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Preface

Room for new thought styles
In this anthology I find several important steps taken towards a new
style of thinking about projects. The first is the challenge of projects as
being completely planned activities. If we put the temporary activity
called project in a context marked by uncertainty it is self-evident that
in some way planning will not be complete. Those arguing for good
project planning will try to make the planning as completely rational
as possible.
The other way around taken here is to look at what happened to the
context when people started to have work and life organised in projects. Projectisation of society is a reality today. So is the organisation
of work in corporations. We face a swarm of new issues and problems
for research and studies in this new landscape generated by the ideas
created in the first generation of project thinking and its applications.
From an individual perspective it is a revolution of work and life so
far-reaching that it "has reshaped the conditions for family life in contemporary society" (Johannn Packendorff). The combined individual
effects are already noticeable in the Swedish society and economy.
The second step I here can see leading to a new thought style (in the
meaning of Ludwik Fleck) is the understanding of changing relations
between corporations and customers in their joint project work developing more complicated and unique products. "Exit mechanisms dominating the market relations of traditional industrial organisations are
exchanged for voice and sometime even loyalty in project based activities" (Eskil Ekstedt).
The reader will certainly find other examples of steps taken here
making room for a new, much more sophisticated, stylised thinking
about projectified contexts.

Life as a project
Maybe also life itself could be a project context. However, while reading Barbara Czarniwska's interview with Rolf Lundin "A Life of a Pro-

ject Researcher" in this book, a story came into my mind: A man was
asked to explain the diversity of his experience in work and in private
life. He answered, "There was no plan I just dived down and swam
around". It sounded strange to his friends in the field of project practise. He almost regretted his spontaneous answer.
Rolf's comment in his Post Scriptum could have been comforting for
the man: "It also appears that too much of feelings and whims rather
than planning took over my past life".
With my background as a mathematical economist during a long
period of my life I dare trying to formulate a general rule: Looking
back on a person's trajectory of life you always end up falsifying the
hypothesis that it could have been part of a project process. Along the
same modelling line of thought I remember that smooth trajectories
might in a more detailed resolution be of fractal character as in chaos
theory. Changing perspectives means entering new worlds.
Putting project studies and practises in contexts, that really matters,
does also mean opening doors to new worlds of thought.

The project academy as context
One new world of thought is the exploration of the contexts in which
projects are in action. Getting in touch with reality beyond project
management models is a necessity and a natural task for scholars in the
field. The Swedish Project Academy, and its current chairman Rolf
Lundin has formed such an arena for a growing host of practitioners in
industry and consulting firms and of university scholars seeking to
explore these broader issues. The aim of the academy is to enhance the
interchange of ideas and thoughts between people from different
spheres involved with project work.
This mixture of professionals was also the starting point for a cluster of projects named Project Sweden, which sought to combine practical experience with scholarly analyses. It is too early to say anything
about how successful this scheme can be. It depends certainly upon
how deep the projects can deal with sensitive issues in the practical
world. But the scheme has potential to generate more complex contextproject issues where the new perspectives presented in this volume can
be put on trial.
This book honouring Rolf Lundin is written in a spirit resembling

that of the Swedish Project Academy and of Project Sweden. By combining various experiences and professional perspectives, it opens up
new venues for project studies and for project activities, and I hope it
will rouse many to new project activities in new contexts.

Jan Odhnoff
Professor Emeritus, Teleinformatics, Royal Institute of
Technology, and founding chairman Swedish ProjectAcademy

The

Key features of the Scandinavian School of
Project Studies
New insights and understandings are often gained as experiences and
lessons from various fields are combined and translated into new settings. This is certainly true for what we here term "The Scandinavian
School of Project Studies". The Scandinavian School of Project Studies
has developed an understanding of projects primarily by combining an
organization theory perspective with theories on entrepreneurship and
industrial development, and with in-depth empirical studies of how
projects unfold in practice.
This line of theorizing has grown from an interest in the rapid
expansion of projects in a variety of settings. Projects abound in organizations, industries, and inter-organizational settings with long traditions of project work, as well as in arcas in which more bureaucratic
and seemingly permanent and routinized organizations used to dominate (e.g. Lundin & Soderholm, 1995; Engwall, Steinthhrsson & Soderholm, 2002; Sahlin, 1996). Scholarly writings on project management
have grown with the expanded use of projects - by organized efforts to
perform defined tasks within a time-limited period and with some type
of resource restrictions (e.g. financial, staff). It is not easy to prove that
the use has expanded. Projects cannot be counted as easily as legal cor-
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porations. But, several indicators show that this expansion has taken
place, that it has spread among different industries, and is used for
more varied purposes (see Ekstedt, Lundin, Soderholm & Wirdenius,
1999; Engwall, 1995; Chapter z in this volume). And the forming of
projects in practice is influenced and inspired by widespread writings.
Such reciprocal development of practice and theory is common in the
field of management, for management theory has usually developed in
close interaction with practice and with theoretical developments in
other scientific fields (Engwall, 1992; Sahlin-Andersson & Engwall,
2002).

Many writings on project management have echoed practical management, and have taken the form of recipes and handbooks on "How
to Manage Better". Such writings have provided valuable inputs to the
discourse and development of new managerial tools. However, they
appear to focus too narrowly on management of the individual project
to be of value to people who are primarily interested in understanding
how projects contribute to and are related to longer-term and wider
developments in organizations, industries, and society. Furthermore,
many of the handbook-type writings in project management assume
ideal conditions for management and change that are seldom found in
practice. Fuzzier and more ambiguous conditions often characterize life
in organizations and society.
The Scandinavian School of Project Studies has taken a wider, and at
the same time closer approach in their studies (see e.g. Soderlund zooob;
Engwall, Steinthbrsson & Soderholm 2002 for different research perspectives in this field; Packendorff, 1995). We point to three key features of the Scandinavian School. First, it has widened the scope of project studies beyond that of single projects. Its aim has been to reflect on
and thereby contribute to the understanding of the way in which projects are contextually related. This broadened view has been triggered
by questions such as: Why has the use of prolects expanded? How are
projects formed from longer-term developments in organizations and
society? How do they contribute to these long-term developments?
How are projects that are pursued simultaneously or sequentially connected with or disconnected from each other? How can one best learn
from one project to another?, and How can one avoid repeating
unwanted procedures from one project to another?
These studies, in other words, analyze the development of projects in
relation to more general organizational and societal changes. With the
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elaborated analysis of the ways in which projects relate to their contexts,
it has also become clear that the formation and management of individual projects are contextually dependent. Hence, even when focusing on
individual projects, the relevance of understanding wider contextual
contingencies is repeatedly demonstrated (Lundin & Soderholm,
7998).

This broadened analysis of projects, when compared to more traditional and "mainstream" writings in project management, is related to
the second key feature of the Scandinavian School. As previously mentioned, studies of the Scandinavian School are theoretically based. The
view pursued by the Scandinavian School on the relevance of context
parallels developments in organization theory in which we have learned the importance of understanding organizations as open systems
that are affected by their environments and by organizational fields.
These project studies of the Scandinavian School have added to theoretical developments in the theoretical fields to which the analyses are
related. The analyses have highlighted and added to the theoretical
understanding of temporality, commitment, innovation, boundaries,
and change more generally.
Third, the Scandinavian School of Project Studies is empirically
based. It is primarily based on close qualitative studies of how projects
actually evolve, rather then on wishes for how they would evolve in the
best of worlds. The in-depth studies have led to a strong awareness of
the fact that projects vary. Variations follow from differences in tasks,
but perhaps more importantly, from differences in context, history, and
process. Even though projects are temporary organizations, they spring
from historical processes and from the specific contextual circumstances
in which they develop. An important topic for analysis, then, is the way
in which projects are related to these contextual conditions. Obviously,
in-depth empirical work also nurtures the theoretical development and
further emphasizes the importance of project processes and the shortcomings of generic models for effective project management. Processes
and activities are commonly more important for results than for formal
structures. Moreover, it suggests that one must be cautious in formulating general normative how-to models for running a successful project.
Rased on these key features, this book provides a multifaceted analysis of the emergence and management of projects under various conditions. We provide theoretical frameworks, analyses, and thorough
empirical illustrations of projects in a wider theoretical and empirical
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sense. The chapters deal with different projects in different settings.
Using a broad variation of project studies built upon the common
ground presented above, we demonstrate and deepen the knowledge of
the embeddedness of projects. In this way we go beyond project management to reconceptualize projects as they appear in their corporate
and temporal context.
We continue this introductory chapter by exploring the common
ground of the various studies in greater depth. We begin with a reflection on the expansion of projects in society and we provide a few
explanations for this recent trend. We then elaborate on two aspects of
the contextuality of projects: the corporate context and the relationship
between the temporary and the permanent. As mentioned above, this
has been - and remains - an important theme in the Scandinavian
School of Project Studies. And the discussion serves partly as an introduction to the following section, in which we use some findings from
the Scandinavian School as an analytical tool to narrate the history of
how the Scandinavian School was formed and how it has invited us to
reconsider project management. Finally, the chapter summarizes a few
lessons in practical project management that the Scandinavian School
has provided.
The label "Scandinavian School of Project Studies" does not exclude
contributions from outside Scandinavia. The label merely reflects the
origin of this research tradition in Scandinavia. If one should identify
one person as its founder, that person would surely be Rolf A. Lundin
- a Scandinavian. Professor Lundin published some influential early
work in this area (see e.g. Lundin & Wirdenius 1989; Lundin, 1992;
Ekstedt, Lundin & Wirdenius, 1992) and has continued to bring organizational analysis into the worlds of projects and temporary organizations (see, e.g., Lundin & Sijderholm, 1995; Ekstedt, Lundin, SGderholm & Wirdenius, 1999).

A projectified society
Projects abound. There has recently been a great deal of talk about
such concepts as project organizing, project management, project development, to such an extent that one can talk about project organizing
as a management fad or fashion (see Abrahamson, 1996; Ravik, 1996;
Chapter 2, this volume). Also, one can speak of the projectification of
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society (Chapters 3 and 4, this volume; Bennis & Slater, 1968).
If, however, we d o not focus so much on the labels that management
practitioners and management theorists use, but on the practices of
organizing activities, it is clear that projects are not new. One may
argue, with Engwall, Steinth6rsson & Soderholm (zooz), that the most
significant accounts of humankind can be regarded as projects. The
reconstruction of Europe after World War I1 and the American Apollo
program come immediately t o mind, and there are historical examples,
including Columbus' explorations to West India and the building of the
pyramids and the Chinese wall.
When we label these undertakings as projects, the main features on
which we focus - that define them as projects - are the temporal and
task-oriented components of the exercises (even though, when accomplished, the tasks may turn out quite differently than planned). In each
example we can envisage the task demanding a certain organization an organization that is no longer required and is ideally dismantled
when the tasks are accomplished. The project is, in other words, a temporary organization (Lundin & Soderholm, 1995). It is not always the
case, however, that a task forms the foundation of the project. A team
may alternatively form the stability and coherence of the project and
the task and the goals may change over time (Chapter 14, this volume).
Projects, then, not only develop differently in different contexts, but
the same procedure of events and activities may sometimes be defined
as part of a project, sometimes not. It is not uncommon for projects t o
be defined differently from time t o time and from situation t o situation.
For example, a construction project usually involves various groups of
experts such as architects, engineering consultants, real estate firms,
construction companies, and politically appointed decision makers
from several organizations. Sometimes this whole team and their activities and resources are described as the project, but each of the organizations involved also treats its team and the resources it allocates to
this endeavor as a separate project.
If we abandon the simple way of establishing what a project is, then
the basis for defining and analyzing projects needs to be reconsidered. A
project cannot be distinguished from other forms of organizing solely by
one criterion, such as a certain technical content or a specific formal
structure. Project organizing is a perspective that is developed relative
t o certain activities, processes, and tasks. The expansion of projects,
then, does not only constitute a new or expanded empirical phenom-
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enon calling for studies and reflection. It is also an emergent perspective that is put on all sorts of aspects of a society that appears to be more
projectified today than it was only 10 years ago (Ekstedt, Lundin,
Soderholm & Wirdenius,rgqg).
In part of the management literature, managers are told t o organize
their company as a portfolio of projects, thereby bringing tasks and
accomplishments to the fore (Arenius, Artto, Lahti, & Meklin, 2002).
Such proselytizing has also been evident in public organizations and is
closely associated with the loud call for rationalistic reforms in the public sector during the past few decades (see Leijon, Lundin & Persson,
1984; Brunsson & Olsen, 1990; Jacobsson, 1994; Blomquist & Packendorff, 1998b; Sahlin-Andersson & Soderholm, 1987). In the public
sector, projects tend to be presented as means of breaking with stability and bureaucracy (Lundin & Soderholm, 1997; Chapter 10,this
volume). Projects are thought to provide greater flexibility, and the
flourishing of projects has followed hand-in-hand with an enhanced
emphasis on flexibility.
For private commercial corporations, projects, and the attractiveness
of projects, have a stronger association with something planned, well
defined, delimited, and controlled. When activities or organizational
assignments are organized as projects, they appear to be easier to control, delimit, terminate, and follow up (Engwall, 1995; Berggren &
Lindkvist, 2001; Sahlin-Andersson, 1989; Sahlin, 1996). Thus, the proliferation of projects harmonizes well with a striving for action, visibility, and evaluation.
In addition, many projects seem to be created as ways for organizations to acquire extra resources. Particularly in times of frozen or
downsized funds and supplies, an organization may redefine part of its
daily operations as specific projects, in order to acquire project money
from various sources. As is true for many management trends more
generally (Sahlin-Andersson & Engwall, zooz), projects expand as
integral or additional parts of other ideas, technologies, resources, and
financial assistance programs (Chapters z and 12, this volume).
As with many strategies, many projects are actually post-rationalizations. What turned out to be the outcome is tempting to explain in
linear terms as having followed from a well designed plan and a delimited task. Projects then become a narrative genre (see Czarniawska,
1997) - a way of accounting for and making sense of what has happened or will happen. When viewing the mushrooming of projects in
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this light, we can assume that the development partly follows on an
escalated demand for documentation in the world of organizations.
In light of these features, it may seem tempting to organize and present not only enterprises, but one's whole life, as a project. The notion
of life as a project encourages one to plan, to be task-focused, to fulfill
means, and to be in control of one's own destiny. And many life stories
now so popular in research tend to be based upon and to further this
view. The reasoning seems to be that in order to understand the outcome - or where someone ended up - the entire project must be understood: when was the plan put to work, when was it designed, and so
on. The interview with Professor Lundin in Chapter 16 shows, however, that even though he is a man of many projects, he cannot see his
life as a project. It merely happened to him. He seized opportunities as
they occurred, but not according to a predefined plan. And his understanding of organizations follows the same route. He convincingly
shows - as do the authors of this volume - that neither personal life nor
organizational life is best seen as one project with a predefined plan,
but as a collection or series of more or less coupled projects. One project may lead to another, but more often different projects have different roots, and the challenge for many organizations - and many persons - is to find some order and relationship among them. Such relationships among projects is accomplished either by connecting projects
with each other or by distancing and disconnecting them in order to
maintain each project as a separate endeavor.
When we speak of a projectified society, we point to the mushrooming of projects, both in the sense that activities are, to an increasing extent, organized as projects; and in the sense that many processes
are presented and understood as projects. Both these aspects have consequences, for individuals, for organizations, and for society as a
whole. Even though many projects were not aimed at changing labor
relations and work conditions for individual workers, the effects on the
labor market and on individuals can be dramatic, as shown in Chapters 3 and 4 of this volume.
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Project portfolios in their corporate context
With the wider focus on projects that is portrayed above, and with
insights used from organization theory, the theorizing of the Scandinavian School of Project Studies has been especially important in developing an understanding of projects as temporary and delimited organizational settings (Lundin & Soderholm, 1995; Lundin & Midler, 1998a;
Ekstedt, Lundin, Soderholm & Wirdenius, 1999; Lundin & Hartman,
zoooa). Placing projects in an organizational or corporate context indicates a willingness to acknowledge that projects are embedded in wider
structures and processes. Projects are not isolated islands (Engwall,
2002) independent of outside events (Kreiner, 1995). And it is clear
that the understanding of the manner in which a project may contribute to organizational or societal changes demands a thorough analysis
of the ways in which projects stem from and relate to their context. Just
as has been the case with organization studies more generally, this line
of analysis calls not only for specifications of the project in focus, but
also for more elaborated analyses of the context of projects and the
aspects of these contexts that affect, and are affected by, the project (see
Chapters 5 and 6, this volume).
In part these contexts consist of other projects, and hence the interrelation between projects is one important aspect of the project-context
relationship. Taking this cross-sectional perspective, we can analyze
how projects that are carried out at the same time are related to and
dependent on other projects (Sjogren Kallqvist, 2002). Projects may
also be interrelated over time, and lessons from one project can be used
in the next (see Chapters 7 and 8, this volume).
One organization is usually conducting or is involved in several projects simultaneously. These projects may be interrelated - a situation
implied by the term "project portfolio", which calls for informationsharing efforts among projects (more about this topic in Chapter 6, this
volume). Even projects that seem to be separate and independent may
compete for resources, attention, commitment, and legitimacy (SahlinAndersson, 1989; Eskerod, 1996; Sjijgren Kallqvist, 2002). Hence, the
managing of the relationships among projects and with the wider context is one important aspect of project management. But it is an aspect
that is often difficult to control, and it is not always the responsibility
of appointed project managers. Many project management researchers
have focused on the project manager. With such a focus, they have delim-
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ited their analysis to the perspective of the project manager. For this
reason, the interrelationships of projects and their relationship with the
wider corporate context, have been under-explored in the project
management literature (Engwall, Steinth6rsson & Soderholm, 2002).
The studies that form the bases for Chapters 5 to 8 in this volume do
not focus primarily on the activities or responsibilities of the individual
project manager, but take a broader view of the ways in which projects
emerge. They demonstrate the development of relationships among
projects and they analyze the effects of these interrelationships on the
unfolding of the individual project.
The embeddedness of projects in wider corporate contexts is multilayered and changing. It is not in the hands of individual project managers to control, and it may not always be desirable from the viewpoint
of the individual mangers to integrate and co-ordinate projects too
much. Our analyses of constellations of projects and of the embeddedness of projects in their corporate context points to other, often more
difficult issues of management and governance than do studies that are
restricted to individual projects. The fruitfulness of not restricting studies and analysis to individual projects and the importance of not taking
formal structures as given are clearly shown throughout this volume.
This demonstration of the gains of more contextualized designs of studies parallels findings in neighboring areas; for example, the development of more field-based analyses in organization theory (see Powell &
DiMaggio, 1991; Scott, 1995; Scott et. al., 2000) and the development
of more governance-based rather than government-based studies in
political science (Rosenau & Czempiel, 1992).
When analyzing the embeddedness of projects in their corporate
context, it also becomes apparent that the management of these processes is neither simple nor clear-cut. The analysis points to dilemmas
in the ways that projects should be related to their wider context. One
such quandary can be termed the attachment-detachment dilemma.
The basic concept of project organizing is usually to detach a certain
task or a certain procedure from its wider context to allow specific procedures to develop (as discussed in Chapter 13, this volume). Project
organization may also be a way to separate various parts, objectives,
and relationships of the corporation. Thus, they may be used as a way
to separate activities in order to handle potentially conflicting demands
and objectives (c.f. Cyert & March, 1963). At the same time, concepts
such as project portfolios show, as do Chapters 5 and 6 of this volume,
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the importance of co-ordinating projects and transferring and sharing
information among them. This coordination not only involves the framework of a single organization; it is equally important to include partners, networks, competitors, or authorities as part of the analysis as
discussed in Chapters 5 and 6.

Relating the temporary and the permanent
Projects are the primary example of a temporary setting, whereas a traditional and hierarchical functional organization is the most obvious
example of a permanent setting. Even though there are examples of projects, such as Apollo, that lasted far longer than some functional organizations (such as new IT start-ups), the preconception guiding the organizing efforts are different between the two. A project is supposed to end,
and is therefore organized in terms of an effort that is running from "unfinished" to "finished". The functional organization is set up to maintain
a flow of similar and repetitive activities for the foreseeable future. Based
on this perspective, projects are believed to be more appropriate for
change, flexibility, and action orientation than are functional organizations. Functional organizations, on the other hand, are supposed to guarantee stability, maintenance of core values, and long-term development.
Obviously, relating the long-term ambitions of the functional organization and its advocates to the short-term action-orientation of projects and their supporters is a necessity in any modern organization.
Relationships of this kind, however, include more than relating flexibility to stability. As shown in Chapter 9 of this volume, it seems that
permanent and temporary organizations pick up some characteristics
from each other (see also Kadefors, 1995).
Projects become less focused on flexibility, as routines for running a
project or standardizing project models become better known in a particular company. Diffusion of project management knowledge and normative pressure from professional associations further underlines the
importance of routines and standard approaches in projects (as discussed in Chapter z, this volume). Thus, projects are less innovative and
less flexible than some managers may believe. Actually, when projects
have been used as a major organizing principle for some time, the main
renewal problem may very well be the inertia embedded in the project
organization (see Ekstedt, Lundin & Wirdenius, 1992).

