategy. Project Management Journal, 37, 98-110.
Abstract: This study addresses two aspects of a topic under-researched in the strategic
management literature: the alignment of project management and business strategy. Two
areas of this alignment were studied: (l) the reciprocal influence between project
management and business strategy, which we call the nature of the project
management/business strategy alignment; and (2) the process used to align project
management and business strategy. Then an empirically based theoretical framework,
which highlights the impact of business strategy on project management—and the impact
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of project management on business strategy — as well as the mechanisms used to
strengthen these alignments, was developed.
Morris, P. & Jamieson, A. (2004). Translating corporate strategy into project strategy: Realizing
corporate strategy through project management. Newton Square, PA: Project
Management Institute, Inc.
Abstract: Considered the new "silver bullet" in guiding corporate strategy, this study
examines how project management tools and principles can be used to effectively
advance business strategy. Through case studies from a variety of industries, the authors
demonstrate how successful organizations move beyond mission statements and five-year
plans to create the processes that are necessary to carry out time-oriented goals and
projects. In addition to examining these successes, the authors also identify effective
strategy implementation processes, define the relevant terms using the standards of PMI's
PMBOK® Guide, outline staff roles and responsibilities, and offer several different
models of personnel structure and capabilities that reflect project management principles
and methods.
Srivannaboon, S. (2006). Linking project management with business strategy. Project
Management Journal, 37, 88-96.
Abstract: Recognition of the strategic importance of project management in the
corporate world is rapidly accelerating. One reason for this acceleration may be a strong
belief by business leaders that aligning project management with business strategy can
significantly enhance the achievement of organizational goals, strategies, and
performance. However, empirical literature that offers advice on how to achieve this
alignment is scanty. Many companies are suffering from misaligned projects and a lack
of a systematic approach to align project management with the business strategy.
Although projects are the basic building blocks of organizational strategy in many
companies, project management is not often recognized as a functional strategy and is
rarely perceived as a business process, making the achievement of a project
management/business strategy alignment even more difficult. This study addresses three
aspects of an under-researched topic in the strategic management literature—aligning
project management with business strategy.
Van Der Merwe, A. (2002). Project management and business development: Integrating strategy,
structure, processes and projects. International Journal of Project Management, 20, 401411.
Abstract: The classical school of business development supposed that rationality in
structure and process where attained by a theory that defined “one best way” of doing
things. The theory was based on four pillars: division of labor, scalar and functional
processes, structure, and span of control. Modern business development places more
emphasis on strategy that aims to delight customers, processes that lead to the ultimate of
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efficiency and infinitely flat organizational structures to manage by projects.
Organizational theory is rich in the research of strategic management with specific
interest in analysis, objective setting and the effect of organizational structure. But
strategies do not fail when they are being analyzed or when the objectives are being set.
They fail during implementation and, more particularly, due to the lack of proper project
management. This research analyzed management and project management in an attempt
to find the application and integration of strategy, structure, processes and projects in
order to facilitate the development of a business.
Winter, M., Andersen, E., Elvin, R., & Levene, R. (2006). Focusing on business projects as an
area for future research: An exploratory discussion of four different perspectives.
International Journal of Project Management, 24, 699-709. Retrieved November 10,
2007, from Business Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=23214283&loginpage=Lo
gin.asp&site=ehost-live

Abstract: An important development in project management in recent years has been the
emergence of a new class of projects, in areas such as organizational change and IT,
integrated business solutions, and long-term public service delivery. Often referred to as
‘business projects’, this new class of projects (and programs) reflects a growing
conceptual shift away from the traditional engineering view of projects, towards a more
business-oriented view, in which the primary concern is no longer the capital asset,
system or facility etc, but increasingly the challenge of implementing business strategy,
improving organizational effectiveness, and managing the realization of stakeholder
benefits. Drawing on recent research from the UK Government-funded Rethinking
Project Management Network, this paper argues that future research in this area needs to
look beyond the mainstream literature on project management, to other relevant
disciplines such as strategic management, operations management, and the management
of change. Against this background, the authors present four conceptual perspectives
from the management literature, which can be usefully applied to business projects order
to inform and stimulate other researchers and practitioners working in the field.

Category 2: The Theory of Strategic Project Management
Arrto, K., Dietrich, P., Kujala, K. & Martinsuo, M. (2007). What is project strategy?
International Journal of Project Management, XX, XX.
Abstract: The concept of project strategy – referring to the strategy of a single project –
has remained ambiguous in existing studies. In this research, we review literature from
multiple viewpoints to develop a novel definition and interpretation about the project
strategy concept. Our project strategy definition and the four project strategy types allow
a more open interpretation about the content of alternative environment-dependent
project strategies as well as the processes of strategy formulation and implementation.
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The wider concept of project strategy introduced in this paper recognizes more widely the
various positions that a single project may take in its environment. This way, our paper
contributes even to development of new and context-specific project management bodies
of knowledge in the future. The paper suggests empirical research and further conceptual
research on detailed contents of different project strategies.
Brown, A. (2006). Strategic project management. Project Management Institute: Newtown
Square, PA.
Abstract: Only when organizations align their projects with their strategy can they best
ensure that their project investments generate outcomes that serve their business goals.
This paper examines how one organization--insurance provider MSIG USA--used a
strategic planning approach to select and manage its projects, an approach that helped the
organization achieve its business goals through projects. In doing so, it defines three
concepts essential to MSIG's strategic process for managing projects; it explains MSIG's
concept of a strategic plan. It also describes the functions administered by MSIG's
strategic planning office (SPO). It then discusses MSIG's success in aligning project
management and strategic planning; it looks at its process of creating ideas to develop as
projects, listing six techniques for doing so. It details how MSIG's projects drive strategic
changes and how it manages its feedback loop. It also outlines five key points of
interaction between projects and strategy.
Crawford, L. (2006). Developing organizational project management capability: Theory and
practice. Project Management Journal, 37, 74-86.
Abstract: This paper traces the evolution of conceptions of project management from the
use of tools and techniques on standalone projects to the conceptualization of project
management as an organizational capability. Working from the premise that project
management is a socially constructed field of practice that has developed through the
conversations and deliberate efforts of practitioners, principles of discourse analysis are
used as a framework for studying the extent to which practice reflects the espoused
theories of organizational project management capability development. The actuality of
practice is represented by periodic reports over a five-year period by the "owners" of
project management in an organization with an expressed commitment to development of
organizational project management capability and is analyzed with reference to the
related espoused theories of practitioners as represented in the project management
literature, including bodies of knowledge, standards, and guides.
Grundy, T. (2000). Strategic project management and strategic behavior. International Journal
of Project Management, 18, 93-103.
Abstract: Strategic projects are crucial to the implementation of strategies. Besides the
analytical difficulties of managing strategic projects these are perhaps overshadowed by
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behavioral difficulties. Research into the strategic behavior at BT has identified several
techniques for managing the behavioral issues facing strategic projects more effectively.
These techniques include: cause of behavior analysis, personal and strategic agenda
analysis, behavioral scenarios and difficulty, energy and frustration over time curves.
Heerkens, G. (2007). Introducing the revolutionary strategic project management maturity
model (SPM3). Paper presented at the annual North American meeting of the Project
Management Institute, Atlanta, GA.
Abstract: The level of interest surrounding practice related to program management,
project portfolio management, the strategic alignment of projects, and the business results
of projects have been steadily growing over the last few years. Much has been presented,
published, and discussed about them individually. What is needed is an approach that
combines the wide variety of concepts, process, and tools that have emerged from these
practices. This paper unveils a groundbreaking method for doing just that – the strategic
project management maturity model (SPM3).
Hobbs, B., Crawford, L., Tuner, J. (2006). Aligning capability with strategy: Categorizing
projects to do the right projects and to do them right. Project Management Journal, 37,
38-50.
Abstract: Organizations that undertake many projects need to identify the types
undertaken, and use labels to name them. These labels are attributes that form the basis of
a project categorization system. There are two reasons why organizations need to
categorize projects. The first is to develop and assign appropriate competencies to
undertake projects successfully (do them right). The second is to prioritize projects within
an investment portfolio to maximize return on investment (do the right projects). Prior
research into project classification, the methodology adopted, and the model developed is
described. Two major components of a project classification system, the purposes for
classifying projects and the attributes used to classify them, are identified; as well as that
attributes can be grouped into larger classes. There are also more complex,
multidimensional systems for categorizing projects. Finally, how an organization can
implement a categorization system is described.
Naughton, E. (2006). Strategic project management – A competitive advantage. Retrieved
October 25, 2007, from http://www.webpronews.com/expertarticles/2006/05/25/strategic-projectmanagement-a-competitive-advantage

Abstract: Recently, a number of the world's leading project management organizations
have taken major initiatives to enlighten executive management about the strategic
importance and benefits of project management. The focus is to move from individual
project management to organizational project management, which these organizations
maintain is a strategic advantage in a competitive economy. In this article, Ed Naughton,
Director General of the Institute of Project Management and current IPMA Vice
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President, asks Professor Sebastian Green, Dean of the Faculty of Commerce and
Professor of Management and Marketing at University College Cork (formerly of the
London Business School), about his views of strategic project management as a vehicle
for competitive advantage.

Category 3: Implementing Strategic Project Management
Brown, C. (1999). Towards a strategy for project management implementation. South African
Journal of Business Management, 30, 33. Retrieved November 10, 2007, from Business
Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=2329313&loginpage=logi
n.asp&site=ehost-live

Abstract: The basic tenet of this article is that the implementation of project
management as a way of managing, in formerly functionally structured organizations, is a
complex process requiring strategic management intervention. The three outstanding
issues contributing to this complexity are expounded. These are the differing
characteristics of the range of an organization’s projects that must be provided for; the
inherent characteristics of functional organizations inhibiting to a cross-functional
approach, that need to be overcome; and the very necessary mind shift to the project
management culture, that needs to be instilled. The ground rules for project management
implementation are laid down by way of eight questions that must be answered on top
management level. These revolve around a firm commitment to the replacement of old,
seemingly well proven practices as well as around the implications and consequences for
the organizations. The article then proceeds with proposing a framework for the process
of project management implementation.
Dietrich, P., & Lehtonen, P. (2005). Successful management of strategic intentions through
multiple projects – Reflections from empirical study. International Journal of Project
Management, 23, 386-391. Retrieved November 10, 2007, from Business Source Premier
database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=18102201&loginpage=lo
gin.asp&site=ehost-live

Abstract: This article focuses on how to implement strategies successfully through
projects. Based on the literature we propose measures for successful management of
strategic intentions in a multi-project context. Empirical survey of 288 organizations is
used to analyze practices that organizations use in managing development projects.
Correlations between management practices and success measures are examined and the
success factors determined. Several success factors are found related to both single and
multiple project management. In addition, the linkage between strategy process and
project management, as well as the availability of high-quality information are identified
as success factors.
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Green, S. (2005). Strategic project management. Retrieved from the Internet on November 10,
2007 from:
http://www.projectscenter.com/projectmanagementsoftware/documents/strategicprojectm
anagement.pdf
Abstract: Across the whole of management, there has been a trend to append the
strategic label wherever possible and thereby transform the vin ordinaire of management
into a grand cru (strategic) variety. So it is not surprising that the call is getting louder for
the development of strategic project management (SPM). But what is the substance of
this shift from the basic function to the enhanced model? What is signified by the
addition of the word strategic to project management? And what exactly is SPM? Is it
equivalent to PMI’s (2003) OPM3 (project management maturity model) which, in the
words of the PMI, bridges the gap between strategy and individual projects”? And how
does SPM reflect developments within the strategic management paradigm from whence
presumably, SPM draws its inspiration. In this paper we attempt to shed light on these
questions while deriving a model of SPM based on both on strategic management and the
experience of companies who have experienced superior performance through their
project management practice.
Grundy, T. (1998). Strategy implementation and project management. International Journal of
Project Management, 16, 43-50.
Abstract: To date, strategy implementation and project management have largely
developed quite separately and independently. But there are many opportunities for crossfertilization which are currently under-exploited both in theory and in practice. A number
of tools from strategic management, value management and from organizational change
can be imported into project management to enrich traditional techniques considerably.
These tools are particularly powerful when applied to complex, multi-functional projects
which are entailed when attempting to turn business strategy into implementation. These
tools can also be imported into mainstream project management practice.
Jugdev, K., & Thomas, J. (2002). Project management maturity models: The silver bullets of
competitive advantage?. Project Management Journal, 33, 4. Retrieved November 10,
2007, from Business Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=8603018&loginpage=Log
in.asp&site=ehost-live

Abstract: Assesses project management maturity models as a project management
construct. Explains the importance of the models to the profession and the use of maturity
models to create sustained competitive advantage.
Morris, P. & Jamieson, A. (2005). Moving from corporate strategy to project strategy. Project
Management Journal, 36, 5-18.
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Abstract: Much of the management writing around strategy tends to cover the practices
at the corporate and business level; there is a dearth of writing about how corporate
strategy gets implemented by projects and programs and translated into program or
project strategies. This paper reviews evidence from four case studies together with
questionnaire data from PMI Europe members, which shows that the processes, practices,
and people issues involved in moving from corporate strategy to programs and projects is
done in a much more systematic way than is generally recognized. The findings point to
areas that future revisions of the PMBOK® Guide should be looking at.
Shenhar, A. (2004). Strategic project leadership®: Toward a strategic approach to project
management. R&D Management, 34, 569-578.
Abstract: Strategic Project Leadership® (SPL)is a new approach to project management
that is focusing projects on creating competitive advantage and winning in the
marketplace. This approach is particularly relevant to strategic projects that are initiated
to create the company's future, including almost all R&D projects. In the traditional
approach, project managers and teams were typically focused on getting the job done,
and meeting time and budget goals.SPL, provides a modern view. It suggests that projects
are initiated for business reasons, and that just ‘getting the job done’ is not enough. This
paper presents a mindset, a framework, and a practical, step-by-step approach on how to
connect project management to business results and how to turn projects into powerful
competitive weapons.
Thiry, M., & Deguire, M. (2007). Recent developments in project-based organizations.
International Journal of Project Management, 25, 649-658. Retrieved November 10,
2007, from Business Source Premier database: http://0search.ebscohost.com.janus.uoregon.edu:80/login.aspx?direct=true&db=buh&AN=26577061&loginpage=Lo
gin.asp&site=ehost-live

Abstract: Project-based organizations (PBO) refer to a variety of organizational forms
that involve the creation of temporary systems for the performance of project tasks. It is
the purpose of this paper to further investigate and understand how the widespread
adoption of a project management approach within organizations has come to gradually
influence their strategy and governance approaches. This paper concludes that an
important aspect of PBOs is yet unexplored and lies in the development of a collaborative
relationship between the fields of project and general management and the importance of
developing a common language that fosters dialogue. It also emphasizes a two way
relationship which recognizes that project management practice can and will influence
organizational practices as well as the obvious reverse.
Wessels, D. (2007). The emergence of strategic project management. Paper presented at the
annual North American meeting of the Project Management Institute, Atlanta, GA.
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Abstract: Project management has emerged as a strong discipline practiced by highly
trained, certified professional as organizations have come to realize they cannot stay in
business if they cannot manage their projects. However, many companies are still
limiting the application of project management to the tactical level. But, smart
organizations also recognize project management is a critical strategic tool. They practice
project portfolio management to select, manage and support a portfolio of projects that
have the best chance of moving the enterprise forward, keeping it vibrant in the
marketplace and returning maximum shareholder value. As departments and division
compete for scarce financial and human resources, strategic project portfolio
management provides the rational decision framework necessary to make the right
project investment decisions that enable organizations to compete and win in the global
economy.
Whitley, R. (2006).Project-based firms: New organizational form or variations on a theme?
Industrial and Corporate Change, 15, 77-99.
Abstract: The increasing significance of project-based forms of organizing economic
activities in many industries has stimulated considerable interest in project-based firms
(PBFs) as distinctive kinds of economic actors that are seen by some as heralding a new
logic of organizing. In particular, their fluid, temporary nature and membership of
multiple networks, alliances, and partnerships have been construed as critical to the
generation of radical innovations. However, PBFs differ considerably in a number of
respects, notably the singularity of their goals and outputs and the distinctiveness and
stability of work roles and task organization. At least four distinct ideal types of PBFs can
be distinguished in these terms that can be expected to vary in their prevalence and
importance across industrial sectors and in different kinds of societies because of
differences in investor and employee commitment and coordination costs.
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Review of the Literature

Introduction
The objective of the literature review is to examine studies that analyze how organizations can
achieve sustainable competitive advantage through the alignment of strategic business objectives
and project management strategy. The focus of the literature review is on the lack of alignment
between business and project strategy, which Lanka & Martin (2007) believe is a significant
contributor, if not the primary cause for, project failures. Focus is on the examination of several
selected models of strategic project management, the role of project portfolio management and
the strategic competencies and capabilities of an organization’s internal assets and its impact on
sustainable competitive advantage.

Summary of Research Problem

Current research (Cicmil & Hodgson, 2006) into project performance highlights the deficit
between the maturing body of project management know-how and the effectiveness of its
applications while “the development of project management knowledge remains unstable and
fragmented” (p. 115). Additionally, Dvir and Shenhar (2007) note that “no central paradigm has
emerged that is underlying the research and conceptualization of project management or is
influencing the practice of project management” (p. 95). Cicmil & Hodgson (2006) indicate that
the disjoint between the traditional, formal project management methodology and increasingly
visible project management failures has led to an acknowledgement among some researchers that
accepting and applying the traditional project management orthodoxy does not eliminate project
failures, nor does it guarantee project success (p. 114). Despite the recent growth of project
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management interest and research, several authors note the consistent failure of projects to meet
business objectives, time and budget goals (Cicmil & Hodgson, 2006; Dvir & Shenhar, 2007;
Söderlund, 2004).

Research Challenge

Although project management is considered an interdisciplinary field, only a limited number of
interdisciplinary studies have been applied to project management (Dvir & Shenhar, 2007).
The cross-disciplinary character of project management research coupled with a lack of solid,
foundational concepts and analyses provides an opportunity to examine the current crisis of
project management failure within the context of a “strategic/business view” (Dvir & Shenhar,
2007) that considers projects as “business-related activities that need to achieve the project’s
business results” (p. 96). As an alternative to exclusively examining the traditional project
management body of literature, this literature review explores the research regarding project
success and its impact on competitive advantage from the separate fields of project management
and strategic management to gain insight into parallel theoretical and empirically established
themes.

Literature Review Thematic Selections

Throughout this review of the literature, several significant themes that expand upon the
traditional functional, normative view of project management (i.e., the “Iron Triangle” of
“time”, “quality” and “cost”) are explored to: (1) understand the areas of opportunity within the
strategic management and project management fields to address the current failures of projects
and the general failings within the project management discipline; (2) identify potential areas for
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further research to broaden the existing body of project management research. A summary of the
various thematic perspectives examined in this study is presented in Table 7.

The purpose of this review of the literature is to:
1. Articulate the process for aligning business objectives and project strategy to attain
project success and competitive advantage through an analysis of selected concepts and
models from the strategic management and project management disciplines; and
2. Examine how strategic project management contributes to the alignment of business
objectives with project strategy and an organization’s overall competitive advantage
through project portfolio management and the cultivation and management of
organizational competencies, capabilities and project leadership.
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Table 7: Literature Review Thematic Selections
Project Management
Challenges
Schedule delays, cost
overruns, lack of quality
assurance and customer
satisfaction, project
restarts, terminations

Theoretical
Basis

Strategic alignment
between business and
project strategy

Project management as
a source of competitive
advantage
Strategic project
management
Project-based
organizations
(organizational theory)
Organizational context
(culture)
Strategic role of project
manager

Project and portfolio
management

Project management
maturity
Project management
office (PMO)
Capabilities,
competencies and
knowledge assets
Project
Management
Theory

Fragmented and
immature body of
knowledge, interdisciplinary research
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Aligning Strategic Business Objectives with Project Strategy
Strategic Management Overview

“Strategy” is defined by Patton & White (2002) as “a comprehensive set of actions or activities,
which guide and direct the use of the firm’s resources to accomplish the organization’s vision
and goals and enable sustainable competitive advantage” (p. 2). This study utilizes the definition
of “business-level strategy” (or “business strategy”) for the body of this review as “how
organizations compete successfully in particular markets, specifically which products or services
should be developed and how to realize advantage over competitors in order to achieve the
objectives of the organization” (Johnson et al, 2005, p. 11).

Van Der Merwe (2001) characterizes “strategic management” as a set of managerial decisions
that determine the long-term performance of a company and includes strategy formulation,
strategy implementation, evaluation and control (p. 403). According to Johnson et al (2005),
“strategic management” is concerned with three main elements (see Figure 1) and includes
“understanding the strategic position of an organization, strategic choices for the future and
turning strategy into action” (p. 16). The primary element of this definition that underpins this
literature review is the aspect of “turning strategy into action” via project management processes
to operationalize strategic objectives and achieve competitive advantage.
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Figure 0: Elements of the Strategic Management Model (Johnson et al, 2005)

Barney and Hesterly (2006) define the “strategic management process” as “a sequential set of
analyses and choices that can increase the likelihood that a firm will choose a strategy that
generates competitive advantage” (p. 5). An example of the strategic management process is
presented in Figure 2.

Figure 1: The Strategic Management Process (Barney & Hesterly, 2006)
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Project Management Overview
Projects are essential to the growth and survival of organizations (Cleland, 1999) and
organizational strategic change is largely delivered through multiple, simultaneous projects
(Patton & White, 2002). According to Milosevic and Srivannaboon (2006), “the essence of
project management is to support the execution of an organization’s competitive strategy to
deliver a desired outcome” (p. 494). Resultantly, organizations that conduct complex strategic
activities within a specific timeframe and require the commitment of significant resources will
organize their activities into either projects or programs (Roney, 2004).

In this study, the term “project” is “a temporary endeavor undertaken to create a unique product,
service, or result” (Project Management Institute, 2004, p. 4). Projects are a means to address and
coordinate activities that cannot be addressed within an organization’s operational limits and are
often used to achieve an organization’s strategic plan (Project Management Institute, 2004).
“Project management” is defined as “management that supports the execution of an
organization’s competitive strategy to deliver a desired outcome (such as fast time-to-market,
high-quality and low-cost products) as one of the key business processes that enable companies
to implement value delivery systems” (Milosevic & Srivannaboon, 2006, p. 99). The term
“project strategy” concerns “the project perspective, direction and guidelines on what to do and
how to do it, to achieve the highest competitive advantage and the best project results” (Shenhar,
2004, p. 297).
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Project Management in Perspective

Scaled back infrastructures and scarce resources has led to the evolution of project management
from a methodology based on scheduling and budget constraints to a key business process that
contributes to strategy realization (Andersen, et al, 2006; Anderson & Merna, 2003; Baca et al,
2007; Boto, 2006; Dietrich & Lehtonen, 2005; Graham & Longman, 2006; Jugdev, 2006; Kenny,
2003; Longman & Mullins, 2004; Milosevic & Srivannaboon, 2006; Patton & White, 2002;
Shenhar, 2002; Srivannaboon, 2006; Stanleigh, 2006; Tharp, 2007).

Project management has transformed from a practice based on the standard time, cost, and
quality performance metrics (Andersen, et al, 2006; Cicmil & Hodgson, 2006; Jugdev, 2006;
Kenny, 2003; Milosevic & Srivannaboon, 2006) to a vehicle for executing organizational
strategy (Cabanis-Brewin & Pennypacker, 2006). This evolution marks a conceptual shift away
from the orthodox engineering view of project management to a more business and value-centric
view wherein the primary concerns of the organization are implementing business strategy,
improving organizational performance and increasing stakeholder benefits (Andersen, et al,
2006).

Several scholars suggest that project success should be considered in the context of the
achievement of the strategic goals of the organization (Dietrich & Lehtonen, 2005; Kenny, 2006)
and that when organizations link their projects to their business strategy, they are better able to
accomplish their goals (Dietrich & Lehtonen, 2005; Longman & Mullins, 2004; Milosevic &
Srivannaboon, 2006).
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Current Crisis in Project Management

Kloppenborg and Opfer (2002) indicate that the discipline of project management is used as a
key strategy to manage change in contemporary organizations. However, while projects are
essential to the growth and survival of organizations, the greater the use of projects in
accomplishing organizational purposes, the more reliant the organization is on the effective and
efficient management of those projects (Cleland, 1999).

Recent studies show that corporations throughout the world are losing billions in wasted project
spending and according to Stanleigh (2006), one of the biggest contributing factors to this waste
is a severe lack of alignment between projects and corporate strategy. Literature regarding the
efficacy of project management highlights the extreme failure rates in the IT sector (Stanleigh,
2006). For example, the results of “The Chaos Survey” (by The Standish Group), show that the
overall success rate for IT projects is only 16.2%, while challenged projects account for 52.7%,
and impaired (cancelled) projects is 31.1% (The Standish Group Report, 1995). This statistic has
not effectively changed since 1995 (Stanleigh, 2006).

Implementing Strategy
Projects and Strategy Implementation

“Strategy implementation” occurs when a firm “adopts organizational policies and practices that
are consistent with its strategy” (Barney & Hesterly, 2006). According to Johnson et al (2005),
translating strategy into action ensures that strategies are working operationally and include the
below characteristics:
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1. Structuring an organization to support successful performance (including organizational
structures, processes and relationships and the interaction between these elements); and
2. Enabling success through the way in which the various resource areas (people,
information, Finance, IT, etc.) of an organization support strategies (p. 19).
These two aspects of strategy implementation comprise the second half of the review of literature
which addresses the processes and critical integrative links for aligning business objectives with
project strategy. Figure 3 displays the five critical elements required for an organization to
achieve strategic success and includes the notion of strategy implementation as one of the critical
factors for strategic success. Hussey (1999) recognizes that strategy cannot be successful until it
is implemented, and he suggests that the process is a combination of the “hard” and “soft”
aspects of management.

Figure 2: Five Essentials for Strategic Success (Hussey, 1999)
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Lamb (1984) argues that the most neglected imperative demanding management action is
actually strategy implementation and that “an organization’s ability to achieve global
competitive advantage is directly tied to its success in implementing its chosen strategy” (p.
220). Further, he posits that companies that emerge as leaders in the global market are those that
are able to successfully transform the complex elements of strategic planning into competitive
advantage (p. 222). Research has shown that organizations that plan and implement their
strategic plans generally perform better in the areas of sales growth, earnings growth, deposits
growth, return on assets, return on equity, return on sales and return on total invested capital than
those companies that do not (Heracleous, 2003, p. 76). Additionally, companies that engage in
strategic planning and implementation for the longer term (as opposed to short-term forecasting
or annual planning) deliver higher returns both relative to their industry and in absolute terms (p.
76).

Patton and White (2002) find that closing the integration gaps between strategic planning and
implementation is essential to attaining and sustaining competitive advantage. As a result,
implementation of a methodology that provides the processes and tools to achieve total
alignment of the organization is critical towards achieving competitive advantage (Kenny, 2006).
However, Jamieson & Morris (2005) note that the majority of traditional management research
only covers the strategic management processes used when formulating and implementing
strategy at the corporate level. Other authors find that there is a lack of scholarship addressing
how business strategy is translated into projects (Anderson & Merna, 2003; Dietrich &
Lehtonen, 2005; Grundy, 1997; Heracleous, 2003; Hussey, 1999; Jamieson & Morris, 2005;
Milosevic & Srivannaboon, 2006; Roney, 2004), which indicates a deficit of research regarding
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how corporate strategy is both translated and operationalized, particularly at the program or
project level. Yet, according to Jamieson & Morris (2005), these two sets of business activities
are interrelated as projects are important mechanisms for strategy execution in organizations.
For example, Patton and White (2003) state that effective strategic management involves the
process of “formulating strategies and then executing those strategies to create a sustainable
competitive advantage” (p. 2). Thus, Grundy (1998) argues that strategic management should
achieve a paradigm shift by “moving from a 90:10 concern to at least a 50:50 concern with each”
(p. 43). Furthermore, Pettigrew, Thomas and Whittington (2002) indicate that the most
promising approaches to the analysis of corporate strategy are those that investigate both the
characteristics of the resources and capabilities that underlie corporate strategy and to the
organizational structures and mechanisms that implement it (p. 92).

Failures in Strategy Implementation

Hussey (1999) notes that many organizations have a “. . . fundamental disconnect between the
development and formulation of their strategy and the implementation of that strategy into useful
action” (p. 245). Moreover, the sources of strategy failures are ultimately attributable to a failure
in both the vision and logic of the strategy itself or in its implementation (Collis & Montgomery,
2005). Although there are many challenges to the successful execution of organizational
strategies (see Table 8 for a more comprehensive list of obstacles to strategy implementation)
and reasons why strategy implementation can fail, the primary concern of this study is the failure
of strategy implementation due to the inability of the business strategy to be translated into
project strategy.
Table 8: Ten Reasons why Strategy Implementation Efforts Can Fail (Heracleous, 2003)
1.

The so-called “strategic plan” is nothing more than a collection of budgets and vague directions that
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do not provide clear guidelines for action.
2.

The strategy does not correspond to market realities because it has been developed by strategic
planners with no grass roots input.

3.

The strategy does not enjoy support from and commitment by the majority of employees and
middle management because they do not feel consulted in the development of the strategy.

4.

Middle management does not think the strategy is the right one, or does not feel it has the requisite
skills to implement it, so it sabotages the implementation.

5.

Insufficient top management time is spent on communicating about, selling the new strategic
direction, and managing the organizational changes involved.

6.

No provision is made for developing the new skills and competencies required by the employees
successfully to make the transition and operate within the new strategic direction.

7.

No provision is made for instituting the appropriate organizational systems for the selection,
motivation and reward of people in accordance with the new strategy.

8.

No provision is made for creating a close fit or coherence between the business-level
strategy and the various functional-level strategies that can operationalize it.

9.

There are factions in the organization which disagree with the strategy because if implemented it
would reduce their power and influence, so they sabotage it by deliberate actions or inactions.

10.

No attempt is made to analyze the culture of the organization and identify aspects which would be
barriers and facilitators to change and manage change accordingly.

Concept of “Alignment”

Luftman (2003) defines the term “alignment” as “the purposeful creation of integrated
environments that leverage human skills, business processes, organizational structures,
technologies, competencies, and industry direction to transform the competitive position of the
firm” (p. 382). He suggests that when these areas are in alignment, a company’s ability to react
to increasingly uncertain and dynamic markets is significantly enhanced “sometimes to the level
of where companies can define entirely new markets or set the standard of excellence in their
industry” (p. 382). He further describes “alignment” as “a consequence of sound processes,
practices, and evolving human relationships that embrace mutual understandings of goals,
values, culture and capabilities that leverage the development of strategies that can ultimately
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coadapt to changing situations” (p. 383). Srivannaboon (2006) explains that literature research
has examined the concept of alignment in various management areas (such as research and
development, human resources and information technology) but since project management is
similar to these functional strategies, it too should be aligned with an organization’s business
strategy (p. 89).

Deconstructing Competitive Advantage
Overview of Competitive Advantage

In general, the definitions of “business strategy” focus on how to deal with competition by
means of creating competitive advantages, which according to Srivannaboon (2006) are
“advantages that provide organizations with the benefits that will sustain them when attracting
customers and defending themselves against competitive forces” (p. 88). Porter (2007) defines
the term “competitive advantage” as “a situation in which one company manages to dominate an
industry for a sustained period of time” (Harmon, 2007, p. 3).

Barney and Hesterly (2006) state that the ultimate objective of the strategic management process
is to enable a firm to select and implement a strategy that generates competitive advantage.
Jugdev and Thomas (2002) maintain that a competitive advantage allows for market dominance
or strategic advantage and involves a focus on the firm’s internal assets (p. 5). Pettigrew et al
(2002) suggest that an organization attains competitive advantage in a given market whenever it
outperforms its competitors, and a competitive advantage may result from a lower cost of
production, from the ability to provide a group of customers with higher perceived benefits, or
from a combination of both (p. 55).
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Jugdev and Thomas (2002) explain that organizations aim to avoid situations of competitive
convergence (competing to do similar activities better than rivals) or competitive parity (where
no one firm has a distinct advantage in the market) since this can lead to diminishing returns (p.
5). Figure 4 demonstrates the above concepts of competitive convergence and competitive parity
in addition to “temporary” and “sustained” competitive advantage. A temporary competitive
advantage connotates a short, fleeting period of time and a sustained competitive advantage
refers to a long-term period of market dominance (Barney & Hesterly, 2006, p. 13).

Figure 3: Types of Competitive Advantage (Barney & Hesterly, 2006)

Project Management as a Source of Competitive Advantage

The rapid pace of technological innovations and globalization in today’s organizations is driving
fundamental changes to the basis of competitive advantage and predictability of world markets
(Ives, 2005). Today’s dynamic business environment and global competition require the
identification of new ways to turn projects into powerful, competitive weapons for strategic
advantage (Shenhar, 2000). Ives (2005) notes that the increasingly complex and global business
environment demands that organizations adopt a strategic response to prevent being leapfrogged
by competitors. In addition, Wessels (2007) explains that as high-velocity change necessitates an
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increasing number of projects that must be executed faster and with fewer resources, the demand
for strategic applications of project management is high.

Jugdev (2006) posits that successful projects contribute to business performance, which can
ultimately translate into improved chances of firm survival. Resultantly, in light of the high
project failure rates and severe cost overruns, many organizations are adopting project
management as part of their competitive advantage strategy (Jugdev, 2002). To improve the
probability of project success, companies are recognizing project management as a key business
process that enables them to implement value delivery systems so that when they link their
projects to their business strategy, they are better able to accomplish their organizational goals
(Milosevic & Srivannaboon, 2006). Additionally, Lanka & Martin (2007) stress that the mutual
alignment of corporate, business, portfolio and project strategies (which aid organizations in
determining which projects to delay, terminate or continue) will assist organizations in ensuring
their long term viability and success.

Some authors indicate that project management is now recognized as both a critical and flexible
management approach for implementing strategies and addressing change in the strategic
direction of the organization (Kenny, 2003; Van De Merwe, 2002). It is also perceived as a
powerful management approach for implementing business strategy (Ives, 2005) and regarded as
a building block in the design and execution of future strategies of the organization (Dietrich and
Lehtonen, 2005) Further, Boto (2006) posits that “competitive advantage is as much about
execution as it is about strategy” (p. 2). From this perspective, project management is both an
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enabler of competitive advantage and is itself a source of sustainable competitive advantage
(Green, 2005).

Selected Strategic Project Management Models
This literature review examines four selected models that assist organizations in bridging the gap
between organizational strategic objectives and project management strategy, also known as
“strategic project management”. Grundy (2000) defines “strategic project management” as “the
process of managing complex projects by combining business strategy and project management
techniques in order to implement the business strategy and to deliver organizational
breakthroughs” (p.95).

Model #1: Heerkens (2007)

Heerkens (2007) defines “strategic project management” as “a series of practices, procedures,
processes, tools, and behaviors which, when considered collectively, characterize the extent to
which an organization creates effective linkages between excellent project management practices
and excellent business practices – all in the name of advancing the overall strategic objectives of
the organization” (p.1). Since Heerkens’ definition identifies the core elements that comprise the
concept of strategic project management while advancing the relationship between project
management and strategic business objectives, it is utilized as the context within which the
selected models of alignment between business and project strategy are examined. Heerkens’
(2007, p. 2) model of strategic project management is comprised of four main aspects of higherlevel project management practices:
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1. Strategic alignment of projects. This practice refers to the extent to which an
organization ensures that the projects it pursues are directly tied to the organizational
strategy.
2. Project portfolio management. This practice refers to the identification of a project
investment categorization scheme to assist the organization with prioritizing projects.
According to Rao (2007), project portfolio management forms one of the building blocks
in relating projects to strategy and can be considered as a key driver for aligning projects
or programs to organizational objectives (p. 3).
3. Program management. The Project Management Institute (2004) defines the concept of
“program management” as “the centralized coordinated management of groups of
projects to achieve the program’s strategic objectives and benefits” (p. 16). Heerkens
(2007) states that program management practices are inherent within the pursuit of
strategic project management and are demonstrated as the management of groups of
projects and the management of interactions between projects (portfolio coordination).
4. The business results of projects. Since projects are financial investments, organizations
should estimate and measure project impacts on organizations from a business results
perspective.

Within this model, Heerkens’ strategic project management process starts with defining the
strategic intent of an organization, and then moves through a series of five steps that require (a)
the identification of an optimum solution for each targeted organizational business need (see
Figure 5), (b) the comprehensive evaluation of each proposed project using a combination of

Strategic Project Management 63

financial metrics (such as NPV, IRR, etc.) and non-financial metrics (such as stakeholder and
customer satisfaction, degree of product innovation, etc.), (c) the prioritization of projects, (d) the
determination of the project portfolio that the organization will pursue and finally, (e) the
execution of the project portfolio by project managers (p. 3).
Figure 3: Strategic Project Management Process (Heerkens, 2007)

Model #2: Green (2005)

Green (2005) views “strategic project management” as “the management of projects in such a
way as to develop competencies and capabilities, which contribute to the organization’s
sustainable competitive advantage” (p. 2). Several authors (Green, 2005; Wessels, 2007) identify
project managers as strategic implementers and cross-functional project teams as strategic tools
to convert strategy into execution. Green specifically identifies project management as a source
of sustainable competitive advantage and underlying his model of strategic project management
is the notion that “project management skills and leadership skills are scarce, firm specific and
highly valuable” so that strategic project management “promotes them and the tacit knowledge
which they engender” (p. 13). Green’s model of strategic project management is based on the
relationship between competitive advantage and strategic capabilities, which is known as the
“resource-based view of strategy” – wherein the competitive advantage of an organization is
explained by the distinctiveness of its capabilities (p. 116). The resource-based view of strategy
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(RBV) assesses competitive advantage in the context of an organization’s unique internal assets
(Pettigrew, et al, 2002). According to Green, project managers contribute to competitive
advantage due to their skills in managing relationships and an organizational willingness to
foster these skills and leverage them throughout the organization, and learn from them how to
manage people and relationships across organizational functions and boundaries (p. 3). In
essence, Green’s model of strategic project management is based on the constructs of
competitive advantage, strategic capabilities and tacit knowledge management within the
framework of the resource-based view of strategy.

Model #3: Wessels (2007)

Wessels (2007) explains that for strategic business objectives to actualize value, they must be
converted into program initiatives and supporting projects (p. 19). He suggests that adopting
strategic project management to select, manage and support multiple projects gives companies
the best chance of moving the organization forward by keeping the company vibrant in the
marketplace and returning maximum value for shareholders. Further, he identifies the following
key characteristics of strategic project management:
1. Alignment of the following key business processes: strategic planning, strategic goal
setting, and enterprise project management;
2. Functions as a well-managed portfolio of investments as it: (a) allows for the most
effective use of constrained resources; (b) ensures a high return on investment since
projects are managed collectively; (c) it maintains alignment between the projects and the
organization’s short, medium and long term goals (p. 6); and
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3. A new management process embedded between strategic planning and project execution
that manages project investments strategically and combines business planning and
management with project management best practices (p.11).

In alignment with Green (2005), Wessels makes a distinction between the orthodox perception of
project managers as implementers of solutions that were focused on budget, schedule and metrics
to a major role transformation wherein project managers are perceived as key managers of
strategy implementation and thus require “broad skills that encompass all aspects of business
management” (p. 24). He further suggests that firms invest in developing their strategic project
leaders by assisting in the development of their competencies and capabilities through formal
and on-the-job- training, professional certifications i.e., PMP), mentoring, evaluation and
competitive compensation methods and advancement opportunities (p. 25).

Model #4: Naughton (2006)

Naughton (2006) defines the term “strategic project management” as “the management of those
projects which are of critical importance to enable the organization as a whole to have
competitive advantage” (p.1). According to Naughton, there is a gap between aligning project
management competencies to the selection of projects that will give organizations a competitive
edge. Specifically, strategy is formulated at the senior management level and for it to be
implemented, it should be broken down into discrete projects. Project management becomes a
source of competitive advantage when an organization outperforms other companies through the
experience and knowledge built up over time through managing projects. Also, project
management yields competitive advantage through the actual selection and prioritization of
projects that organizations engage in and secondly, through implementation and execution of the
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projects. Furthermore, according to Naughton, project portfolio management is essential and the
prioritization of projects should be based on competency building (rather than traditional
financial analysis). Project portfolio selection depends on being able to link and prioritize
projects according to an understanding of what the capability of an organization is relative to
other firms (p. 1).

Comparative Discussion of the Four Selected Models

An examination of the strategic project management models presented by Heerkens (2007),
Green (2005), Wessels (2007) and Naughton (2006) reveals several common, underlying
determinants of competitive advantage (see Table 9). All four authors agree that the theory of
strategic project management is based on alignment between organizational business strategy
with project strategy and that project portfolio management is a critical and necessary
requirement for the implementation of strategic project management. Further, three of the four
authors (with the exception of Heerkens) include the core competencies and capabilities of an
organization’s internal assets as a significant component of strategic project management, with
an emphasis on the strategic leadership and project management skills of project managers. In
addition, Green, Wessels and Naughton surmise that the competitive advantage of an
organization is based upon the scarcity, and unique qualities of their resources, which is in
accordance with the resource-based view of strategy, which is examined in depth in the next
section of the review of the literature.

The two main components of Heerken’s concept of strategic project management that differ from
Green, Wessels and Naughton are the practice of program management and the measurement of
the business results of projects via financial metrics. In regards to program management, the
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other authors do not specifically articulate the value of this practice in its relation to competitive
advantage nor did they cite financial metrics to measure the ROI of projects as elements of
strategic project management. Although these two aspects of Heerken’s model are related to a
higher-level, general categorization of project management processes and methodologies as
determinants of competitive advantage, neither of these components is cited as having a direct
impact on an organization’s degree of competitive advantage.
Table 9: Strategic Management Models and their Determination on Competitive Advantage

Determinants of
Competitive
Advantage
Project strategy aligned with
business strategy
Project portfolio management
Project management office
(PMO)
Program management
Competencies and
capabilities of internal assets
Project management skills
and leadership
Project management
processes and methodologies
Evaluation of core
competencies against
competition
Business results, metrics and
value
Organizational culture
Scarce, valuable and firmspecific resources

Strategic Project Management Models
Heerkens

Green

Wessels

Naughton
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Implementing Strategic Project Management
According to the four selected strategic project management models described above, the two
most significant aspects of strategic project management to consider during implementation that
contribute to organizational competitive advantage are (1) the establishment of project portfolio
management and (2) the cultivation and management of organizational competencies,
capabilities and project leadership, summarized in the ‘resource-based view’ of strategy. These
two aspects are examined in greater detail below.

Project Portfolio Management

Deguire and Thiry (2007) define the term “project portfolio management” (PPM) as “a
management approach that aims to align project efforts with the corporate strategy and optimize
the efficient use of resources throughout the organization” (p. 653). Garfein (2007) presents two
types of portfolio management: “tactical” and “strategic”. “Tactical” portfolio management
“involves span of control supervision (similar to program management) but of unrelated
projects” (p. 2) whereas “strategic” portfolio management is conducted at a much higher level
within the organization where “those that are involved are deciding if the projects and programs
selected for execution align with the organization’s strategies [senior executives]” (p. 2). This
study encompasses a review of “strategic portfolio management” as a foundational critical
integrative link to strategic project management but utilizes the following definition of “portfolio
management” provided by Wessels (2007): “Portfolio management is the centralized
management of one or more portfolios, an approach to achieving strategic goals by selecting,
prioritizing, assessing and managing projects, programs and other related work based upon their
alignment and contribution to the organization’s strategies and objectives” (p. 1).
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Lanka and Martin (2007) characterize PPM as a three-pronged continuous management process
that assesses: (1) how projects are staffed, selected, managed and monitored across the
enterprise; (2) the estimated and actual return on investments for projects within the portfolio; (3)
the organization’s resources to ensure that the appropriate skills, competencies and
organizational structure are in place to deliver the projects; and (4) the frequent reassessment of
the project portfolio to ensure that projects that are actually selected and funded support the
overall business strategy throughout their entire lifecycle (p. 2). Jamieson and Morris (2004)
propose a succinct description and differentiator of PPM from project management: “project
portfolio management is predominantly about choosing the right project, whereas project
management is about doing the project right” (p. 9). In other words, according to Boto (2006),
“the focus of portfolio management is selecting the right projects, while project management’s
concern is executing the projects correctly” (p. 2). In summary, PPM is an iterative process and
continuous cycle of project portfolio analysis, implementing project management of the projects,
and linking projects to strategic goals and objectives (Eidsmoe, 2000, p. 45).

Project Portfolio Management Theory

Kerr (2008) describes “portfolio-based management” as an evolving best practice that
organizations are employing to achieve sustainable world-class performance (p. 1) while Graham
and Longman (2006) suggest that the systematic evaluation of projects facilitates the
identification of projects that yield the greatest return on investment. Specifically, PPM is a
methodology for analyzing an organization’s entire slate of projects as though they are financial
investments so that resources are allocated based on how much value a project brings to the
business (p. 87). Further, ensuring that the strategy of the portfolio is always aligned with the
corporate and business strategy is a key activity of portfolio management (Jamieson and
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Morrison, 2004, p. 111). Some authors (Aubry et al, 2007; Cabanis-Brewin, 2006; Jamieson &
Morrison, 2004) identify project portfolio as the primary interface with corporate strategy –
strategy cascades down to portfolios, from portfolios down to programs and then from programs
down to individual projects (see Figure 6).

Figure 4: Strategic Planning for Projects (Jamieson & Morris, 2004)

The purpose of project portfolio management (PPM) is to assist organizations in selecting the
best projects to achieve its business goals (Muller & Turner, 2003) as there is always an
abundance of projects that are handicapped by the assignment of limited resources to work on
the projects (Tharp, 2007). For example, Heerkens (2007) points out that when resource
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limitations are violated, the result is project delay, possible termination and a decrease in total
project output (since higher volumes often translate into lower efficiencies).

According to MacIntyre (2006), a primary challenge facing organizations today is aligning
projects with business strategy as only twenty-three percent of nearly one hundred fifty global
executives considered their project portfolios completely aligned with the core business strategy
(p. 32). Also, Stanleigh’s (2006) research indicates that only thirty-two percent of firms indicate
that they have a process for the prioritization of projects (p. 5), while Garfein (2007) notes that
organizations typically only realize approximately sixty percent of their strategies’ potential due
to defects and breakdowns in planning and execution (p. 4).

Heerkens (2007) explains that the effective practice of strategic project management includes the
realization that organizations cannot initiate and implement as many projects as they prefer since
one of the most pervasive handicapping phenomenon in today’s project environment is resource
overload (p. 4). However, by implementing project portfolio management (PPM) as part of an
overall strategic project management initiative, many organizations have improved project
success rates by thirty-five percent (Dolan, 2006, p. 7). In addition to increasing project success
rates, PPM is viewed by Patton and White (2002) as the “first missing link” in strategy
implementation in the absence of an implementation process that is “focused on the portfolio of
strategy-fulfilling projects” (p. 1). Figure 7 demonstrates the concept of PPM, which is
essentially how strategies and objectives are cascaded through portfolios, programs and projects
to enable organizations to maintain strategic coherence across the different levels of portfolios,
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programs and projects in addition to providing a mechanism for prioritizing and allocating
resources and activities throughout the organization (Jamieson & Morris, 2004, p. 51).

Figure 5: Organizational Context of Project Portfolio Management (Wessels, 2007)

The Resource-based View: Strategic Project Leadership, Competencies and Capabilities

The successful translation of business strategy into project strategy involves not just creating and
institutionalizing a PPM infrastructure but also integrating an extensive range of competencies
and capabilities into the organizational context. Jamieson and Morris (2004) state that strategy
moves from the business level to projects through extensively integrated company-wide
processes and practices, deployed by highly skilled people. As a result, the purpose of this
section of the literature review is to understand the relationship between project management
competencies and capabilities within the role of the project manager, in relation to competitive
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advantage. This is accomplished by examining the process for implementing strategic project
management utilizing the “resource-based view of strategy” (Pettigrew, et al, 2002) as a
conceptual framework within which to create alignment between organizational business
strategies and projects.

Defining Competencies, Capabilities and the Role of Project Managers

Green (2005) views “strategic project management” as “the management of projects in such a
way as to develop competencies and capabilities, which contribute to a firm’s sustainable
competitive advantage” (p. 2). Hamel and Prahalad (1990) define the term “competencies” as
the collective learning in an organization, especially regarding how to coordinate diverse
production skills and integrate multiple streams of technologies.

In contrast, Jamieson and Morris (2004) define the term “capabilities” as a company’s skills at
coordinating its resources and putting them to productive use. The need to align business strategy
with project execution and implementation necessitates project management capability as
paramount to an organization’s ability to deliver its strategic intent (Crawford et al, 2006).
Further, the implementation of strategy ultimately depends on individual organizational members
(particularly project managers) so that aligning strategy with training, managing, measuring,
rewarding and promoting people are key ingredients in effective strategy execution, as noted by
Cabanis-Brewin (2006, p. 7).

Several authors (Green, 2005; Wessels, 2007) identify project managers as strategic
implementers and cross-functional project teams as strategic tools to convert strategy into
execution. Muller & Turner (2003) view the role of project manager as chief executive of the
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project, as one responsible for “formulating objectives and strategy for the project, and through
the purpose of the project, linking those objectives and strategy to the objectives and strategy of
the parent organization” (p. 5). Also, Boto (2006) suggests that in today’s turbulent business
environment, project managers are viewed by senior management as strongly oriented to strategy
execution and therefore an important part in strategy formulation.

Wessels (2007) makes a distinction between the orthodox perception of project managers as
implementers of solutions that were focused on budget, schedule and metrics to a major role
transformation wherein project managers are perceived as key managers of strategy
implementation and thus require “broad skills that encompass all aspects of business
management” (p. 24). Shenhar (2000) presents a model wherein project managers are seen as
creating competitive advantage and winning in the marketplace called “Strategic Project
Leadership”. In this model, project managers have evolved from the previous roles as described
by Wessels (2007) to leaders responsible for the product vision, the project culture, the set of
values, the right atmosphere and the social environment for motivating and encouraging the
project team, in addition to supporting behavior that will enhance competitive advantage (p. 4).
Shenhar’s model introduces capabilities and competencies from the “soft” side of project
management and shifts the traditional focus of project mangers from the operational to the
strategic level of management (see Table 10).
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Table 10: From Project Management to Strategic Project Leadership (Shenhar, 2000)

Project Management

Strategic Project Leadership

Focus

Efficiency

Effectiveness and Efficiency

Perspective

Operational

Strategic, Operational, Human

Manager’s Role

Getting the job done –on time, budget,
specifications

Getting the business results
Winning in the marketplace

Project Definition

Project Scope (SOW)
What needs to be done?

Product, Competitive Advantage,
Strategy, Scope

Planning

Activity, Schedule, Budget

End results, Success dimensions,
Activities

Project Reviews

Progress, Status, Milestones, Budget

Customer needs, Strategy, Success
dimensions, Status

Human Side

Teams, Conflict Resolution

Leadership, Vision, Spirit, Meaning,
Motivation

Resource-based View of Strategy

According to Johnson (2005), organizations will achieve competitive advantage if they possess
capabilities that other organizations lack or have difficulty obtaining. The concept of competitive
advantage in terms of strategic capabilities is known as the “resource-based view of strategy” –
wherein the competitive advantage of an organization is explained by the distinctiveness of its
capabilities (Johnson, 2005, p. 116). The resource-based view of strategy (RBV) assesses
competitive advantage in the context of an organization’s unique internal assets (Pettigrew, et al,
2002).

Adopting a resource-based view of strategy to understand how strategic business objectives are
operationalized through the implementation of project management requires an
acknowledgement of the role of traditional project management methodologies and the impact of
organizational project management capabilities as “strategic assets” (Jugdev & Thomas, 2002)

Strategic Project Management 76

that can extend the competencies of the firm. Campbell and Faulkner (2003) define strategic
assets as “a set of difficult to trade and imitate, scarce, appropriable, and specialized resources
and capabilities that bestow a firm’s competitive advantage” (p. 352). Further, according to
Jugdev (2006), companies are including project management as part of their business strategy so
that project management is viewed as “a bundle of unique knowledge-based assets” (p. 269) that
can contribute to business performance and a firm’s competitive advantage. For example, project
teams can provide a central point where new knowledge, skills and attitudes are developed while
stimulating a learning environment that enhances creativity in order to deliver complex products
(Cicmil & Hodgson, 2006).

Intangible assets such as project management reside within an organization’s knowledge base
and are represented by its intellectual, organizational, and social capital (Jugdev & Thomas,
2002). Pettigrew et al (2002) introduce two types of organizational knowledge –“tacit” and
“explicit” knowledge. These authors view “tacit” knowledge as “implicit knowledge that is
difficult to articulate; however, it is learned only through observation and by actually doing it”
(p. 140). In contrast, “explicit” knowledge refers to “codified knowledge that can easily be
communicated or transferred” (p. 140). According to Jugdev (2006), the resource-based view of
strategy is pertinent to project management since project management is a knowledge-based
practice that emphasizes human and organizational assets based on explicit and tacit knowledge,
skills and know-how (p. 272). Specifically, Jugdev outlines four criteria that assesses an
organization’s resources in terms of their ability to contribute to competitive advantage:
“Valuable”, “Rare”, “Inimitable”, and “Organizational Focus” (VRIO framework). Pettigrew
et al (2002) state that tacit knowledge is the most strategic resource of firms – since it is difficult
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to imitate and relatively immobile, it can constitute the basis of sustained competitive advantage.
In alignment with Pettigrew et al (2002), Jugdev surmises that project management should be
considered an intangible, tacit and strategic asset that contributes to competitive advantage and
therefore “organizations should invest in the requisite practices to develop internal assets that are
relevant to positioning project management strategically” (p. 269). Also, Green (2005) postulates
that competitive advantage, strategic capabilities and tacit knowledge management should form
the lens through which strategic project management is viewed; additionally, he recommends
that organizations “create sustainable competitive advantage via project management through
developing the scarce, inimitable, valuable and firm-specific resource of star project managers
and the tacit knowledge they help to create” (p. 12). Finally, Wessels (2007) suggests that firms
invest in developing their strategic project leaders by assisting in the development of their
competencies and capabilities through formal and on-the-job- training, professional certifications
i.e., PMP), mentoring, evaluation and competitive compensation methods and advancement
opportunities (p. 25).
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Conclusions
Today’s rapidly evolving, global and dynamic business environment has created an
organizational climate of uncertainty and dramatic complexity that demands attention to real and
perceived competitive threats and forces which challenge the survival of modern companies.
Projects are considered appropriate mechanisms to control endeavors in turbulent environments
but perhaps more importantly, they are considered as the appropriate way to stimulate a learning
environment and enhance creativity in order to produce and deliver complex products (Cicmil &
Hodgson, 2006, p. 113).

Organizations depend upon initiating and executing projects that are derived from and aligned
with corporate strategy and that ultimately create the projects and project strategies that produce
the required strategic objectives (Anderson & Merna, 2005). Understanding how strategic
business objectives are cascaded down to the project and program level and successfully
implemented is critical for competitive positioning and high-performing organizations.

Unfortunately, project management as a discipline and practice has suffered numerous and
continued failings and most notably lacks sufficient empirical research and theoretical
foundations of alignment (Milosevic & Srivannaboon, 2006; Stanleigh, 2006). As an alternative
to exclusively examining the traditional project management body of literature, this literature
review explores the research regarding project success and its impact on competitive advantage
from the separate fields of project management and strategic management to gain insight into
parallel theoretical and empirically established themes.
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This literature review examines studies that provide insight into the key project management
elements that facilitate the attainment of sustainable competitive advantage by specifically
examining the translation of business strategy to project strategy using strategic project
management. This review of the literature presents an examination of four selected strategic
project management models – each one proposing a way to align business objectives with project
strategy in support of overall competitive advantage through project portfolio management and
the cultivation and management of organizational competencies, capabilities and project
leadership within the context of the ‘resource-based view’ of strategy. The focus of this review is
on the lack of alignment between business and project strategy, which Lanka & Martin (2007)
believe is a significant contributor, if not the primary cause for, project failures. The goal is to
determine how organizations can achieve sustainable competitive advantage through the
alignment of strategic business objectives and project management.

Theory of Strategic Project Management
Heerkens (2007) defines “strategic project management” as “a series of practices, procedures,
processes, tools, and behaviors which, when considered collectively, characterize the extent to
which an organization creates effective linkages between excellent project management practices
and excellent business practices – all in the name of advancing the overall strategic objectives of
the organization” (p.1). The theory of strategic project management is presented as the alignment
of projects, processes and resources with strategic business objectives (the traditional tactical and
operational view); however, this study also expands the current field of research by
demonstrating how the adoption of strategic project management methodologies contributes to
sustainable competitive advantage (Green, 2005). Four models that describe strategic project
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management are examined as a way to improve and extend the collective discussion in the
literature. Models include those presented by Heerkens (2007), Green (2005), Wessels (2007)
and Naughton (2006) and an examination of these four models reveals several common,
underlying determinants of competitive advantage (see Table 9). All four authors agree that the
theory of strategic project management is based on alignment between organizational business
strategy with project strategy and that project portfolio management is a critical and necessary
requirement for the implementation of strategic project management. Further, three of the four
authors (with the exception of Heerkens) include the core competencies and capabilities of an
organization’s internal assets as a significant component of strategic project management, with
an emphasis on the strategic leadership and project management skills of project managers. In
addition, Green, Wessels and Naughton surmise that the competitive advantage of an
organization is based upon the scarcity, and unique qualities of their resources, which is in
accordance with the resource-based view of strategy, which according to Pettigrew et al (2002),
emphasizes firm-specific resources as the fundamental determinants of competitive advantage
and performance (p. 55).

Implementing Strategic Project Management
According to Patton and White (2002), rapid implementations of strategic plans require “critical
integrative links” (CILs) to “transform the broad plan [strategic] into specific integrated action
steps and to establish processes that enable the high-velocity strategic implementation needed for
a sustainable competitive advantage” (p. 2). These authors suggest that strategies be driven down
to the operational levels of the organization where they can quickly evolve into a large number of
projects; these projects that are derived from the high level strategic plan are the various specific
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cross-organizational changes that are necessary to implement the strategies, goals and vision of
the strategic plan (p. 3). Two foundational CILs are listed below that assist organizations with
formally defining, articulating, managing and aligning project strategy with business strategy
(Shenhar, 2000). These CILs serve to bridge the gap between strategic planning and
implementation while ensuring that linkages between the strategic direction of the organization
and its execution via projects are tightly integrated (Patton & White, 2002):

•

CIL #1: Adopting project portfolio management to maximize the value of the total
collection of an organization’s projects and programs to ensure that projects and
programs selected for execution align with the business-level strategies (Garfein, 2007);
and

•

CIL #2: Developing strategic project leadership (Patton & White, 2002) via project
management competencies and capabilities that contribute to an organization’s
sustainable competitive advantage (Hamel & Prahalad, 1990; Green, 2005).

Additional authors cited in the review of literature provide theoretical support for implementing
the concept of strategic project management by aligning projects within the organizational
project portfolio to business strategy. The process incorporates the development and cultivation
of appropriate skills, capabilities and competencies to undertake projects and execute them
successfully to achieve the required business objectives. When viewed collectively, the authors
selected for use in this study present a larger construct for strategic project management that is
based on a methodology of aligning projects with business-level strategic plans, which includes:
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•

Communicating the strategy throughout the organization and cascading it through lowerlevel strategies involving initiatives that align the culture, policies and measures with the
strategy (Jamieson & Morris, 2005);

•

Analyzing the possible value of each potential project, based on an assessment of
alignment to the corporation’s goals and objectives (Garfein, 2007);

•

Implementing projects at various levels of the organization that reflect the vision of the
strategy (Brache, 2002).

Project Portfolio Management

According to MacIntyre (2006), a primary challenge facing organizations today is aligning
projects with business strategy as only twenty-three percent of nearly one hundred fifty global
executives considered their project portfolios completely aligned with the core business strategy
(p. 32). Also, Stanleigh’s (2006) research indicates that only thirty-two percent of firms indicate
that they have a process for the prioritization of projects (p. 5), while Garfein (2007) notes that
organizations typically only realize approximately sixty percent of their strategies’ potential due
to defects and breakdowns in planning and execution (p. 4). However, by implementing project
portfolio management (PPM) as part of an overall strategic project management initiative, many
organizations have improved project success rates by thirty-five percent (Dolan, 2006, p. 7).

In addition to increasing project success rates, PPM is viewed by Patton and White (2002) as the
“first missing link” in strategy implementation in the absence of an implementation process that
is “focused on the portfolio of strategy-fulfilling projects” (p. 1). PPM is an iterative process and
continuous cycle of project portfolio analysis, implementing project management of the projects,
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and linking projects to strategic goals and objectives (Eidsmoe, 2000, p. 45). Specifically, PPM
is a methodology for analyzing an organization’s entire slate of projects as though they are
financial investments so that resources are allocated based on how much value a project brings to
the business (p. 87). Further, ensuring that the strategy of the portfolio is always aligned with the
corporate and business strategy is a key activity of portfolio management (Jamieson and
Morrison, 2004, p. 111). Some authors (Aubry et al, 2007; Cabanis-Brewin, 2006; Jamieson &
Morrison, 2004) identify project portfolio as the primary interface with corporate strategy –
strategy cascades down to portfolios, from portfolios down to programs and then from programs
down to individual projects.

Strategic Project Leadership, Competencies and Capabilities

The successful translation of business strategy into project strategy involves not just creating and
institutionalizing a PPM infrastructure but also integrating an extensive range of competencies
and capabilities into the organizational context. Jamieson and Morris (2004) state that strategy
moves from the business level to projects through extensively integrated company-wide
processes and practices, deployed by highly skilled people. As a result, the review of the
literature analyzes the relationship between project management competencies and capabilities to
competitive advantage by examining the process for implementing strategic project management
utilizing strategic management’s “resource-based view of strategy” as a CIL for creating
alignment between organizational business strategies and projects. The resource-based view of
strategy (RBV) assesses competitive advantage in the context of an organization’s unique
internal assets (Pettigrew, et al, 2002).
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Adopting a resource-based view of strategy to understand how strategic business objectives are
operationalized through the implementation of project management requires an
acknowledgement of the role of traditional project management methodologies and the impact of
organizational project management capabilities as “strategic assets” (Jugdev & Thomas, 2002)
that can extend the competencies of the firm. In alignment with Pettigrew et al (2002), Jugdev
surmises that project management should be considered an intangible, tacit and strategic asset
that contributes to competitive advantage and therefore “organizations should invest in the
requisite practices to develop internal assets that are relevant to positioning project management
strategically” (p. 269).

Several authors (Green, 2005; Wessels, 2007) identify project managers as strategic
implementers and cross-functional project teams as strategic tools to convert strategy into
execution. Muller & Turner (2003) view the role of project manager as chief executive of the
project, as one responsible for “formulating objectives and strategy for the project, and through
the purpose of the project, linking those objectives and strategy to the objectives and strategy of
the parent organization” (p. 5). Also, Green (2005) postulates that competitive advantage,
strategic capabilities and tacit knowledge management should form the lens through which
strategic project management is viewed; additionally, he recommends that organizations “create
sustainable competitive advantage via project management through developing the scarce,
inimitable, valuable and firm-specific resource of star project managers and the tacit knowledge
they help to create” (p. 12).
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The review of literature demonstrates the significance of project management to the realization
of competitive advantage through the actualization of business objectives. However, it is
important to emphasize the dynamic nature of project strategy over the course of the project
lifecycle and continually assess and reassess projects in light of new project developments and
changes in the external business environment (Arrto et al, 2007, p. 5). In general, continuous
improvement in terms of organizational learning is crucial for sustaining competitive advantage.
Specifically, once an organization invests in project portfolio management and the development
of organizational project management capabilities, it is necessary that it continues its strategic
investment in enhancing capabilities and activities that lead to competitive advantage so that it
can ultimately sustain that advantage (Naughton, 2006). As Luftman (2003) states “strategic
alignment is a continuous, dynamic, complex process that takes time to develop and even more
effort to sustain. Companies that have achieved alignment can facilitate building a strategic
competitive advantage that will provide them with increased visibility, efficiency, and
profitability to compete in today’s changing markets” (p. 393).
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