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Abstract

This research thesis involves the analysis of sustainable development activities in project
management and project management maturity, taking organisational culture as a contributing
factor to success in project-driven organisations (PDO) in Saudi Arabia. It was felt that the best
way to do this was to introduce a model that would provide insight and increase our
understanding of current performance levels of projects in Saudi Arabia’s organisations, with a
view to integrating concepts of sustainability into project management in the country.

Saudi Arabia’s need to diversify its economic productivity and be less reliant on oil reserves in the
long run and by implementing projects like those currently undertaken in infrastructure and
construction gaining long-term value through sustainable project management will serve to
maximise investment.

A key element in the process is to better appreciate the importance of achieving a suitable
organisational culture in project driven organisations. This is regarded as an important condition
for improving professional capability in project managers.

This research extends previous research by creating a model for evaluating and assessing the
maturity of the sustainable dimension into project management practice. Assessing the project
management maturity will help organisations integrate the ideas of sustainable development and
modernisation through projects and project management by highlighting the areas in which an
organisation should focus in order to reach project management best practice. The commitment of
project stakeholders, project managers and decision makers in Saudi Arabia is critical to making
changes to organisational culture and project management performance.

An online self-administered questionnaire was distributed to 4,948 project driven organisations in
Saudi Arabia. Questions were asked of project managers about their organisational project
management maturity considering their awareness and knowledge of the relevance of
sustainability ideas to current and future project management practice. 644 valid responses were
secured (13% response). The responses were analysed and a proposed model for assessing project
management maturity was tested.

This research included extensive statistical analysis, which was divided into three different
analyses. Firstly, it included descriptive statistical analysis using IBM SPSS version 20. Secondly,
it introduces the use of structure equation modelling to demonstrate the validity of the proposed
model via partial least squares analysis (PLS-SEM). Thirdly, it included further statistical analysis
using (ANOVA) for different comparisons to test the relationships between the model
components, which showed different results from the one expected.

The research demonstrated the correlation between the three dimensions of sustainable
development (economic, social, and environmental), and variables of organisational culture as
efficient for developing a sustainable project management maturity model for Saudi projects. It
suggests that organisations that are likely to incorporate these elements would achieve project
sustainability.

The study showed that Saudi organisations have average level of sustainable maturity of 3 out of
5 maximum points. This level of sustainability is not sufficient for organisations to achieve long-
term project performance. This means that the project-driven organisations in Saudi Arabia need
to put more effort into their project management practices to drive the Saudi economy to achieve
sustainable modernisation.

xiii



The research makes an original contribution at two levels. At the scholarly level, it contributes
toward theory development. At practical level, the research has implications for project managers
and policy makers in Saudi Arabia. There is a need for Saudi organisations to integrate the
concept of sustainable development into project management practice for the purpose of
improving project performance. Also, the research findings should encourages the Saudi project
management profession to reach higher standards of knowledge-based practice by incorporating
some of the leading ideas of the sustainability movement through continuing professional
development. This can be implemented by increasing the maturity of project management in
Saudi organisations as well as the awareness and responsibility of project managers in respect to
the concept of sustainable development. Such an outcome would reinforce the modernisation
process taking place in the country.

The creation of a model for assessing the maturity of the sustainability dimension in project
management practice would enable an organisation to identify strengths and weaknesses in their
approach, and help stakeholders form and realise sustainable visions. It is anticipated that such a
model would foster sustainable project outcomes that will directly impact the modernisation
process in Saudi Arabia in the long-run.
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Chapter One

Introduction

There is growing awareness in Saudi Arabia that the country should no longer base its economic
future solely on oil reserves, which are now known to be finite. When the oil prices were
consistently high, the country was able to afford large-scale infrastructure and construction
investment, but increasingly there is recognition that more attention needs to be paid to alternative

forms of economic activity that are not totally dependent on a diminishing resource.

Modern trends in the management of projects, along with modern knowledge-based industries,
will be critical in moving Saudi Arabia from the current narrow focus of its economy to an
economy encompassing a wider variety of industries and services. Firstly, it will be important to
comprehend and utilise the ideas and tenets of the sustainability movement, as sustainability is
fundamental to 21* century economic transformation. Secondly, there is a recognised need to
develop knowledge-based industries that are not dependent on oil. Changes in both of these areas
will have an impact on the project management profession, particularly project managers of local

infrastructure and construction investment projects.

The goal of the research reported in the thesis was the development of a project assessment model
that can be used to gauge the sustainability of the current projects in Saudi Arabia. More
sustainable projects would hopefully lead to a more sustainable country and society in the long-

run.

This research examined the impact of sustainable development, project management, project
management maturity and organisational culture on the performance of project-orientated

organisations in Saudi Arabia.

This chapter provides an overview of the thesis. It introduces the selection of the topic and
provides the background to the research, research inspiration, introduces key definitions, presents
the gaps in the literature and knowledge, provides a justification for the choice of the topic,
presents the research questions, sets out the contributions that this study generated, briefly
describes the research methodology, and finally, outlines and summarises the scope and

limitations of the enquiry.



1.1 Background

1.1.1 Sustainable development

The 1960s and 1970s were a turning point in our awareness of the damage humans were inflicting
on the planet. Enormous rates of resource use coupled with a rapid environmental degradation
could not help but attract the attention of thoughtful individuals. Global society was urged to face
the ugly reality of its destructive impact on the Earth’s environment, and to face the truth of the
impossibility of human existence on the planet should such deterioration continue (Singh et al.

2009).

One of the most prominent pioneering publications to direct the attention of researchers,
politicians, and the general public to the need for a global change in attitudes to production and
consumption was the book Limits to Growth published in 1972 by the Club of Rome, arguing that
humanity is quickly moving to the end of its existence, given the impact of the human species on
the resources of the planet. A simulation carried out by an analysis group at MIT indicated that
based on the persistence of current economic activity, our species will face a major collapse in the
middle of the 21* century. Sustainability was offered as an alternative way of prolonging the

period of human existence (Bartlett 2012).

Ten years earlier, Rachel Carson’s, Silent Spring (1962), had set the modern environmental
movement in motion with an explanation of the damage modern chemicals were doing to the
environment. Limits to Growth built on Carson’s ideas by emphasising the finite nature of natural
resources and was instrumental in initiating the ongoing debate related to sustainability. In 1997,
another landmark publication Our Common Future from the World Commission on Environment
and Development of the UN (WCED) provided the currently most commonly recognised
definition of sustainability, writing that it is ‘development that meets the needs of the present

without compromising the ability of future generations to meet their own needs’ (WCED 1997).

The WCED also noted that ‘in its broadest sense, sustainable development strategy aims at
promoting harmony among human beings and between humanity and nature’, stressing the need
for social, environmental and economic elements to be considered holistically. As a result, several
aspects of economic growth underwent revisualisation and the concept of the triple bottom line

emerged, referred to by John Elkington in his book Cannibals with Forks: the Triple Bottom Line



of 21st Century Business as the need for business to always consider the Triple-P — people, planet,
and profit — when making business plans. Elkington claims that the three pillars are of a great
importance to the concept of sustainability because they emphasise the need for a balance

between social, environmental and economic activity (Henriques & Richardson 2004).

\ Viable Economic

Figure 1.1 The Triple-P concept of sustainability (Henriques & Richardson 2004)

Sustainability, therefore, involves six main principles, which play an important role in the
introduction of the concepts into the processes of management and sustainability. These six

principles are:

= Sustainability is about balancing and harmonising social, environmental, and economic

interests.
= Sustainability practices have both a short-term and long-term orientation.
= Sustainability has both a local and a global orientation.
»  Sustainability focuses with consuming income, not capital.
= Core sustainability principles are transparency and accountability.

= Sustainability is about personal values and ethics. (Kohler et al. 2012)



1.1.2 The modernisation agenda in Saudi Arabia and sustainable
development

Before the discovery of vast reserves of oil in the Kingdom of Saudi Arabia (KSA) in 1938, the
country depended on subsistence agriculture conducted by a community that was largely nomadic
(Gardner 2013). The country was largely isolated and ignored until the development of the oil
fields in the 1940s, which brought prosperity and international influence. It was the rise in the
price of oil after the 1973 oil crisis, however, that cemented the kingdom’s current wealth and
influence (Fatany 2013). From the mid-1970s onward, the high Saudi GDP has depended on the

export of oil and varied according to the fortunes of that commodity (Table 1.1).

Table 1.1 The trends of the kingdom’s GDP at market price as estimated by International Monetary Fund
(IMF) (Index Mundi 2012)

US Dollar Exchange

CrossDomestc | RatoagainetSaud | (000N | FerCapt eome
Arabian Riyal (SR)

1970 22,565 4.50 SR

1975 163,670 3.52 SR

1980 546,602 3.59 SR 95 43.84

1985 376,318 3.62 SR 92 49.33

1990 437,334 3.74 SR 91 33.13

1995 533,504 3.74 SR 101 28.29

2000 706,657 3.74 SR 100 26.50

2005 1,152,600 3.74 SR 100 32.53

Table 1.1 shows that the Saudi GDP per capita shrank by 0.8% on average during the 1980s, grew
by 2.1% during the 1990s and grew by 4.4% during the 2000s. Annual imports expanded by 44%
on average during the 1970s, but shrank 1.9% during the 1980s, increased again by 2.4% during
the 1990s and by 14% during the 2000s (Gardner 2013).

Although its influence has declined in recent years (Kayed & Hassan 2011), the kingdom
possesses 25% of global oil reserves and plays a vital role in the Organization of the Petroleum
Exporting Countries (OPEC). Oil makes up 75% of the budget revenues, 55% of the nation’s
GDP, and 90% of its exports (Al-Filali & Gallarotti 2012). Figure 1.1 illustrates the KSA’s GDP
breakdown by economic activity as estimated by the International Monetary Fund (IMF) (Index
Mundi 2012).
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Figure 1.2 GDP breakdown by economic activity

The rise in the price of oil before 1980 allowed the KSA to expand its earnings, which encouraged
the government of Saudi Arabia to fund large-scale infrastructure and construction projects
(Kayed & Hassan 2011) managed by professional project managers. The Ninth Development Plan
(2010-2014) presupposed heavy funding for infrastructure, and included SAR1.44tln (US$385

billion) for the improvement of social infrastructure. Infrastructure spend has included the:

» Haramain Speed Railway, with the budget of US$1.4 billion
» Saudi Landbridge project, an east-west rail line to link Jeddah and Dammam, with a spend of
SAR26bln (US$7 billion)
* King Abdulaziz International Airport
* King Abdulah bin Abdulaziz Airport
* Abha Airport (air infrastructure)
= series of roads
— Saudi Arabia Security Border
— Batha
— Shiba Um Al Zamool Road
— Fourth Ring Road
— Madinah Road Intersection with Jeddah Old Road
— Shuqaiq to Jizan Highway

= Port expansion

» King Abdullah Economic City (KAEC) Sea Port



*  Yanbu Industrial City

= Dareen Port Expansion projects under way. (Kuwait Finance House 2013)

The top 10 large scale infrastructure project are outlined in Table 1.2

Table 1.2 The top 10 infrastructure projects in Saudi Arabia (Ministry of Economy and Planning 2013)

1 King Abdullah Economic City (KAEC) US $50 billion Western

2 Sudair City Development US $40 billion Central

3 Princess Noura bint AbdulRahman US $11 billion Central
University for Women in Riyadh

4 Landbridge Project US $10 billion Eastern

5 Prince Abdulaziz bin Mousaed Economic US $8 billion Northern
City

6 Knowledge Economic City (KEC US $8 billion Western

7 North-South Railway US $3.5 billion North-South

8 Jizan Economic City (JEC) US $3 billion Southern

9 Haramain High Speed Rail Project US $1.9 billion Western

10  Jeddah Gate Development US $1.6 billion Jeddah - Western

Oil, which has been the primary contributor to the kingdom’s GDP, has now been recognised as
finite. It is clear that the government of Saudi Arabia is aware of the need and demand for
sustainability and looks to diversify the economy by supporting new and different long-term
projects in the kingdom (Chauvin 2013; Kadhim 2013). Project management is closely related to
successful project execution; therefore it is logical that if the concept of sustainability integrates
with project management, it will greatly boost the development of sustainable projects in the

KSA, which would help to reduce the dependency on oil in the long-term.

1.1.3 Challenges facing the modernisation agenda in Saudi Arabia

Despite the fact that Saudi Arabia has witnessed a series of large-scale changes in the past couple
of decades, the country still experiences a range of constraints, barriers, and challenges to
modernisation and therefore to sustainability. Zia (2006) points out that on the one hand, Saudi
Arabia is a booming country participating in the globalised economy, while on the other, the
government’s strict enforcement of religious and social doctrines has contributed to conservatism

and strict adherence to Islamist rules and mores (Hamdan 2005).

8



Tension between the need for modernisation and the conservative, outdated traditions is felt most
strongly in the field of women’s rights, since women are not allowed to drive cars, and are
prohibited from voting in the municipal elections. Such strictures on approximately half the
population is a cultural challenge for the KSA. Economically, the over reliance on oil production,
climate and KSA’s geographical position pose their own risks and challenges, all of which inhibit
modernisation, thus hampering the pursuit of sustainability by Saudi Arabian businesses. Some

important challenges will be explored in detail below.

Economic challenges. Susilawati and Al-Surf (2011) have explored challenges to sustainable
housing in the KSA, such as the dominance of oil in the Saudi economy, the absence of mortgage
housing and other banking facilities typical of western financial institutions, and the large-scale
influx of foreign investors and residents making Saudi investors reluctant to contribute to

sustainability in Saudi Arabia.

Moreover, Saudi Arabia faces a significant gap in the distribution of wealth and benefits from the
oil economy. still having a poor class of tribal people on the one hand and an extremely rich class
of oil producers, business people, and investors. This disparity reinforces as well as creates
different types of access, or no access at all, to resources, which hinders the overall achievement
of sustainability in the KSA. Moreover, there are no legislative regulations for ensuring
environmental, social, and business sustainability in the KSA, which makes its implementation

and evaluation especially challenging (Al-Surf et al. 2011).

The KSA National Competitiveness Center (NCC) (NCC 2009) also notes the barriers to trade
across borders and legislation enforcing contracts, as well as the slow bureaucratic machinery of
the Saudi government prevent businesses from fully realising the benefits of newly introduced
reforms directed at modernisation. Investment and innovation face immature banking and ICT

systems, as well as a relatively poor level of education.

To manage these challenges, Saudi authorities are planning a new set of measures related to
starting a business. Their goal is to make establishing a business easier, quicker, and smoother.
Important aspects of business organisation to be modified include the process of dealing with
construction permits, conditions for professional workers, registering property, getting credit for

business and personal needs, and paying taxes. Stronger legislation for protection of foreign



investors is also under way, and new regulations for enforcing contracts and closing a business are
being developed for making the economic activity in Saudi Arabia simpler and safer for both

national and international business people (NCC 2009).

Social challenges. Saudi Arabian culture is dominated by a conservative interpretation of Islam,
and Saudi society operates according to the laws of the Quran and the Hadith (Abu-Rabi 2013).
Social culture is largely family-oriented, with close family ties and strong respect for, and
appreciation of the wisdom of the elderly. Sometimes, large families, including three to four
generations, live in a single house. This multigenerational approach to a household contradicts
westernising trends towards a single family living in an individual home or unit (Al-Surf et al.

2011).

Gardner (2013) supports the idea that Saudi society represents a complex and multi-layered
demographic fabric consisting of tribal Saudi nomads, foreign expatriates invited to the KSA as
managers and business leaders, temporary manual workers from neighbouring countries, such as
Pakistan, Indonesia or Somalia, and modern Saudi urban residents. Although Saudi Arabia is now
considered intensely urbanised, the northern deserts of the country still host a rich and vibrant

culture of tribal Bedouins who do not want to join the pace of modernisation.

Gardner also notes that the influx of oil wealth into the KSA has caused a major socio-
demographic change by attracting immigrant workers to the country. The presence of so many
people representing foreign cultures has made the highly conservative and traditional Muslim
people of Saudi Arabia uncomfortable. The celebrations and traditions of other cultures are
considered immoral and sinful by many Saudis, and , although no religion other than Islam is
allowed to be practised in the KSA, people from different backgrounds still behave as much as
possible according to their own beliefs and habits, revealing their cultural heritage. Saudis find the
outsiders’ behaviours embarrassing, which causes large-scale opposition to the pursuit of
internationalisation, globalisation, and modernisation, which encourage the arrival of the

migrants, who are looking for jobs in the modernising economy (Osman 2012).

Saudi Arabia, along with other Gulf Cooperation Council (GCC) countries, is now experiencing

the highest rates of influx of foreign immigrants, which poses a threat to the coherence and fabric
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of Saudi society (Bryde et al. 2014). (The GCC consists of all Arab states of the Persian Gulf,
other than Iraq. It is a regional intergovernental political and economic group brought together to

cooperatively tackle common issues in the region.)

Finally, Bryde, Mouzughi and Rasheed (2014) claim that Saudi Arabia shares some social
challenges with other countries of the GCC shaped by their economic and socio-demographic
development of recent years. Before embarking on a wholehearted pursuit of sustainability, GCC

countries’ social problems must be overcome, including:
» ahigh level of unemployment rates among local people
* low levels of education and lack of a qualified labour force among Saudis

» Jack of educational, professional training, and business engagement initiatives that would
assist Saudis in the smooth integration into the modernisation and business growth process

taking place in their country.

Moreover, there is a profound lack of regulatory infrastructure in the KSA to support a sustainable

approach to development, including:

= safety at work

fair working hours regulations

laws fostering equality and diversity in the country

= protection against noise, dust and pollution

traffic congestion regulations

stakeholder management and community involvement in social decision making

Environmental challenges. The major environmental challenge that Saudi Arabia faces on its
path towards sustainability is the dry climate and harsh climatic conditions aggravated by global
warming and pollution. These conditions complicate urban planning and the creation of
sustainable infrastructure in the country. Desert conditions and extreme temperature fluctuations,
as well as the general shortage of water, pose certain limitations on business and ordinary human
activities, and limit the places where people can live without experiencing a shortage of basic
resources. As a result of such a harsh climate, Saudi Arabia mainly represents a set of heavily

inhabited and developing cities separated by vast tracts of desert (Al-Surf et al. 2011).
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According to Bryde et al. (2014), Saudi Arabia is one of the GCC countries facing the
environmental sustainability challenges in the form of energy use, with the need to pursue more
renewable energy sources. The KSA is also fighting high levels of pollution, and the management
of waste has obviously mostly been dysfunctional in the country. The major issue with energy
sustainability is paradoxical for Saudi Arabia, since it is a country gaining wealth primarily from
its rich oil deposits. Energy sustainability for the KSA is inevitably connected with an economic

decline, since it will presuppose the partial refusal of oil technologies and oil fuel.

Taher and Hajjar (2014) also point out that environmental concerns have recently come to the
forefront of public attention in Saudi Arabia because of the recognition of the disastrous tempo of
environmental degradation in the country. The researchers also claim that Saudi business people
should not necessarily see a challenge, but an opportunity in the current problematic
environmental situation, as the pursuit of sustainable and renewable energy sources, fresh water
production, desalination, and other technologies related to increasing the sustainability of human

activity are a new, profitable sector of business.

Moreover, Taher and Hajjar (2014) emphasise that Saudi Arabia, being one of the world’s largest
owners of oil deposits, is primarily interested in not only reducing its environmental impact, but
also in securing and economising its oil reserves for the sake of maintaining its position as the
world’s leading oil exporter. Therefore, energy sustainability should become one of the top
priorities for the country, a profitable business sector, in the KSA changing its focus on oil in

economy for the sake of achieving a sustainable energetic advantage in the global energy market.

Water. One immediate, overriding concern in the drive for sustainability in Saudi Arabia is the
need to secure a sustainable water supply. Less than 2% of the land in the KSA is arable and there
are no permanent rivers or bodies of water to supply the agricultural sector or the urban centres.
The country, therefore, depends on streams, groundwater, desalinated seawater, and very scarce
surface water to supply the country’s needs. Saudi authorities have been predominantly relying on
non-renewable groundwater to supply the inhabited regions, so it is imperative to secure new and
renewable water resources in order to become sustainable. Both the reclamation of wastewater

and desalination are therefore priority projects.
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The dire environmental challenge facing Saudi Arabia is indicated by the country’s ecological
footprint of 4.5 hectares per capita, which is twice as high as the global average. Saudi Arabia is,
in fact, in the top 20 of the world’s most environmentally challenged countries, and sustainable
development in the KSA is absolutely essential to secure the future of the nation (Al-Surf et al.

2011).

Cultural constraint. As we have seen, there is considerable resistance in Saudi Arabia is greatly
resistant to change due to its history, political system, cultural and religious values (Al-Rasheed
2010). For Saudi Arabian projects to have a long-term investment value and provide value there is
an inherent need to that the country to adopt cutting-edge ideas of sustainability from across the
globe, instead of relying solely on domestic input (Edum-Fotwe & Price 2009). This would
represent a broader approach to development, increase the potential for investment and reassure
stakeholders and sponsors of the potential for project success, as well as enhance the development

and professionalism of project managers’ skill sets (Kavandi 2011).

Therefore, it would be advisable to instil the leading ideas of sustainability to project management
best practice polices in the kingdom in order to allow development of long-term project rather
than short-term (Labuschagne & Brent 2005). It would also be advisable for the country to borrow
leading ideas of sustainability from other successful nations rather than putting entirely their own
ideas into practice (Kavandi 2011). This way everyone involved in project development will be

contented with the success of the projects.

Taking projects as a vehicle to deliver change and apply change, the research demonstrates that in
recent times, the principle of sustainability is closely connected with these large projects and
project management practices. To achieve the goal of this study within the context of Saudi
Arabia, it is vital to first explore the role of sustainable development within project management

and its relationship to project outcomes to produce a clear introduction of the thesis.
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1.2  Research inspiration

1.2.1 Sustainable development and project management

Definitions of project management. Project management is widely recognised as the benchmark
method by which projects are executed and has become the managerial approach that
organisations have adopted to manage projects and achieve specific goals (Hillson 2003;

Pitagorsky 2001; PMI 2014). The project management institute describes project management as

the application of knowledge, skills, tools, and techniques to project activities to
meet project requirements. (PMI 2014, p. 27)

The PRINCE?2 program states that project management is

the planning, monitoring and controlling of all aspects of a project and the
motivation of all those involved in it to achieve the project objectives on time
and to the specified cost, quality and performance. (PRINCE2 2014, online)

Jugdev and Miiller (2005) not only state that project management is

the tools techniques, and knowledge based practices applied to achieve
organisational goals

but further state that

project management has an integral role in managing organisational assets.

Introducing sustainability. According to Silvius, AG and Schipper (2010), sustainability is one
of the most important challenges of recent times. Labuschagne, Brent and Erck (2005) explain
that current project management frameworks lack the appropriate emphasis on sustainable
development in projects, failing to include equal amounts of social equity, economic efficiency,
and environmental performance in their project calculations (Barnard, Ackles & Haner 2011).
Silvius, A and van den Brink (2011) argue that sustainability is essential in order to ensure the
long-term success of projects and to avoid hurting future generations at the expense of immediate

monetary gain (PMI 2009).

Turner (2014) emphasised the fact that current concerns about integrating sustainability into
projects and project management are based on the observation that the current ways of production,
organisation, consumption, and living produce a plethora of negative effects that will threaten
future generations. The way in which the modern global community lives is unsustainable, since
consumption modes and production methods are designed without proper regard to the far-
reaching consequences of the project on the quality of life of the current generations’ descendants.

For this reason, the need to change ways of doing and thinking about things has become the basis
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for introducing sustainability. Since projects are regarded as instruments of change, making
projects sustainable enables an organisation to bring about changes in its strategy, goals, and

society.

Numerous studies have been conducted on the issue of including sustainability in a project and the
project’s management. Many of them have found that the project manager plays a significant role
in a project, regardless of the level of sustainability, which will vary with each project. Therefore,
the profession of project management is very important, involving not just the management of the
current project, but the promotion of sustainability as an aspect of project development that is

critical to the future of not just current but future generations.

Furthermore, sustainability is now considered to be an integral part of the responsibility of the
project management profession, and a project managed developed and managed sustainably will

grow staff understanding of important concepts and their implementation.

For society to see real changes, the implementation of sustainable projects would be a powerful
message. Therefore, projects can be regarded to as the means for change. The World Commission
on Environment and Development (WCED) (1987) has held preliminary discussions into the
connection between projects and the principle of sustainability. A little later (20 years after this
commission was held) Eid (2009) states that the norms for project management ‘fail to seriously
address the sustainability agenda’ (para. 1). This conclusion is expected because projects are
temporary. There is no ‘natural’ connection between the process of sustainable development and

projects. Figure 1.3 demonstrates how ‘naturally’ different these two concepts are in their

features.
Sustainable Development Project Management
Long term + short term oriented g— 5 Short term oriented
In the interest of this generation In the interest of
N >
and future generations Sponsor / Stakeholders
Life-cycle oriented < »  Deliverable/result oriented
People. Planet, Profit > Scope. Time, Budget
Inereasing complexity <+ > Reduced complexity
Figure 1.3 The contrast between the concepts of sustainable development and projects
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Gareis et al. (2009) state that the field of project management and sustainability, and the
connection between them, should be further investigated. Some first studies and ideas on this have
recently been published. Although the studies differ in approach and depth, a few conclusions can

be drawn including:

= Sustainability is relevant to projects and project management.
= Integrating sustainability stretches the system boundaries of the concept of project.
* Project management standards fail to address sustainability management.

* The integration of sustainability may change the project management profession.

In conclusion, the correlation between sustainability and project management is an interesting
topic from a research perspective. Therefore, researchers have explored this correlation,
concentrating mainly on the future developments in the field of project management (Eid 2009;

Gareis, Heumann & Martinuzzi 2009; Labuschagne & Brent 2005; Silvius, G et al. 2012).

1.2.2 Project management maturity

In the past decade, the emergence of project management maturity (PMM) has become an area of
focus as a means of striving to attain the highest levels of outcomes in projects. Extensive research
into the theory of maturity has been undertaken, from which the present notion of the meaning of
maturity has been generally agreed. Read (1996) states that the Webster’s dictionary definition of
the word ‘maturity’ as ‘the state or condition of being mature, ripe, fully developed, and
approaching perfection’. Project management maturity, as defined by the Project Management
Institute (PMI) is ‘the degree to which an organisation practices organisational project

management,’ (Kerzner 2011).

Conversely, the Organisational Project Management Maturity Model (OPM3) sets out a definition
of maturity as  the existence of best practices,” and that best practice is seen as ‘an optimal way

currently recognised by industry to achieve a stated goal or objective’ (PMI 2009).

Research has indicated that mature organisations exhibit specific elements that reflect their
maturity, namely levels of performance, degrees of competence and a focus on customer
satisfaction (Barber 2004; Cooke-Davies & Arzymanow 2003; Jung & Wang 2006; Scherlock

2006). The origin of maturity and performance capability can be traced to production facilities as
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a means of measuring total quality and striving for continuous improvement. It is from this that
the measures were supplemented with additional improvement methods to eventually produce the
renowned Six-Sigma Process. These process improvement techniques gave rise in 1993 to the

Capability Maturity Model (CMM) (CarnegieMellonUniversity 2013; Jha & Iyer 2007).

By 2000, through the adoption by academics, practitioners, and project management associations,
CMM became combined with project management and the subsequent project management
maturity models became popular and used globally. In 1997 Ibbs and Kwak published what was
known as the Berkeley Project Management Process Maturity Model (Kwak & W. 2000). They
noted that until the year 2000 there had been a lack of cohesion in establishing acceptable
standards for measuring organisational practice when assessed against normal standardised
measurements. Ibbs and Kwak stressed that there was an inherent need to adopt a norm whereby
the standard would uniformly compare specific capabilities such as: performance, competences
and customer satisfaction. Despite this progress broad based adoption is limited with only a few
organisations undertaking to use the OPM3 and PRINCE2 models as a way to measure

capabilities.

Choice of models. Maturity models have currently expanded in choice and continue to do so in
the contemporary marketplace. Table 1.2 illustrates the leading maturity models by their sector.
Just as PMI in 2003 introduced OPM3, the Association for Project Management (APM) similarly
introduced PRINCE2 (Projects IN Controlled Environment), along with the P3M3 model in
2004 (OGC 2006). The ProMMM project maturity model was also announced in 2003 by Risk,

Doctor and Partner (Hillson 2003).
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In 2001 the founder of PM Solutions, the Center of Business Practices, introduced the Project
Management Maturity Benchmark and further revised the model to a Project Management

Maturity Model (PMMM) the following year (Pennypacker & Grant 2003).

Crawford (2006) claims that the advent of development in project maturity management models
can be directly attributed to the desire to standardise methods and processes with a view to
establishing consistency of best practice with industries by project management practitioners and
associations. New project management methodologies were developed after extensive research so
as to have mechanisms that were effective and consistently applied to assess organisational

capabilities and would reflect existing maturity levels of projects.

In addition, organisations have begun to continually evaluate project performance by introducing
measurement techniques that include benchmarking and key performance indicators (KPIs) that
provide a means to measure levels of project success and a way to do comparative analysis of
performance against established targets (Bent & Humphreys 1996). These developments brought
about the emergence of project management maturity models that emphasised excellence and a
means of achieving increased project performance. In some instances, organisations undertook to
adopt these maturity models with a view of improving operational performance as a way to

increase their competitive advantage in the corporate arena.

Based on the importance of project management maturity in the development of project
management within the organisational context, it is vital to introduce a project management
maturity model in order to improve project management performance. According to Ruwanpura
(2012), the three last decades witnessed a global shift in focus towards sustainable development
due to the sustainable movement which led to the development of different project management
models in 1980s. The shift has been of great advantage to the countries that adopted it and this

therefore necessitates a revised project management maturity model that includes sustainability.

1.2.3 Organisational culture

Organisational cultures must be adaptable despite the individuality that is intrinsic in each
organisation. Flexibility within the structure and framework are an essential characteristic (Pasian,
Sankaran & Boydell 2012). Pasian, Sankaran and Boydell (2012) suggest that organisational

culture must have a continual willingness to embrace new conditions and engage with new ideas,
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such as sustainability or project management maturity, and that their ability to do this means that
they are more prepared and able to address project demands, especially when they are
indeterminate. This feature of an organisation’s culture can best be appreciated when we consider
the idea that business processes are subject to human influences that can affect management and
employee motivation. Not knowing the goal of a project, for example, can impact on the quality
of the process, detracting from the efficiency of the project process (Pasian, Sankaran & Boydell

2012).

When employing project management maturity a level of sophistication is expected of the project
management team. It is assumed that they will understand the project management code of
practice and bring it to bear upon processes by embracing the value it brings to a project.
However, there is a need to fully understand the value of the project by effectively communicating
the goals to sustain motivation for the project and building a level of trust that can shape the
attitude of those participating in the project (Pasian, Sankaran & Boydell 2012). This then could

be construed as maturity.

Organisational performance is measured by assessing the effectiveness and efficiency of projects
and the resulting business outcomes (Yazici 2009). Project management maturity is directly
correlated to business outcomes, but not necessarily to project performance, yet organisational
culture has been solely attributed to both project and business outcomes (Yazici 2009). The need
for organisational culture to impart, collaborate and empower is essential for projects to succeed
(Yazici 2009). Having an organisational culture that is results-orientated and that has a high
degree of project management maturity increases an organisation’s competiveness that yields
economic efficiencies (Yazici 2009). It is clear that the value of having both an organisational
culture that is progressive supports a collaborative approach towards goal orientation, and coupled
with a high level of project management maturity will result in strategic advantage, especially for

project orientated organisations (Yazici 2009).

1.3  The research problem
In order to tackle rising global competition, countries are pursuing their own unique strategies for
improving their economies. Saudi Arabia for example, which is not diversified and relies

predominantly on natural resources to sustain the economy, has realised that dependency totally
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on those resources will render Saudi Arabia less competitive in the future (Oehlmann 2010).
Consequently, countries like the KSA have recently attempted to undertake sustainable projects to
increase the probability of remaining competitive in the foreseeable future. Saudi Arabia has
realised that oil, which has provided 90% of its export market and contributes 75% of the
country’s public revenue, is gradually diminishing, thus posing a threat to the country’s economic

future.

However, Saudi Arabia has recently moved to modernise its economy, which has had an effect on
the project management profession (Shehadi et al. 2013). Policy changes are intended to maintain
the kingdom’s high economic position relative to its neighbours (Banani, Vahdati & Elmualim
2011). The government is putting a greater focus on comprehending and utilising the leading
ideas of sustainable development and developing knowledge-based industries that do not depend
on oil (Banani, Vahdati & Elmualim 2011; Shaahid & El-Amin 2009). Some of the sustainable
ideas which have captured the government’s attention are developing sustainable residential
buildings in Saudi Arabia, investing in tourism, and developing the agriculture and water

resources in the kingdom (Al-Zahrani 2009; Al-Saleh & Taleb 2010; Shehadi et al. 2013).

Although Saudi Arabia has not been unaffected by the global movement of sustainability, the
kingdom is only just beginning to approach the concept systematically. There has been an
abundance of mega-projects, with many organisations practising project management in an ad hoc
way. And several companies claim success that they directly attribute to their capabilities in
project management (Al-Ahmad 2009). In reality, organisations have continued to focus on the
whole on production rather than project efficiency, and maintain the belief that their method of

project management is correct for delivering project outcomes.

The organisations have continued to measure success based on the speed of project completion
from commissioning to project transfer. However, in measuring the success of the projects in
terms of efficiency and effectiveness, Saudi organisations demonstrate a considerably different
interpretation for the region compared to standards across the globe (Mitra & Tan 2012).
Therefore, it could be of significant benefit to the KSA, if the country is to modernise, to
standardise sustainable development, incorporating it into project management methodology

throughout Saudi Arabia’s organisations.
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The focus of the current research was on how the issue of sustainability impacts the project
management profession in Saudi Arabia. A main assumption of the research was that in the
modernisation process, Saudi Arabia is embracing best practice in project management from
around the world. Best practice would enhance the professionalism of Saudi project managers and
reassure stakeholders that the best outcomes can be achieved. Saudi Arabia is a country poised
between tradition and change. The leading ideas of the sustainability movement represent the

future and provide a challenge to stakeholders who must grasp new ideas.

One important new idea is that of integrating the concept of sustainable development into project
management practice in Saudi Arabia in order to improve organisational performance and
influence organisational culture for the better. This outcome is important for the KSA because the

kingdom is desirous of improving professional capability in projects.

The creation of a model for assessing the maturity of the sustainability dimension in project
management practice will enable an organisation to identify strengths and weaknesses in their
approach, and will help stakeholders form and realise sustainable visions. It is anticipated that
such a model would foster sustainable project outcomes that will directly impact the

modernisation process in the long-run.

1.4  Research questions
The purpose of the study was to address issues relating to sustainability in project management
practice, developing a model that will assist Saudi project managers and Saudi organisations to

incorporate sustainable principles into their plans and operations.

Saudi Arabia is continually undertaking projects across all sectors and given the highly
competitive resource sector of oil and gas as well as others sectors gives rise to the need for
research to be undertaken about sustainable project management in Saudi Arabia and as such
three primary research questions have been identified in order to achieve the research objectives.

The questions address two core issues:

* how project management maturity in the three sustainable development dimensions
(economic, social and environmental) influences project management in Saudi Arabian

organisations

= whether organisational culture influences project management in Saudi Arabia for better

sustainable performance
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Insight into these issues can be provided by studying the existing relationships among sustainable
development and project management and project management maturity variables and their
respective influence on organisation performance. This drives the research to address the

following three research questions:

* What are the challenges facing the modernisation agenda in Saudi Arabia to achieve

sustainability?

»  What is the role of sustainable project management maturity as a part of the modernisation

process in Saudi Arabia?

* How important is organisational culture in fostering the introduction of sustainability ideas

into project management?

The first question focuses on the background context of Saudi Arabia and implications for project
management practice, while questions two and three concentrate on the issues of sustainability
and organisational culture as contributory factors that impact project management practice and

performance.

1.5 Research objectives

Based on the above research questions, main research objectives were formulated to give
direction to the study. The main objective of the research, which addresses the primary research
question, is to develop a model to assess sustainability of project management in Saudi Arabia

considering organisational culture success factors. These objectives are:

» Explain the importance of sustainable development applications for project management in

the modernisation agenda in Saudi Arabia.

= Explain the significance of project management maturity as a tool to assess the project
management in Saudi projects for long-term project and business performance for the
modernisation agenda through sustainable development criteria (economic, social and

environmental).

= Explain the organisational culture as a key driver in fostering the sustainability ideas in

project management.

» Provide sustainable solutions for project implementations in Saudi organisations, for
practitioners and stakeholders based on the sustainable project management maturity

assessment results in order to enhance project outcomes.
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1.6 The knowledge gap and theoretical bases
Apart from answering the research questions, the purpose of this study is to explore the gaps in
knowledge regarding the topic under study while attempting to fill those gaps. As a result of this

study intends to show how those gaps will be filled. This study attempted to fill three gaps by:

» Interconnecting strategic management and project management considering the three
sustainable development dimensions (economic, environmental and social).
= Testing empirically the theories involved with statistical methods.

= Generating a more holistic model of sustainable development activities into project

management in project-driven organisations.

Several theories supported the purpose and methods of the research. They were the corporate
social responsibility theory (CSR), stakeholder theory, resources based view theory and the
administrative theory while several other theories associated with the suggested model were also

used for developing the theoretical basis for the research.

Undertaking research involves understanding the gaps in the literature in order to fill these by
providing new insights in the area. This current research project addresses gaps in the knowledge

as follows:

= The lack of connection between project management and sustainable development using
(CSR) theory.

= The lack of connection between project stakeholders and project management maturity by
using stakeholder’s theory.

= The lack of connection between strategic management and organisational culture behavior by

using administrative theory.

1.7  Methods

This research used a self-administered questionnaire answered by 489 project managers in Saudi
Arabia who are working in project-driven organisations in order for us to be able to make a
representative conclusion of project management practices in the region. Preliminary results
revealed a vast collection of information on factors influencing sustainable project maturity levels
in the kingdom, including many correlations among variables. Qualitative and quantitative
statistical techniques such as IBM SPSS version 20 and a structural equation modelling (SEM)
approach via partial least squares analysis (PLS-SEM) were used to scrutinise the data and
retrieve as many possible conclusions and describe recommendations for improvement to attain
higher sustainable maturity levels in the Saudi Arabia projects.
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1.8 Research contribution

This research makes a contribution at two levels. First, at the scholarly level, the research is
multifaceted in that it undertakes to identify those relationships connecting business performance,
project performance, project management maturity and the latest concept of sustainable
development, as well as identify those factors that impel the progress of sustainable project
management. Introducing a new sustainable project management model is the most proficient way
to explore these relationships and by using Saudi Arabia as a new study context this model will
help to expand the system boundaries of the project and of project management by adapting new
sustainable development elements for their benefit. Furthermore, the examination of the combined
interrelationships among sustainable development, project management and organisation culture

and performance constructs helps to develop a more holistic theory.

Second, at an applied level, this research will help to bring a rich insight into the project
management best practice in Saudi Arabia by exploring the feasibility of integrating the leading
ideas of sustainability with project management by investigating the sustainable project
management practices implemented by organisations in Saudi Arabia. There is growing
awareness in Saudi Arabia that the country should no longer base its economic future on oil
reserves, which are now known to be finite. While oil prices are currently high the country is able
to afford large-scale infrastructure and construction investment, but increasingly there is
recognition that more attention needs to be paid to alternative forms of economic activity that is

not totally dependent on a decreasing resource.

This study will be able to illustrate problems and suggest sustainable solutions that could improve
project management best practice in Saudi Arabia by exploring the concept of sustainability and
its application to project management. It also, aims to identify the responsibilities surrounding the
integration of sustainability into project management.

1.9  Limitations

The main focus of the research is on what is happening inside Saudi Arabia. Therefore, the

generalisations that arise from the research have to be limited to the context of Saudi Arabia.
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1.10 Thesis outline

The thesis is organised as follows (Figure 1.4):

Chapter 2 provides the critical literature review that explains the logic applied to the literature
review and examines the central theories underpinning the research. Three theoretical
foundations (corporate social responsibility theory, stakeholders theory and resource based
view) and the project management maturity & knowledge models to support the conceptual
model developed in this research. Thus, the purpose of Chapter 2 is to consider the theoretical

basis for the study

Chapter 3 discusses the conceptual model, which is used to better explain the sustainable
project management practices implemented by organisations in Saudi Arabia. It includes
those factors that will be conceptualised and deployed in the development of the study model
to be considered in the study. This chapter defines the model’s elements and the constraints
and connections between them. Also this chapter identifies the relationship between variables

and define those variables to be used in establishing the truth of the research hypothesis.

Chapter 4 discusses the research methodology and elucidates the survey design and proposes
a survey questionnaire template along with outlining the inclusive study and analysis

approaches.

Chapter 5 presents the data analysis. the statistical analysis and the testing of the proposed

model for project management in Saudi Arabia.
Chapter 6 discusses the results of the data analysis.

Chapter 7 is a summation of conclusions drawn, recommendations for sustainable project
implementation, and an identification of the contribution to knowledge with further research

recommendations.
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Step 1

Identify research problem and questions

Step 2 Conduct intensive literature review for research disciplines and theories

Step 3 Design the study model and its components and variables based on step 2

Step 4 Identify related components and variables and categories them (4 main components
and 71 variables)

Step 5 Identify study hypothesis between model main components (7 Hypotheses)

Step 6 Design questionnaire instruments by converting the model components and variables
into survey questions (81 questions)

Step 7 Define measures for variables in the questionnaire (Likert Scale 1 to 5)

Step 8 Get ethical approval

Step 9 Identify survey population (Total population 4,948 PDO) identified by 2 Saudi official
Authorities

Step 10 Design sample size (94 participants are needed, but have been collected 664
completed responses)

Step 11 Distribute questionnaire through online-survey (SurveyGizmo) where the 2 Saudi
official Authorities have sent emails through their database

Step 12 Collect data (3 months, 2 interval)

Step 13 Analyse data through quantitative applications (SPSS for descriptive)

Step 14 Investigate hypotheses (Smart-SPL for SEM)

Step 15 Discuss the result theoretically and implication

Step 16 Recommendation for project management best practice for sustainable performance.

Figure 1.4 The study process step diagram
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Chapter Two

Literature review and theoretical framework

This chapter presents the background to the research, discussing different scholars’ views
regarding the success of projects, and the theories underpinning project management and
sustainability. Management theory describes how organisations can adopt various managerial

techniques and theories to ensure the sustainability of the proposed projects.

Saudi Arabia’s organisations are beginning to diversify their investments on different mega
projects. Consequently, there is a need to develop a model that will assess the sustainability of the
projects. To this end, this chapter focuses on four theories that relate to project management and

strategic management and their use in conducting a sustainable project.

This chapter discusses theories and begins the introduction of the proposed model that formed the
basis of the research. The stakeholder theory and how it is linked with aspects of project
management is discussed in detail. Furthermore, the theory explains how project management can
achieve sustainability through its core features. RBV theory and its links with the management of
project resources for sustainability are examined, along with the theory of corporate social
responsibility and administrative theory as avenues by which project management can achieve
sustainability. The goal of the research, a model for sustainability (project management maturity

model) and how to achieve it and apply it to projects is finally discussed.

Aware that the KSA cannot rely on oil indefinitely, the government has begun to diversify its
economy by encouraging domestic and international investors to undertake other, non-oil oriented
projects in the country. Being novices in terms of strategic management on developmental
projects, managers from various organisations are only just beginning to look at the success of

each project in terms of its sustainability (Hubbard 2009).

PMI (2014) describes a project as a temporary endeavour under which a unique service, product,
or result is achieved. Programs and the mode of operation distinguish the nature of the project.
There are interconnections required between project resources and management in order to
achieve sustainability (Almarri & Gardiner 2014), and each service, product or result related to a
project should strive to be unique and distinguishable from other projects while meeting universal

high standards in terms of process and outcome.
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Project management is the process of applying skills, knowledge, techniques and tools to ensure
that a project meets the required standards (Kerzner 2013). These skills enable project managers
to achieve the targeted goals and objectives. Project management is a broad field and entails
managing inputs to generate outputs in an iterative and integrated manner. Once there is a
achievement of project goals and objectives, the project is said to have achieved sustainability,

despite using finite or infinite resources.

Kohler et al. (2012) define sustainability as the continual progress of project efforts, goals,
principles, and desired outcome. Sustainability does not involve finding unlimited resources for
the continuation of a project, but is the process of ensuring that the goals of the project are met by
applying appropriate activities that are consistent with the project (Morfaw & Mba 2011).

Sustainability is achieved through the effort of the industry and workers.

The question regarding project sustainability in Saudi Arabia revolves around organisations’
efforts and the motivation among workers. Both project management and management theory
were used in this study to understand and explain the current organisational and project activity in
the KSA. The project management maturity model was used to guide the research.

2.1 The theoretical framework for the research

Planning and implementation of the strategic goals of an organisation are critical tools to use for
the achievement of organisational goals (Kerzner 2011; Mattie 2012; Wessels 2007). Many
organisations unfortunately fail to meet their customers’ demands in the long-term because of
poor strategic management resources and lack of efficient skills to govern and monitor the project
(Gareis, Heumann & Martinuzzi 2009; Labuschagne & Brent 2005). An organisation that takes
time to plan for its projects achieves a higher rate of effectiveness and efficiency than a company

that takes little or no time to plan (Yazici 2009).

Project management therefore is a critical tool for enhancing the proper implementation of every
corporate strategy in a systematic and controlled manner. In every initiation and completion of a
project, it is advised that organisations and their managers follow appropriate plans and strategies,
know the steps required to manage a project in order to be successful (Miiller & Turner 2010),
and provide leadership (Miiller & Turner 2010). A talented business leader can motivate the

workforce, making a targeted goal easier to achieve (Laufer 2012; Miiller & Turner 2010).
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Many organisations, however, fail to reach project goals, particularly the sustainability of the
project in all three areas by which sustainability can be measured. Economically, for example,
organisations often fail to realise continuous benefits at the end of the project, either for
themselves or for the commissioning agent (Chinta & Kloppenborg 2010), damaging institutional

integrity and reputation.

Household and community resilience, the social elements of sustainability, also contribute to the
continuing success of a project. If households and communities are able to adapt through the
management of both internal and external resources, if they are treated as stakeholders in the
project, with the ability to add to decision making and collaboration (Sarkis, Cordeiro & Vazquez
Brust 2010), the sustainability of a project is much more likely. For example, consider an
organisation that tends to implement mega infrastructure projects in developing countries. Even
after completing the project, the organisation must remain active through the employment of
technological innovations aiming to maintain, train and upgrade the infrastructure during the

whole of the whole project life cycle.

A third dimension of a sustainable project is environmental sustainability. Environmental
sustainability ensures that an organisation is able to sustain natural resources by avoiding
overexploitation and preserving biodiversity. Structural change can also be an element of
sustainability and it’s best achieved through empowerment where possible (Tosi & Pilati 2011).
Figure 2.1 illustrates the integration of project management with sustainability and the theories

used in the current research to examine how the integration can be achieved.

Project Management

(PM)

Project w . .-
n . Project Sustainability
Sust le P
ustainable Project { Management — D —_—
Maturity
S
Strategic
Management
Figure 2.1 Figure representing the conceptual relationships in the research
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Once it is understood what a sustainable project is, it becomes necessary to find the appropriate
management theory to be applied in order to see whether a sustainable project has been
successful. The goal of the current research was to develop or discover the necessary management
theories, directly linked to project management, that would recognise, encourage and support
sustainability. From an economic perspective, projects fail to succeed in the long-run because
resources are scarce and finite. Management techniques that secure the long-term success of an
organisation’s objectives and goals are required to reduce the risk of failure; and it was the aim of
the research to show how already initiated projects, as well as new projects, can be managed to
achieve sustainability. This may require strategic management of scarce or finite resources and

innovation (Conrad 2010).

While trying to explain what is involved in successful project management, Henry (2011)
described strategic management as the application of decisions, analysis, and actions that a
corporation adopts to achieve competitive advantages in the market. Strategic management sets
the bases under which an organisation achieves better customer relationships and competitiveness
through corporate policies and the setting of strategic priorities. To achieve competitive
advantage, an organisation’s internal environment should be able to maintain thoroughgoing

management practices.

2.1.1 Theories of project management
There are many theories of management, but only four were chosen for consideration in this
study, all connected to strategic management and project management under the umbrella of

management theory.

= The resource based view theory (RBV) is critical as it involves firms’ competitive advantage
in the availability and use of its resources (Jong 2010). The theory relies on both tangible and
intangible resources (Barney, Ketchen & Wright 2011). Therefore, it becomes a necessary
tool for assessing how resources on a given project have to be managed in order to achieve

competitiveness.

= Stakeholder theory describes organisational management and the moral ethics and values
that describe the success of an organisation. According to Chinyio and Olomolaiye 2009;
Freeman, H, Wic 2010; and Perrini & Tencati 2006), the main objective of stakeholder

theory is to ensure sustainability is achieved over time through clear collaboration between
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shareholders, suppliers, communities, customers and employees. Also, considering ethics of
character that rises beyond the normative deontological and consequentialist perspectives is
suggested by (Bredillet, Tywoniak and Dwivedula 2015). Therefore, the theory has become

critical to project management.

The theory of corporate social responsibility (CSR) emphasises the responsibility of an
organisation to interact ethically in the community while it enjoys the profitability of being in
a society (Aras & Crowther 2012). The theory observes that organisations have an economic
responsibility, that is, they have to make profits. In addition, they have legal responsibilities
and must abide by societal rules in good faith. In addition, the theory asserts that the
organisation has ethical and social responsibility for conducting its business in an ethical
manner, as well as contributing to projects that assist societal livelihoods (Lock & Scott

2013).

CSR is a managerial attribute used to define the success of a company’s project by
conducting its activities ethically and helping the society improve their livelihood.
Sustainability is achieved when the society is not only able to benefit from the project, but
also when the organisation is engaged into social responsibilities of the community around.
In chapter three, CSR will be discussed in greater detail to explain the social aspect of

achieving sustainability.

There is a clear link between societies and organisations and the achievement of sustainable
project development. CSR explains behaviours that organisations should abide to in order to
uphold ethical standards in both the organisation and the community involved. Therefore, the
integration of CSR with triple bottom line (TBL) becomes a critical issue for discussing the
social aspects of organisational responsibility (Henriques & Richardson 2004). The theory
was used to assess how Saudi Arabian organisations have been true to social norms and

standards.

Administrative theory is concerned with how the organisation is designed and managed. The
theory is based on the idea that there are areas of responsiveness that provide a clear division

of endeavour and power of delegation (Karin Stulz 2012; Sapru 2013). The theory is relevant
as it involves how the management structure should look in order to achieve the objectives of
the organisation. A project cannot be sustainable if there is no clear channel of management

and reliability.

Administrative theory has become an important aspect of organisational culture if

organisations want to achieve their goals and objectives. The theory is a necessary tool for
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assessing organisational behaviour, and concomitantly, for assessing employees’ motivation
and delegation of duties in an organisation. In Chapter 3, administrative theory is discussed

more fully using the application of six organisational culture assessment instruments (OCALI).
2.1.2 Project management maturity models
A project management maturity model can provide an overview of continuous improvement in
many areas of a business. The model also measures an organisation’s project maturity. The model
provides a scope or roadmap, as well as steps that should be taken for sustainable project
management. The model also incorporates managerial attributes that should be available at each

stage of project development to enhance sustainability.

Organisation project management maturity model (OPM3). There are several project
management maturity models, but this literature review focuses on the organisational project
management maturity model (OPM3). The model deals with project management, program
management, and the appropriate capabilities in portfolio management (PMI 2003). It is

frequently used by organisations due to its strengths in execution and strategic planning.

The model is also efficient in the sense that it can predict a project’s outcome. It is consistent,
reliable, and goes hand in hand with organisational success (PMI 2003). The model also offers a
framework with which successful projects can be realised within the context of the organisation.
The model depends on the capability of the organisation in acquiring and applying the necessary
management skills. A capable organisation will apply the principles of the theories discussed
above, which together conform to a single model of project maturity, to achieve sustainability
(Ghorbanali et al. 2011). The goal of the research reported in this thesis was to develop and

appraise a holistic project management maturity model to assess the sustainability of a project.

2.2 Conceptual model for the research
Figure 2.2 illustrates a framework for assessing the sustainability of a project. The key drivers are
project management, strategic management, project management maturity, project and business

performance. The figure represents the conceptual relationship in this research.
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Figure 2.2 Conceptual model

The figure shows how the project management maturity model and the management theories
introduced in this paper are interconnected in order to achieve business performance through

sustainable projects development.

2.2.1 Siting the theories and explaining their significance for the research

Stakeholder theory argues that organisational management ensures that key participants apply

ethical standards as part of the management of the project, and that management, shareholders,
employees, and the community collaborate in order to achieve successful project implementation
results. In the conceptual model, stakeholder theory holds that for the successful management of a
sustainable project, there should be organisational management of the key parties involved to

insure that projects mature equitably, resulting in project performance and sustainability.

The current study further explains the relationship between the resource based view, project
management, project maturity, project performance and sustainability. The resource based view
stresses the importance of the right selection of resources to enhance management for
sustainability. It is true that an organisation that selects the right resources achieves competitive
advantage. Organisations select resources that are applicable to their projects, thereby enhancing
equitable management of the project. An organisation with few but reasonable resources can
perform better than an organisation that utilises more resources that are not aligned with the goals
of the project. Selecting the right and manageable resources enables easier management of

résources.
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Corporate social responsibility explains the organisational ethics of operation within a social

community (Aras & Crowther 2012). The success of every organisation comes through the
support of its consumers. If the organisation is not conducting its services responsibly in a society,
it is less likely to win customers, leading to project failure. The theory combines project
management with strategic management techniques for guiding a project to successful maturity in

terms of performance and sustainability.

Administrative theory is based on attributes of good leadership. It represents how power and

authority is distributed in an organisation in terms of the decision making process. Various
leadership techniques will be described in details in the subsequent sections. Poor managerial
techniques lead to failure of economic resources. Motivated workers are always attached to the
organisation’s goals and objectives. Therefore, in order to achieve sustainability of projects,
administrative success has to be enhanced as an organisational strategic management technique.
Through good leadership, project maturity is achieved, leading to project performance and long-

term dependability.

The project management maturity model is concerned with the interaction between the four

theories previously listed. It is the key determinant of whether the project will achieve
sustainability or not. There are various stages of project maturity, and at every stage, different
techniques are applied for enhancing total growth. Once the project materialises, sustainability can
easily be achieved. Since the research focuses on an organisational project management maturity
model, a brief history of the maturity models will be presented in later chapters, and

concomitantly, the coining and evolution of OPM3.

The model assumes that the organisation takes all the responsibility for ensuring a project is
successful. The organisational project management maturity model was used as the focus of the
study to explain how Saudi Arabian organisations should work with the model to achieve
sustainable project development. The analysis in this chapter shows how different project
management and strategic management can be integrated to achieve a sustainable project

management maturity model.

Figure 2.3 illustrates the relationship of RBV to project components. The theory depicts
sustainability as the result of the right selection of resources for projects, project management,
project management maturity, project performance and sustainability. The initial step of every

successful sustainable project starts with the right selection of resources for available
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opportunities. Stakeholder theory argues that proper management and cooperation among
shareholders, employees and community enables the success of a project, thereby leading to

sustainability. Unless the key participants cooperate, the project cannot be realised.

Project Management

/

Project

Sustainable Project M ¢ Project Sustainability
anagemen == Performance ™
Maturity
S——
Figure 2.3 Conceptual model involved in RBV and stakeholder theories

Figure 2.4 illustrates the success of a sustainable project through the application of strategic
management. A project cannot be successful if the organisation has a limited customer base.
Therefore, CSR asserts that every organisation has the responsibility of operating ethically in the
society where its operations are based. By doing this, the company demonstrates that it is not only
aiming to achieve profitability, but also to improve society. Through CSR, an organisation’s
projects mature, leading to project performance and sustainability. Administrative theory asserts
that organisational leadership techniques influence the performance of the sustainable project. It is

only where the management is active that sustainable project development can be realised.

Sustainable Project Project Sustainability
Project Management Performance

Maturity

N N Serrrr——— S —

!

Strategic
Management

Figure 2.4 Conceptual model involve in CSR and administrative theories
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Table 2.1 is a summary of the relationships between the components of a project management
model and various theories. RBV is concerned with how organisations make the correct selection
of resources. Stakeholder theory argues that the management and cooperation of the parties
involved in a project are beneficial to its success. Administrative theory stresses that leadership in
management is crucial for the success of a project. CSR stresses the importance of the
organisational contribution to social activities to the community involved, while conducting their
activities in an ethical manner

Table 2.2 Summary of theories and model applied in this thesis

Sustainable Project Mgt = Strategic Project Mgt  Project Sustainability
Project Mgt Maturity Performance
Resource
. v v v v v
based view
(RBV)
Stakeholder
. v v v v v
theories
Corporate
. v v v v v
social
responsibility
(CSR)
Administrativ
v v v v v

e

2.3 A detailed examination of the key theories

Having introduced the key theories that formed the conceptual framework for the current
research, it is worthwhile examining each in detail before moving on to Chapter 3 to discuss how
the conceptual model fits in the Saudi Arabian context since the principles of these theories

guided the development of the new model for sustainable project management.

2.3.1 Corporate social responsibility (CSR)

Antecedents to CSR. Although the concept of corporate social responsibility (CSR) has been
discussed since the 1950s, it can still be considered an emerging idea and encompasses
contrasting definitions that are often characterised by varying terminology, models, themes,
concepts and theories (Pedersen 2012). (Aras & Crowther 2012) debate the resulted in new
practices that are varied in nature, and pinning down exactly what CSR means has not proved

possible. CSR remains elusive for researchers, as well as project managers and their clients. In
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addition, there is debate whether its implementation is necessary. The definitions of CSR mainly
rely on an individual’s perception of obligation or responsibility that in effect dictates the role of
an organisation to the broader society and societal issues such as ethics and responsibility

(Pedersen 2012).

Early contributions of CSR theory. Carroll (1999) argues that the integration of social
responsibilities into businesses operations had its roots in the year between 1880 and 1890, and
involves practices or programs that impact citizens and employees. Rashid and Abdullah (2012)
further argue that large corporations should voluntarily assume social responsibility and behave
philanthropically. The authors suggest that factors such as public opinion, labour unionism and
political pressures are the sole basis of CSR for large corporations and organisations, and all
conform to the aim of social responsibility. CSR received a boost after the First World War
(Bacher 2007). During this period, businesses added the term ‘service’ to their descriptions of
themselves to imply the taking of social responsibility. He continues to argue that contemporary
CSR concepts originated with the 1800s financial capitalists, and gained support through the

social issues arising after the 1930s Great Depression (Carroll 1999).

Development of CSR theory. Many factors led to the development of CSR theory. Carroll
(1991) argues that the drivers behind CSR shifted into the hands of the public and away from
corporations due to the societal change occurring in the 1960s and 1970s because of stakeholder
activism. Cespa and Cestone (2007) argue that the stakeholder activism arose due to increased
awareness of social issues. Individuals increasingly realised the externalities and consequences of
production and consumption, both direct and indirect effects, including how other parties are

affected.

Carroll (1999) points out that the increased public demand for CSR activities by the firms and
corporations in the 1970s contributed to the development in CSR theory. Consumers became
much more interested with the final destination of their dollars. They were also concerned about
whether the investors ploughed profits back into the community. CSR theory therefore developed
from the belief that corporations and firms had social responsibilities due to the nature of their

operations.
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Further contributions to the CSR. There have been contributions of the CSR to the discipline of
project management and sustainability. Carroll and Shabana (2010) argue that firms and
organisations have obligations to society and the groups that make-up the society. As such, he
points out that firms should uphold these obligations in a way that achieves sustainability in the
society which is impacted by the projects that the firms undertake. When an organisation takes
social responsibility via the CSR, its projects are likely to achieve a greater sustainability(Kolk &

van Tulder 2010).

Labuschagne, Brent and Claasen (2005) argue that the practice of CSR in project management is a
necessary, though not sufficient factor, for wealth maximisation. CSR is also sufficient in
ensuring the sustainability of projects. Labuschagne, Brent and Claasen (2005) suggest that for
projects to remain sustainable over longer periods, the project managers should devise

mechanisms through which the stakeholders benefit through CSR.

Review of the CSR theory. There have been reviews of CSR theory since its inception in the
1950s. The theory originated as a mechanism for diverting public criticism (Bacher 2007).
Organisations and businesses engaged in social responsibility for the sole purpose of mitigating
the externalities caused by their production activities (Bacher 2007). Carroll and Shabana (2010)
also found that organisations only concerned themselves with the issue of ethical CSR when they

could embed it in the motive of profit making.

Sacconi (2012) suggested that CSR must fulfil the social contract argument, meaning that the
approach to CSR by businesses must achieve flexibility since the values of the society vary across
economies and change over time. Ido Crowther and Aras (2008) supported Sacconi’s view.
According toCrowther and Aras (2008), businesses hold a social contract with the society and
thus exist only with the society’s goodwill. Therefore, businesses have a social responsibility to
the society in which they operate. CSR helps businesses and organisations maintain their
reputation and public goodwill and minimise the implicit costs. The explicit costs are those
associated with running and undertaking the CSR activities. However, the authors point out that

CSR is costly to initiate and maintain, and that corporations should not focus on the cost incurred
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2.3.2 Stakeholder theory
The stakeholder theory, according to Friedman and Miles (2006), imagines the firm as a group of

stakeholders. The main purpose of the firm is to manage their needs, viewpoints and interests.

Early contributions to the theory. Stakeholder theory was visualised in the works of Dodd in
1932. In Dodd’s work, the General Electric Company (GEC) was already recognising four groups
as stakeholders. Among them were customers, the public, shareholders and employees. Freeman,

H, Wic (2010) also identified four critical groups, but included managers rather than shareholders.

The concept emerged again in the pioneering work of the Stanford Research Institute (SRI) in
1960 (Friedman & Miles 2006), and in the mid-1980s through the publications of Richard
Edward Freeman. In 1984, Freeman popularised the stakeholder theory through his work titled
Strategic Management (1984). He based his theory on other earlier work by Ian Mitroff, James

Emshoff and Richard Mason.

Development of the theory. The stakeholder concept raised many arguments during its
development in the 1980s because of the many changes occurring in the thinking of students,
workers, environmentalists and consumer groups as the 1960s drew to a close. Freeman (2001)
notes that the development of the stakeholder theory rests on the planning, management and
sustainability of the business entity through reliance on information symmetry. Freeman also
notes that project management literature, like the literature in other disciplines such as strategic

management, hardly considered stakeholders 30 years ago.

For example, Porter’s (1980) work on SWOT analyses (strengths, weaknesses, opportunities and
threats) ignored the concept of stakeholders in the analyses of business environments. Friedman
and Miles (2006) point out that Igor Ansoff, considered the father of strategic management, was
part of the Lockheed-Stanford 1960s-1970s connection responsible for the initial stakeholder

definition and the introduction of the stakeholder theory.

Freeman chose the term stakeholder rather than stockholder because of the latter word’s
association with economics. Later, he introduced the concept of stakeholder management in the
context of project management and sustainability. His viewpoint was that project managers ought
to manage their stakeholders towards the achievement of the strategic goals of the project, one of

which is to make the project sustainable.
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Further contributions to the theory. There were further contributions to the stakeholder theory
that relate directly or indirectly to the field of project management and sustainability. Freeman
(2010) suggested that project managers should formulate and implement those processes that
would most likely satisfy all including those groups that had a stake in the firm’s projects or
businesses. Bourne & Walker (2008) suggest that the major tasks of these processes are the
management and integration of the interests and relationships of the shareholders, customers,
employees, communities, suppliers and other parties or groups in ways that ensure the long-term

success and sustainability of a project.

According to Donaldson and Preston (1995), there are three main elements in the stakeholder
theory. These include the descriptive, the instrumental and the normative approaches. The
descriptive aspect of the theory deals with the ways in which project managers relate to various
stakeholders and the ways in which they represent their interests. In this instance, the firm can be
pictured as a composite of interests, which may be sometimes cooperative and sometimes

competitive.

In the instrumental approach, various attributes of the organisation, the project and the
stakeholders receive examination. In this case, the organisational consequences of integrating
stakeholders into the management of projects receives examination., and the connection between

corporate governance goals and stakeholder participation receive scrutiny.

Freeman (2010) notes that the normative element of stakeholder theory relates to the
identification of philosophical and moral guidelines linked to the management of the activities of
the firm and its projects. The view also incorporates project sustainability, as moral and
philosophical guidelines help in project management and planning to ensure that stakeholders

appreciate the need for the sustainably of the project over a long period of time.

Review of the theory. The stakeholder theory has also undergone various reviews since its
introduction by Freeman in 1984. Donaldson and Preston are quoted in the work of Lu and
Abeysekera (2014) after introducing the idea of normative theory as a core component of
stakeholder theory. The idea behind normative theory is that the stakeholders possess legitimate

interests in the projects that firms undertake and that their interests possess an intrinsic value as a
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result. In this case, Donaldson and Preston argued that firms have a responsibility towards their

stakeholders in relation to the projects they undertake.

However, Freeman thought that normative theory could be divided into an ethical and an
economic strand (Sapru 2013). His view is that every firm, whether knowingly or unknowingly,
incorporates the dimensions of morality in every project they undertake. For this reason, the

relationships between stakeholders and firms rests on the aspect of moral commitment.

Freeman (2001) also provided a new definition of the term stakeholder. In his view, the term
referred to special groups regarded as crucial to the operation and survival of any organisational
activity. Freeman also suggested various ways of facilitating the mapping of important
stakeholders through a string of formulaic questions. Friedman and Miles (2006) have added to
the definition of stakeholder, suggesting two criteria to define stakeholders and their relationship
with the firm. Firstly, Friedman and Miles seek to determine the compatibility or incompatibility
of the stakeholders while the second criterion considers the position of the stakeholder, and

whether they are a necessity or a contingency.

2.3.3 Resource based view

The resource based view (RBV) views a firm’s resources as the basis of superior performance.
The RBYV theory emerged to explain why some firms outperform others. In project management,
RBYV explains how management resources, such as strategic thinking and the decisions relating to
sustainability can result in better performance over time and greater sustainability (Barney,

Ketchen & Wright 2011).

Antecedents of the RBV. Around 1809, the political economist, David Ricardo, formed one of
the most important principles of economics, the law of rent. The law states that the rent of a land
site is equal to the economic advantage obtained from the site when it is put to its most productive
purpose relative to the advantage obtained by using rent-free (marginal) land, always assuming
the same inputs. Rent differences are due therefore to the variations in the land’s fertility due to its

geographical disposition.

Ricardo concentrated on the differences in land fertility that occurred due to increases in
population and resulting variations in land rent. Thereafter, he applied the same concept to

mining, considering labour and transportation costs as the resources through which the
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performance of the mine should be judged. This thinking introduced the concept of competitive
advantage due to variations in the resources available to a business (Peteraf 1993) compared to

other businesses of the same kind.

In 1951, Chamberlain worked on consumer choices and competition theory. He also worked on
how they relate to prices. In 1953, Robinson focused on imperfect competition that arose due to
product differentiation. In 1959, Penrose laid the foundations for the firm’s RBV theory. He
included elements of growth in his theory of the firm, highlighting the factors affecting a firm’s
growth, including those services crucial for expansion. Competition and diversification emerged

as the perfect instruments that a firm could use to gain competence (Wernerfelt 1984).

In 2001, Barney and Arikan introduced the antecedents of distinctive competencies and anti-trust
implications. The distinctive competencies arose in those firms that applied strategies in ways that
were more effective and efficient, outdoing other firms. The anti-trust implications touched on the
the fact that the firms’ success resulted from the failure of perfect competition in the market. The

failure of perfect competition has anti-trust implications.

Early contributions to RBV theory. Wernerfelt (1984) was the first publisher of the RBV. The
author demonstrated the difference between resources and product in his analysis. He also studied
the relationships existing amongst strategic resources, profitability and resources. According to
Wernerfelt, a firm’s resources existed as either tangible or intangible assets (Barney 2001a). He
also used Porter’s (1980) five forces of competition in his analysis, describing those options that
firms have in terms of project management and sustainability when choosing resources. In the
analysis, he describes the basis of generating three types of advantages, which include the first

mover advantage, mergers and acquisitions and attractive resources.

Ricardo’s law of rent was expounded by Barney in1986, when he added the concept of the
strategic factor market, suggesting that the market ought to be imperfect so that firms could gain
above normal rents. In 1989, Dierickx and Cool introduced a new concept arguing that firms
choose to use resources, products or strategies only based on opportunity cost analysis (Peteraf

1993) .
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Development of RBV theory. In the development of the theory, Barney, through 1991-1995
publications built on the early contributions and thus explained how firms could gain competitive
advantage through selection of capabilities and strategic resources (Almarri & Gardiner 2014). As
a result, the concept allows firms to use strategies to make their market positions better. The RBV
theory therefore relies on two assumptions in analysing a firm’s performance and internal
characteristics. Firstly, firms operating in a similar industry may have control over strategic
resources. Secondly, the mobility of resources is imperfect, and thus there is inelastic supply

across the industry. These observations are the basis of the idea of competitive advantage.

Barney (2001b) advanced his work by introducing two new definitions to the theory of the
resource based view. The first defines the firm’s resources as all capabilities, assets, attributes,
knowledge, information and factors both tangible and intangible that enable a firm to make and
implement strategies aimed at improving effectiveness and efficiency. The second definition

stressed the concepts of competitive advantage and sustained competitive advantage.

VRIN (valuable, rare, imperfectly imitable, non-substitutable). The VRIN are characteristics
that make it possible for capabilities and resources of a firm to convert into competitive
advantages, including project management who emphasise sustainability (Kraaijenbrink, Spender
& Groen 2010). A firm that employs those strategies that bring improvements in efficiency and
effectiveness adds value (valuable). The result is that such a firm transforms into a better
performing firm. If the firm has access to resources that are rare or difficult to obtain, it
automatically has opportunities to outperform its competitors. If the resources used in one firm in
an industry are difficult to obtain and also difficult to imitate (imperfectly imitable) or non
substitutable, the firm has many advantages over its competitors. These sorts of resources may be
the quality and vision of the management or the skill and dedication of the labour force, which a
not easily replicated by competitors. The uniqueness of a firm’s resources represents a tremendous
advantage in the marketplace, and the theory of the resource based view emphasises this fact

when analysing businesses and their activity (Barney & Arikan 2001).

Further contributions to the RBV. There have been further contributions to the RBV, especially
to those aspects related to project management and sustainability, including more emphasis on the

characteristics of durability, inimitability, competitive superiority, appropriability and
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substitutability (Eisenhardt & Martin 2000). Durability relates to the amount of depreciation of
resources involved in any project management work. Inimitability relates to issues of competition
whereby it is better for a firm to have resources and produce outcomes that cannot be imitated by
others. Nor should they be readily substitutable. In these circumstances, the business will exhibit
competitive superiority and it is assumed that their projects will be more sustainable. Importantly,
the success of the firm must be appropriable, meaning that the firm itself gains value from its

SUCCECSSES.

Review of the RBV theory. The RBV theory has been reviewed by different researchers over the
years. To start with, Almarri and Gardiner (2014) reviewed the RBV theory and concluded that
the theory diffused into many disciplines including project management and selection of
appropriate resources. The underlying theme that Barney stressed is that the asymmetries of
information and market imperfections are the ones that give room for firms to be characteristically

different from one another.

Wade and Hulland (2004) said that RBV is a major factor to note when it comes to the right
selection of resources for initiating a sustainable projects. After borrowing some knowledge from
the economics of project management, the researchers realised that there is a competitive
advantage for firms that are able to select the right resources for its projects. Particularly, the two
authors focused on market entry and diversification, market exit and corporate refocusing,
industry evolution, performance and diversification, including innovative activity that firms

undertake and brought these activities to the forefront of the concept of the resource based view.

2.3.4 Administrative theory

Early contributions to the theory. Fayol (1937) receives credit for the development of the
administrative theory, introduced in his publication Administration Industry et Generale. In his
book, he emphasises management functions. Fayol also incorporates broad administrative
principles, purposely meant to act as guidelines in the rationalisation of activities in an
organisation. Fayol argues that effective administration of an organisation could mean
administering workers according to their specialisations. He further nominated the five functions
that comprise administration in any particular organisation — organising, planning, coordinating,

control and command (Breeze & Miner 1980).
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Taylor (1939) introduced the idea of a bottom-up administrative structure in an organisation. In
his view, administration operated effectively and efficiently when it operated from the bottom
organisational structure to the top management. Mooney and Reiley (1939), supported by Fayol,
(1939) disagreed. They felt that the administration ought to function from top down perspective.
These theorists contrasted sharply with Taylor. They insisted that a pyramidal and hierarchical
structure of administration controls the relationships in an organisation better. Fayol suggested
that it was the subordinates in the administration who should handle routine matters, while only
exceptional matters should reach the superiors. He also urges administrators to oversee no more

juniors beyond their administrative ability (Breeze 1982; Breeze & Miner 1980; Sapru 2013).

Development of the theory. There have been various developments of the administrative theory
since its inception by Henry Fayol in 1937. Fayol (1949) introduced the idea of the top down
administrative system in organisations where the focus was on administration and management
through the five core functions of administration. Fayol was interested in incentives that could
motivate workers other than just the addition of more money. The incentives included the
introduction of a fair and equitable working environment, improving the general welfare of
workers, such as medical and safety services. Taylor’s (1949) bottom-up administrative system

demonstrated little concern for subordinate workers (Smith & Boyns 2005).

Fayol (1987) introduced the aspect of functional administration management in which he
highlighted the various levels of administrative hierarchies among workers that he felt would be
effective for efficient administration. Fayol later introduced the 14 management principles for
effective administration in organisations. These included the

= delegation of authority

= division of work

* chain of commands

= discipline

= congenial workplace

= centralisation

= order

= scalar chains

= compensation package
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= good interrelations among workers

= team spirit

" initiatives

= equity

* job guarantee.

Fayol (1987) further points to planning as the key to effective administration of an organisation.
He argues that effective planning caps uncertainty in organisations by forcing administrators to
anticipate change, focus ahead, consider the change impact and finally develop responses in an

appropriate (Urwick 2002).

Further contribution to the theory. The administrative theory has made an enormous
contribution to the discipline of project management and sustainability. Hurt and Thomas (2009)
highlight the five core functions of administrators as being applicable to managers in the

supervision of projects and firms — planning,

Planning. According to Hurt and Thomas (2009), planning reduces the risk from uncertainties
involved in any particular project. Uncertainties are better managed when managers focus ahead,
anticipate imminent changes, gauge impact change and develop responses that are appropriate.
Planning is essential in the field of project management. Planning allows project managers to

effectively manage their projects and ensure that they are sustainable in the long term.

Organisation. Hurt and Thomas (2009) also introduce the aspect of organisation. It involves the
development of those resources related to an organisation, including human and material. Project
management deals with the organisation of such resources in order to achieve the project goals
and objectives. Through organisation, project managers are able to achieve their goals, including

sustainability.

Command. Fayol (1987) suggests that command keeps the organisation’s processes running. In
the field of project management, some aspect of command has to apply since a hierarchical
structure exists, demanding that someone has to be in charge. Therefore, the ‘bottom up’ structure
has to operate on commands in order for the project to run effectively and efficiently while

enhancing sustainability.
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Coordination and control. Fayol (1987) also nominated coordination and control as essential
aspects of administrative theory as applied to various disciplines, among them project
management (Smith & Boyns 2005). Through coordination, a group’s efforts have to receive
alignment and harmonisation to produce the desired effect. Control means that the necessary and
acceptable rules, regulations and procedures apply in the management of a particular project.
Control and coordination are essential in project management, and a well-controlled and

coordinated project will enhance the establishment of sustainability (Karin Stulz 2012).

Review of the theory. Administrative theory has been reviewed since its original inception by
Fayol, who viewed the administrative structure from a ‘top down’ perspective and suggested that
command from the top was the best way an organisation could achieve effectiveness and
efficiency in its operations. He also inclined his administrative theory more to workers and the
incentives to facilitate their motivation in an organisation other than addition of more money.
Taylor (1949) contested Fayol’s concept of an administrative structure, arguing instead that a
bottom-up administrative structure was the best way for organisations to achieve efficiency in

their operations. Taylor was not concerned with the workers or with stimulating their motivation.

Fayol (1949) was critical of Taylor’s view on where and how a worker received their instructions.
According to Fayol, Taylor was suggesting that orders came from eight quarters — route clerks,
instruction card men, time and cost clerks, speed bosses, gang bosses, inspector bosses, repair
bosses and shop disciplinarians. Fayol argued that this structure presented a situation that was
unworkable. Fayol himself (1987), however, introduced 14 principles of administrative

management, which he included in the administrative theory. These included the:

division of work

* authority

= discipline

* unity of command and direction
= centralisation

" remuneration

= gcalar chain

" equity
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* initiative
= stability of tenure

= espirit de corps.

2.3.5 Project management maturity

Evolution of the project management maturity model (PMMM). A project management
model is used by organisations to measure various projects’ maturity. The model provides
avenues under which necessary steps can be taken to oversee project improvement and maturity.
PMMM is therefore a tool for enhancing the ways in which a project can be measured for
maturity (Pasian, Sankaran & Boydell 2012). The model offers a logical path for a strategic plan

of progressive project management.

The evolution of PMMM is quite technical. Various evidence shows that the model was
developed from the project management discipline. In the second half of the 20™ century, the
management maturity model evolved through the effort of the software industry (Paulk 1993).
There was a need to improve the model due to the increasing complexity of management, many
measurement variables, constrained budgets, and the need to obtain consistent results. Several
software project management models and methodologies were developed in Western countries
that cannot be discussed at length in this single chapter. However, some of the software maturity
models include the capability maturity model integration, Kerzner’s maturity model, the Prince 2
maturity model, and the organisational project management maturity model, among others
(Cooke-Davies 2004). These maturity models have different maturity levels, but all aim to

enhance effective project management for sustainability.

Development of the organisational project management maturity model (OPM3). The
organisational project management maturity model (OPM3), one of the versions of the general
PMMM, was central to the conduct of the current research. Prior to the development of the
OPM3, governments, organisations, corporations, charitable institutions, non-profit organisations,
and the military were having difficulty establishing strategies for achieving objectives and goals
(Kerzner 2011). Many organisations failed to achieve set goals, because there was no detailed and
tactical means of applying organisational capabilities (Andersen & Jessen 2003), in spite of the

existence of management models.
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Therefore, a maturity model was developed in 1998 by a team of volunteers from the Project
Management Institute after assessing 27 existing maturity models (Fahrenkrog et al. 2003).
According to Fahrenkrog et al. (2003), the model was developed to cover the unanswered
questions and gaps left by the other models. As determined by the OPM3 project team, the OPM3

model had five objectives:

offering organisational project management best practices

= capabilities based on each aggregate best practice

= observable outcomes from an organisation

* means to measure outcome through key performance indicators

= the path for identifying the organisation’s best practices and capabilities.

The OPM3 can be used as a roadmap which organisations follow to improve performance. Prior
to the development of the maturity model, governments, organisations, corporations, charitable
institutions, non-profit organisations, and the military were having difficulty establishing
strategies for achieving objectives and goals (Kerzner 2011). Many organisations failed to achieve
set goals, because there was no detailed and tactical means of applying organisational capabilities

(Andersen & Jessen 2003).

Organisational project management codified the application of tools, techniques, skills and
knowledge, indicating how they should be applied to project activities and project management.
The success of the model has shown that organisations need to not only use individual tactics for
competitiveness, but also involve external organisational orientations for setting strategic goals
(Rad & Levin 2006). Adopting organisational project management is itself a strategic move,
which, when used well by an organisation, enhances the critical regulation of resources in order to

boost financial results (Aubry, Hobbs & Thuillier 2008).

The model enhances the capacity of the organisation to implement its strategic planning on
individual and group projects (Kerzner 2011), and improve project management. The OPM3
consists of three elements — knowledge, assessment, and improvement (Meisner 2007). They are
clear indication of every organisation’s focus from start-up to sustainability. Once an organisation
comes up with an idea for a project, knowledge is applied to access the available opportunities.

Assessment establishes standards and the methods for initiating a project. Improvement relates to
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the length of time the organisation will allow to realise the long-term dependability of the project.
Therefore, the issue is not on how to start a project, but how the project will be managed and

sustained for future dependability.

The OPM3 was not developed to inform organisations about what needed to be improved in
relation to a project, or how to make the project, but was intended to be a framework on how to
set standards and achieve self-examination by informing organisations about the required

decisions and potential initiatives for change (O’Bray 2003).

Since the model was created to enhance improvement, steps for realising improvements are
embedded in the stages of the process management. The stages range from general to more

specific.

The generalised stages include the following:

= standardise
= measure
= control

* continuously improve

The model applies the four general stages to achieve the objectives of the project. More specific
stages for project maturity involve; initiating processes, planning processes, executing processes,
controlling processes and closing processes. These specific stages are interrelated and enhance the
normal flow of information within the three domains of management, that is, portfolio

management, project management and program management (PMI 2003).

Contribution of the model. The model has become a critical tool under the three domains of
management in modern society. The model has helped organisations to gauge themselves against
the standards of the project, in order to decide whether to pursue a plan of improvement or not,

depending on the state of the project (Crawford 2006).

For those organisations that intend to improve a project, sustainability can be achieved through the
adoption of the model by understanding the model standards and incorporating them into the
organisational setup. In addition, the plans for project management should be known by every

participant in the control process (Jachimowicz 2003).
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The second step involves assessing the organisation (Maier, Moultrie & Clarkson 2012). This
entails the organisational ability to compare the current maturity characteristics of the project with
those highlighted by the model. Assessment allows the strengths and weaknesses of the
organisation to be used or corrected as part of pushing the project toward maturity, unless the
assessment indicates pursuing the project is an unworkable option. For example, when an
organisation intends to start up a sustainable project, various factors, such as competition from
other companies, can force the organisation to consider improvements. The model suggests that
before initiating improvements, the company must first of all honestly examine its capacity to
improve a project. A good example would be business product diversification and integration.
Businesses that have the available resources and technology can readily achieve product
diversification and integration. Businesses needing to put the technology or resources into place

would have to think twice because of the financial and training commitments.

The third step is determining focus of improvement (Kérkkéinen et al. 2014). The model suggests
focusing on the best practices associated with the current needs of the project. Users of the model
have to determine which of the best practice methods should be applied in their organisation in

order to enhance the continuity of the project.

The fourth step involves determining the path to improve. Once the best practices to be employed
on a project have been realised, organisations should look for the best capabilities to employ. It is
the role of the management to know the right capabilities to employ in order to achieve the

improvement of the project.

The fifth step is evaluating current capabilities. It is the responsibility of the management to
evaluate the current capabilities of the organisation towards project improvement. Evaluating the
current capabilities allows management to further improve the project if improvement is required

(Constantinescu & lacob 2007).

For example, it is not possible for an organisation that has poor marketing management to market
the project in a competitive manner. If the issue involves marketing of the project, the

organisation must first ensure that marketing skills are present in the workforce.
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Finally, the sixth step involves a plan for improvements (Singh et al. 2009). Planning is at the core
of every successful every project. An organisation with a poor planning mechanism cannot
achieve the ordained objectives of the company or organisation. The process involves determining
the best practices and available resources for achieving the targeted outcomes. For example,
consider a learning institution that intends to start an online education system program. If strategic
planning involving the flow of information between users is not effective, improvement of such

programs becomes difficult.

In short, OPM3 is beneficial for organisations in many ways. The model provides the best
strategic techniques to advance organisational goals and objectives. It offers the best principles

and practices to be applied to project management (Meisner 2007).

The model also provides the knowledge under which the best practices in the organisation can be
applied. OPM3 enables organisations to determine their best practices and capabilities to apply at
each stage of project management, in order to achieve improvement. Finally, OPM3 offers a clear
domain under which an organisation decides on whether to continue with the project or not, based
on the available resources, best practice, and capabilities (Ghorbanali et al. 2011).

2.3.6  Integration of OPM3 with the four background models

The RBV theory emphasises the need for selection of the right resources for achieving
competitive advantage. Most organisations miss the point when it comes to which resources are
needed for success in developmental projects. When RBV is integrated across other managerial
attributes, maturity is more likely to be achieved for developmental projects since RBV entails the

right selection of both tangible and intangible resources.

OPM3 reflects RBV theory in the sense that it involves the best selection of resources. OPM3
asserts that for successful project management, organisations should look to ensure that their best
practices and capacities are employed on a chosen project. The best practices in OPM3 mean the
maximum expertise that an organisation can provide for a successful project. Since an
organisation has hundreds of best practices, the right selection of practices becomes part of project

management.

Selection of the best practices is directly linked to RBV theory. The selection of the best tangible
and intangible resources is essential in an attempt to ensure project sustainability. Organisational
abilities for managing the project and the capacity to gather and use the right resources are, in fact,
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organisational imperatives. RBV theory becomes a necessary tool for assessing the organisational
capacity of the firm. The theory can be used to select management techniques and other
intangibles, as well as tangible resources, such as labour and managerial measures. RBV theory
guides the selection of necessary resources selected in order to achieve sustainability at every

stage of project management.

Corporate social responsibility is a strategic management technique that most multinational
organisations and corporations have adopted for successful project management. CSR asserts that
organisations and corporations should conduct their services from an ethical point of view.
Ethically, organisations are required to obey legal measures established by the society in which
they base their operations. Also, the theory of CSR asserts that an organisation or corporation has

a social responsibility for the community in which it is based.

It is also important that organisations remember that most projects require the efforts of both the
organisation and the community in which the project or the organisation is based to achieve
success. Firstly, community cooperation facilitates project development and completion.

Secondly, many projects require participants to move them towards maturity.

For example, consider an organisation whose project is to support solar energy consumption that
is friendly to the environment. The project cannot achieve sustainability if the society involved is
not in support of the program of solar energy supply. To ensure that the community is involved,
the responsible organisation can enlighten people on the importance of solar energy, and perhaps
support communities in remote areas to access solar energy at reduced rates. Contributing to
charity programs, such as donating solar panels to learning institutions, could also convince the

community to support the project.

CSR contributes enormously to successful project management maturity and sustainability. When
a society is involved in the management of a project, sustainability can be achieved. CSR calls for
organisational adherence to legal measure when serving or operating within a society. Therefore,
the development of the research model using CSR is further discussed in Chapter 3, where CSR is

used to assess the social dynamics of Saudi organisations.

Stakeholder theory emphasises effective cooperation of all stakeholders involved in the project.
The theory holds that successful project management comes through the inclusion in decision

making of all parties involved in or affected by a project, and that organisations have a
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responsibility to satisfy their key stakeholders, including employees, shareholders, and the
community. Knowledge and information should be shared in an effective manner that every
participant is aware of since failure of information effectiveness will result in the failure of

management because of lack of support.

In terms of OPM3, stakeholder theory emphasises the selection of best practices and capabilities
and advocates proper planning that involves consultation with all stakeholders. Communication
with all stakeholders is more likely to result in project maturity, success and sustainability,

including securing finance and achieving project objectives.

Administrative theory deals with the management of the organisation. It emphasises the best
practices of organisational culture and decision making. Leadership skills are a major focus of the
theory when comes to decision making processes, and organisational culture is considered a key
motivator in terms of how employees participate in achieving the organisation’s goals and
objectives. Leaders who are able to motivate their employees have more success in terms of
having decisions followed through and objectives met. The best leaders create a culture in which

contributions are recognised and staff are treated equally, without gender bias.

Motivated employees who are treated with respect are much more likely to be careful when
making decisions and adhering to them for the organisation. Project management is made easier
and the culture encourages continuity and sustainability. Therefore, the adoption of best work-
force culture contributes significantly towards the success of a firm and of its projects. To this
end, administrative theory offers guidelines under which organisations can adopt the best project
management techniques as described in Chapter 3.

2.3.7 Summary of the integration of the four theories

This section presents a summary of the four theories discussed in this chapter. The section shows
how the theories are integrated and relate to OPM3. Their integration is important because the
principles from these theories and their interaction formed the basis for the theory of project

management and sustainability developed during the current research.

Similarities and differences between the application of the theories and the OPM3 are depicted in
Table 2.3. Having assessed the seven dimensions of the application of the theories and the model,
it can be seen that in more than one dimension, the theories are interconnected and supportive of
the management-sustainability model developed during the current research. Each offers elements

that can be used to assess project management and sustainability in Saudi Arabian organisations.
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In Chapter 3, the new model developed during the course of the current research will be explained
in detail. Table 2.3 provides an outline of how the four background theories complement one
another and provide the principles to be used in the new model to guide the assessment of Saudi

Arabian organisations.

Unit. The first dimension in the table is the unit of the study. For CSR, the unit of study is
community development, which is directly linked with the organisation’s capacity to enhance the
sustainability of project management through community support. This point is elaborated in
Chapter 3, especially the ways in which to assess social attributes that organisations should adopt

for successful project management.

For RBV, the unit of study is resources, and that of stakeholder theory is knowledge and
information. Both theories are directly linked to project management planning and improvement.
The right selection of resources, along with knowledge and information flow among all

stakeholders in an organisation, enhances proper planning and the improvement of the project.

The unit of study for administrative theory is leadership and organisational culture. Without
effective leadership and enhanced organisational culture, the planning and successful completion
of projects cannot be secured. In this regard, the model becomes the point of reference for

discussing organisational culture in Chapter 3.

Focus. The second dimension is the focus of the study. For CSR, the focus of the study is policy
regulations and ethical consideration. Adherence to policy regulations and ethical consideration of
the society in which the organisation has based its operations is crucial. It guides the selection of

best practices and capabilities for the application of OPM3.

Administrative theory focuses on motivation and decisions making that are important elements
during selection of capabilities and best practices of the organisation. Capabilities of the
organisation are gauged by how employees are motivated, and how effective they are on matters

of implementing and enhancing decisions on a given project.

For RBV and stakeholder theories, the focus of the study is the correct selection of resources, and
flow of knowledge and information among key stakeholders. Right selection of resources and
stakeholder’s cooperation enables the organisation to select its best practices, and is able to

enhance continuity of the project based on its available capabilities.
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Level. The third dimension is the level of study. For RBV and administrative theory, the level of
study is the organisation and focuses on organisation’s best practices and capabilities. For CSR

and stakeholder theory, the levels of study are regional, local and national.

Competitive advantage. The fourth dimension is competitive advantage. For CSR, when
organisations adhere to the rules of the theory, they are able to compete across local, national and
regional levels. The administrative theory shows competitiveness across organisations. It deals
with how the organisation is able to make decisions and able to emerge the best in terms of
performance as compared to other organisations. The RBV competitive advantages go across
organisational and regional levels. These competitive advantages enable the organisation to

compete on a global perspective as compared to other organisations.

Source of competitive advantage. The fifth dimension is the source of competitive advantage.
The reason for competitiveness for CSR is having a large customer base, or the highest support
from the community, while for administrative theory, the reason for competitiveness is because
employees are motivated and are at all times, making the right decisions and executing duties
perfectly. For RBV, the reason for competitiveness is through strategic resource, which depicts
how an organisation is able to select the best resources for competitiveness compared to others.
As depicted by OPM3, all these sources of competitive advantage apply the basics of strategic

planning to projects in order to enhance continuity.

Protection of CA. The sixth dimension is the mechanism for protection of competitive
advantage. For RBV, the protection of competitive advantage is through resource position barriers

and VRIN. Other theories and the model have no specified protection mechanisms.

The actors. The last dimension is the actors involved. The main actors for CSR are organisations,
government and the community, while those for administrative theory are managers and
employees. For stakeholders, the actors are employees, community and shareholders, who play a
vital role in the management of the organisation. For RBV, the main actors are organisations,
government, firms and academic, while for OPM3, the main actor is the organisation. All these

actors directly or indirectly influence the management and implementation of sustainable projects.
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24  Summary

In conclusion, Chapter 2, the literature review, focuses on the discussion of the theories that were
used to inform the model developed during the research. A clear relationship on theories towards
project management and sustainability has been discussed, and concomitantly, the relationship of
theories to the model has been assessed. Although there are other theories connected to the

OPM3, they depend on the focus of the study.

The four theories that are discussed are related to the management of projects. In addition, the
model for this study has been developed and will be used on other chapters for clear
understanding of project maturity and sustainability. As depicted by the theories and the model,
achieving sustainability requires a combination or resources, both tangible and intangible.
Effective planning calls for the combination of project management theories, especially those that

are related to strategic management.

Therefore, the discussed theories and the model offer guidelines for achieving sustainability of
any project. In addition, key actors in sustainable project management have been discussed in this
chapter. The flow of knowledge and information among participants is critical in the
understanding of project management. As depicted by the CSR, the community plays a big role
towards the achievement of sustainable project management. These relationships and combination
of resources will be tested against projects implemented and initiated in Saudi Arabia through

using various methods.

The following chapter explains the developed model in relation to the project management

environment in the Saudi Arabian context.
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Chapter Three

Developing the conceptual model within the Saudi
Arabian context

Key theories that formed the conceptual framework for the current research were explained in
Chapter 2, along with their relationship to project management, strategic management, project
management maturity, business and project performance (Figure 3.1). In this chapter, the project
management maturity model developed during the course of the study is described. This
developed model was designed to help investigate sustainable project management maturity and

its influence in Saudi Arabian project management.

Project Management

(PM)
Sustainable Project Project } i Project Sustainable
Management Performance > Modernisation
Maturity in KSA

~,

Strategic Management w

-

Figure 3.1 The conceptual relationship within the Saudi context

The goal of the current study was the development of a project management maturity model
incorporating sustainability, to be used as a tool in assessing current levels of project management
on Saudi Arabian project sites, as well as organisational culture. The principles and standards
outlined in the new model are expected to assist in the modernisation of business practices and the

introduction of sustainability in Saudi Arabia.
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Figure 3.2 Transferring the conceptual relationship into the research model

3.1  The research model

As indicated in Chapter 2, the research model was derived from the literature review and
represents four main components whose relationship can be empirically observed; each
component consists of a set of specific independent variables. Altogether, four elements formed

the basis of the model. These were the existing theories of:

* sustainable project management maturity
* sustainable project performance
= gsustainable business performance

= organisational culture

The new model helps an organisation to identify the best practices from hundreds of practices.
The aim of the model is to offer guidelines on the best practices that an organisation can use to
achieve the best outcomes from its business activities. It also detects whether the desired
outcomes have been achieved. Although the process described by the model was proved to work
during the course of the current research, it must be recognised that in the real world
organisational culture and management determines whether the stages of the model will be

achieved or not, or whether the project can achieve continuity.
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Effective management and planning for both the people and the resources requires the use of
management skills, such as CSR, RBV and administrative management techniques. All these
skills and attitudes should be incorporated in the management system in order to achieve

continuity, improvement, and the sustainability of any project.

In order to conceptualise the research model within the context of Saudi Arabia, this chapter aims
to explain how sustainable development can be built into and measured for a project as Saudi

Arabia modernises. Figure 3.3 illustrates the focus of this research.

Sustainable
Development Project Management
Modernising
Agenda in Saudi
Arabia
(The Research
v Focus)

Maturity

Organisational
Culture

—

Figure 3.3 Focus of the research

Therefore, the following approach was undertaken in order to develop the new model of project
management in the context of Saudi Arabia and achieve the research objectives. The research

process, as explained in the chapter, can be summarised as follows:

= This chapter explores the role of sustainable development in the modernisation agenda in
Saudi Arabia by identifying and categorising the challenges facing the modernisation process

and achieve sustainability.
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= The chapter explains the significance of sustainable project management maturity for the
modernisation agenda in Saudi Arabia by identifying and categorising the most common
sustainable project management maturity levels and criteria. There is a handful of well-
recognised maturity models that can be used to investigate projects and project management
maturity, but the selected model has to be adapted to the region’s customs and practices, and
has to be applicable across a large population. A maturity model will use criteria, such as
economic, social and environmental measures, to evaluate the sustainability of Saudi
Arabia’s projects, An extensive list of variables affecting project management practice in
general was established. These variables will be mapped against the sustainability of the
project as indicated by the relationships between economic, social and environmental factors.
The model also employed the PMI’s 10 knowledge areas to explore sustainable project

management maturity as shown in Figure 3.4.

* Project performance and business performance are comprehensively discussed in this chapter

to illustrate and categorise suitable variables and indicators.

* Organisational culture as a key driver in fostering the insertion of sustainability ideas into
project management is emphasised in this chapter by identifying and categorising the
organisational culture’s factors that influence project success. Organisational culture is used
to test the study hypothesis in different contexts since organisational cultural factors can vary

from on organisational area to another.

Figure 3.4 illustrates the composition of the four areas that constitute the conceptual model of the
study and was converted into survey questions answered by the project manager in Saudi Arabia;
in order for the researcher to be able to make a representative conclusion about project
management practices in the region. Relevant hypotheses are discussed in the chapter and appear

as ‘H1’ in the model.
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The chapter first discusses each conceptual construct separately. Subsequently it presents the

relationships between the constructs, in order to study the combined influence of the variables.

Defining and condensing the key concept. The rest of the chapter presents definitions and
relevant concepts related to each of the constructs that form the main part of the conceptual
model. The purpose of this section is to present each construct separately in order to show their

individual importance.

3.2 Sustainable project management maturity

Project management maturity models provide a means of practically explaining complex concepts
in order to realise them as organisational capabilities, while identifying opportunities for potential
development. They provide a framework by which to establish action plans from which
organisations can monitor and manage progress and performance (Pasian, Sankaran & Boydell
2012). In most instances maturity modelling has been derived from the Software Engineering
Institute’s Capability Maturity Model and shows the level of maturity of the processes (Carnegie
Mellon Software Engineering Institute 2002). In the case of the project management maturity
model, it serves to measure an organisation’s capacity for performance and assesses processes for

optimisation.

To meet the research goals, current process maturity as it relates to sustainability is inadequate,
requiring a more focused approach. In order to develop a suitable model, the concept of ‘depth’ of
vision was considered in terms of project sustainability maturity; observation and experience

demonstrated that sustainability can be considered on different levels.

From the extensive literature review and research undertaken, the most practical project
management maturity models were identified (Table 3.1). These diverse models have been used
to identify and categorise the five most comprehensive sustainability levels to measure the
maturity of sustainable project management practice in Saudi Arabia. The five sustainability

levels could be characterised into the following;:
= Sustainable Maturity Level 1: No established sustainable practices and standards exist.

= Sustainable Maturity Level 2: Some sustainable practices and standards are in place, such

as project resources selection, but not across the organisation.
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Sustainable Maturity Level 3: Sustainable practices and standards are instituted, and
followed through the project execution process using established reporting forms and

documents.

Sustainable Maturity Level 4: Sustainable practices and standards are instituted and mostly
followed throughout the project life cycle until the project deliverable using established
reporting forms and documents. The targets of the project deliverable are included only in the

project operation activities, but not included in the long-term strategy of the organisation.

Sustainable Maturity Level 5: Continuous improvement regarding sustainability is
maintained through the efficient collection, use, and decimation of data obtained at level 4.
The organisation uses benchmarking metrics regarding sustainability as a means to rate itself
against commonly accepted/expected standards and/or against others. The project’s goals are

included in the long-term organisational strategy.
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For the purposes of this study, two project management maturity models were selected in order to
categorise the project management area for sustainable maturity assessment. They are PMBOK by
PMI (2013) and the Sustainable Maturity Model by Silviusab, Schipperb and Nedeski (2012).
3.2.1 Project Management Body of Knowledge Guide (PMBOK 5th)
(PMI, 1987-2013)

The Project Management Institution (PMI) gave rise to the development of the profession of
project management, and made efforts to standardise it during the 1980s. Nowadays, the Project
Management Institute is acknowledged as the authority in the United States (and maybe the entire

world) in the field of PM. It has more than 100,000 members in 125 countries (PMI 2014).

The guide provides definitions of some basic PM concepts, and descriptions of key knowledge
areas with which a project manager should be familiar. It is approved by the American National

Standards Institute (ANSI) as an American Standard.

The purpose of the guide is to record and make available the sum of knowledge in the project
management field that is frequently used in projects and generally accepted as applicable to most
projects, and widely recognised as valuable by practitioners and academics. The guide provides a
common vocabulary in the framework of the given profession, which is all the more important as
PM is a relatively young profession and needs a collective set of the words to be used by

professionals.

The guide also provides a basic reference for all the stakeholders involved in a project completion,
as well as for educators and trainers, along with the requirements for Project Management

Professional (PMP) certification, and project management educational program accreditation.

The focus of the guide is to provide a well-defined scope of knowledge for the project managers
to understand and use it in practice. The model structure contains 10 key knowledge areas that are

described as:

1 Project integration management
to guarantee a successful adjustment of all the elements of the project into one consistent

method

2 Project scope management

to ensure that only the necessary work is involved to successfully complete the project
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3 Project time management

to guarantee the project is completed in time

4 Project cost management
to provide management with an opportunity to know that the approved budget is enough for

the completion of the project

5  Project quality management
to be sure that the needs of the customers were met by the project, as well as the quality

requirements

6  Project human resource management

to guarantee that people, who are the part of the project, perform in the most efficient way

7  Project communications management
to ensure an effective running of the following processes of the information of the project:

generation, gathering, distribution, storage, and allocation

8  Project risk management

to identify, analyze, risk and create alternative courses of action

9  Project procurement management
to guarantee the effective purchase of services and goods beyond the borders of the

organisation

10 Project stakeholder management
to identify stakeholders, communicate and engage them, manage expectations and focus on
satisfaction (PMI 2013).
3.2.2 The Sustainable Maturity Model (Silviusab, Schipperb & Nedeski 2012)
The Sustainable Maturity Model evaluates the degree to which various facets of sustainability
exist in a project (business model, services and products, resources, business process). Several
aspects play an important role in the obtaining of the sustainability characteristics — indicators in
social, economic, and environmental aspects (Table 3.2). An organisation is given a chance to
identify the differences in its values, if each of the three components mentioned above indicate the

maturity of the project.

The assessment model that was the outcome of the current research was developed to assess the

integration of sustainability concepts at the level of individual projects.
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The distribution and application of resources for a project are two areas of investigation on
the current level. For instance, the use of alternative fuel cars that have less negative impact
on the environment may or may not result in sustainability in the performance of the

organisation. The non-sustainability effect should not be excluded.

The use of resources in the business process, which involves the processes of project delivery
and project management. The reason for non-sustainability is eliminated. For instance, to
create an appropriate process for the optimisation of the service management in order to

reduce the number of trips between the project and homebase.

The business strategy of the project. For example, the design of a more dynamic approach to

project management, or an approach where the project is constantly developing.

The fourth level involves all these steps, in addition to the results of the project and its

fundamental advantages.
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Table 3.2 The sustainable indicators structure of the model by Sliviusab, 2012

economic

social

environmental

return on investment

business agility

human rights

society and customers

labour practices and decent work

ethical behaviour

transport

energy

water

waste

material

direct financial benefits / net present value
strategic value

flexibility / optionality in the project
increased business flexibility
non-discrimination

diversity and equal opportunity
freedom of association

child labour

forced and compulsory labour
community support

public policy / compliance

customer health and safety

products and services labelling
market communication and advertising
customer privacy

employment

labour / management relations
health and safety

training and education

organisational learning

investment and procurement practices
bribery and corruption
anti-competition behaviour

local procurement / supplier selection
digital communication

travelling

transport

energy used

emission / co2 from energy used
water usage

recycling

recycling

disposal

reusability

incorporated energy

supplier selection



This maturity model allows organisations to transfer the interpretive and non-objective ideas of
sustainable development into the practice. Moreover, a very convenient option is given by this
model: the assessment results may be delivered in graphs, enabling an organisation to check the
effectiveness of the system’s maturity and to control its development. However, this model is not
associated clearly with the project management area of knowledge since it considers only the

project life cycle without getting deep into the project activities (Table 3.3).

Table 3.3 Maturity model

Advantages Disadvantages

broad, generic model need continues up to date regarding the sustainable indicators

easy to explain doesn’t consider the areas of the project management knowledge
easy to change and apply doesn’t consider the continues improvement level of the organisation

no adequate benchmarking

Enablers Barriers

environmental manger needs high level corporate culture regarding sustainability development
supportive organisational culture.

senior manager

project manger

3.2.3 Criteria of sustainable project management maturity

The economic dimension of sustainable projects. Al-Ahmad (2009) states that every project
that focuses on making efforts in the context of sustainability means that the project is striving to
link the economic, social and environmental parts of the community. The economic dimension is
one of the major dimensions of business sustainability. Without the profit, a business cannot
survive in the end. With the help of the economic growth of the company, taking into account the
well-being of society as well as the natural environment, a business or project can function in a

sustainable manner.

There are various indicators of the economic dimension of sustainability. The two most important
economic indicators of the economic dimension are return on investment and business agility.
Return on investment includes direct financial benefits, net present value and the strategic value of
the economic activities of the business. Business agility includes flexibility and options in the
project and increased business flexibility. The economic dimension is part of the sustainable
project management maturity model. It positively influences sustainable project performance and

sustainable business performance (Al-Ahmad 2009) (Table 3.4).
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Projects contribute to the sustainable credentials of a company. Using the level of resources that
provide the same functionality, but are less harmful to the environment, reduces the less
sustainable effects of the operational activities of the company. For example, use of hybrid cars
instead of fuelled cars takes some pressure off the environment. Return on investment is measured
by the results of project activity, while business agility is measured through increased business
flexibility in the concerned project. By effectively measuring project results using economic
indicators, the company can analyse whether project activities are going in the right direction to
meet the expectations of sustainable design and business performance. Effective use of resources
is essential to get the business results in terms of sustainability, thus satisfying stakeholder’s

expectations (Yazici 2009).

Table 3.4 Economic project assessment criteria for the model

direct financial benefits / net present value

return on investment
strategic value

economic project
flexibility / optionality in the project

business agility
increased business flexibility

The social dimension of sustainable projects. As per Ruwanpura (2012), the social dimension
of a sustainable project management maturity model is an important element in the goal of
attaining project sustainability. Social sustainability has its focus on personal assets, such as
education, experience, skills, income, employment and consumption. Institutional and project
settings present the opportunity for the development of social sustainability. Social sustainability
in the project is important because it fosters participation, openness, accountability and
transparency. It invites the employees to get involved in decision making, thus creating an

enabling society.

The focus on the social sustainability of a business promotes the quality of life in the project, and
leaves the individual with the possibility of sustaining themselves and all their dependents on the
basis of their salary. Social security and giving access to paid labour create satisfaction and
motivation among the project members so that potentially sustainable development trends can be

embedded in the project.
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There are several indicators of social sustainability (Table 3.5). In achieving these indicators, the
performance of the project can be enhanced. Sustainable goals involve human rights, society and
customers, labour practices and decent work. Meeting the human rights indicator enhances project
sustainability by promoting non-discrimination, diversity and equality, freedom of association,

avoidance of child labour, as well as forced and compulsory labour (Ruwanpura 2012).

There is a growing global consensus that an organisation has to respect human rights. An
organisation must report on the extent to which projects and processes have been implemented
and take note of incidents of violation of human rights and on changes in the ability of
stakeholders to enjoy and exercise their human rights. The first point of reference for any business
to follow human rights are the Universal Declaration of Human Rights (1948), the International
Covenant on Civil and Political Rights (1966) and the International Covenant on Economic,
Social and Cultural Rights. There is an emphasis on being responsive to the wider society and
customers, including acting within public policy and complying with the law, attending to the
health and safety of customers, labelling products and services, being honest with marketing
communication and honouring customer privacy. Labour practices and decent work include
maintaining fair labour/management relationships, adopting appropriate health and safety

features, providing training and education and fostering organisational learning (Savitz 2013).
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Table 3.5 Social project assessment criteria for the model

non-discrimination

diversity and equal opportunity

human rights freedom of association

child labour

forced and compulsory labour

community support

public policy / compliance

customer health and safety

society and customers
products and services labelling

social project market communication and advertising

customer privacy

employment

labour / management relations

labour practices and decent work health and safety

training and education

organisational learning

investment and procurement practices

ethical behaviour bribery and corruption

anti-competition behaviour

The environmental dimension of sustainable projects. André, Delisle and Revéret (2004)
present environmental sustainability as the third pillar of sustainable development. Rapid growth
without attention to the environment results in degraded opportunities for future generations. A
project is positively influenced when the company takes into account sustainability in the
environmental context, and demonstrates concern for the impact of a project on living, as well as

non-living systems, including land, air, ecosystems and water.

Environmental indicators cover the performance that is related to inputs, such as water, material
and energy, and outputs, such as effluent, emission and waste. It is the responsibility of the
business to provide a concise disclosure on the management approach as it relates to
environmental aspects of materials, water, energy, biodiversity, compliance, products, services,
and transport. The environmental sustainability dimension helps the project attain its goals and

performance through commitment related to the environment.
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Education and Training provided by the project manager helps the project team to be aware of
environmental features. There are many indicators for the environmental dimension, which helps
in sustainable maturity assessment of the project. They include aspects of transport, energy, water,
waste and material. The indicator for transport includes local procurement and selection of the
supplier, digital information, transport and travelling (Table 3.6). The indicator for energy
includes energy used and the emission of carbon dioxide from the energy that is used. Water
includes usage of water and its recycling. Waste includes the degree to which an organisation can
dispose of the waste and can make it reusable. The indicator of material involves how much
power is included and on what basis the company has selected the supplier (André, Delisle and

Revéret 2004).

Table 3.6 Environmental project assessment criteria for the model

local procurement / supplier selection

digital communication

transport
travelling

transport

energy used

energy
emission / co2 from energy used

environmental

project water usage

water
recycling

recycling

waste
disposal

reusability

material incorporated energy

supplier selection

For example, CH2MHIill includes an environmental element in its sustainability policy through its
internal operations and delivery of client projects. The company manages its internal operations
through an Environmental Management Systems (EMS), which is based on the policies of the
International Organisation for Standardization. CH2M HILL has established programs related to
EMS in various parts of the world, including the Middle East. Goals are set at the beginning of the
year. Documents are then progressed and the company assesses the performance at regular
intervals. The company seeks cooperation from its project managers, suppliers and subcontractors

(Hinman & Speranza 2013).
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There are many challenges that a business faces in an attempt to deliver client projects effectively.
Clients face economic constraints and the company has to aim at maximising the return on
investment for the customer. At the same time, the company has to adopt options that have less
impact on the environment. It requires collaboration with the client so that a full spectrum of

sustainable solutions can be developed.

The integration of environmental sustainability significantly affects the performance and
reputation of the business in a positive manner (Omann & Spangenberg 2002). For instance,
CH2M HILL has earned a reputation for being a responsible business for its well-informed
behaviour regarding environmental issues. Thus, effective utilisation of resources creates value for
the company and has a positive effect on driving project and business performance (Hinman &

Speranza 2013).

3.2.4 Summary

Indicators for the economic development include three dimensions — economic, social and
environmental. The dimensions are inter-linked and they act as pillars of sustainable development.
The economic indicator is important because a business needs to grow and make profits for its
long-term survival. Indicators for the economic dimension are return on investment and business
agility. For any client of a project, return on investment is essential. Usually, the design choice
and selection of materials can come down to the cost of the project, though the business case can
be made for positive ROI in the long-term. Thus, close work with project clients is necessary

while keeping in consideration other dimensions of sustainable development.

The next dimension is the social dimension, which incorporates the individual and society.
Following good labour practices, practising ethical behaviour and taking care of customers are
important for attaining social sustainability for a project. Companies have an impact on
communities, particularly those that have a direct impact on the natural environment, such as
extractive businesses, agriculture and manufacturing projects. Those living near business
operations can have a major influence on how projects are conducted and the level of care shown

by the project company.

Human rights and labour relations also matter in social sustainability. Ethical behaviour includes

complying with all the norms and policies set by the international certification programs and
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having a transparent conduct of business. The environmental dimension includes indicators, such
as waste management, transport, material handling, etc. A business has to focus on making
decisions that have lesser environmental impact, and clients now consider integrating

sustainability into their projects.

3.3  Sustainable project performance

According to Yazici (2009), project success has been assessed by evaluating the projects ability to
meet specifications, stay within budget and be completed on time. It is essential that when
incorporating sustainability into project management that consideration of people and the planet

are included as performance indicators as part of the management systems (Silvius et al. 2010).

While traditionally project management has been driven by only three drivers, the triple constraint
of cost, time and quality (PMI 2013), which have inherently been focused on a project’s
profitability, there is still a desire to adopt a more holistic approach to managing projects. There is
now a need to have a more harmonious balance between economic outcomes and the social and

environmental concerns rather than the historic imbalance that has persisted (Table 3.7).

Table 3.7 The paradigm shift of sustainable project management (Silvius et al. 2010)

Traditional Project Management Sustainable Project Management
time, budget, quality social, environmental, economic
inside-out outside-in

shareholder stakeholders

process content

threats opportunities

path steps

control guide

knowing learning

output outcome

closed open
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3.3.1 Sustainable project efficiency: Meeting the sustainable targets

These measures reflect the addition of a desire to meet stakeholder expectations (Mullaly 2006).
When the project goals are defined as meeting balanced, sustainable targets of economic, social
and environmental outcomes, then efficiency is considered to be the most important aspect
(Dyllick & Hockerts 2002), whereas, project satisfaction is measured in terms of effectiveness

(Bannan 2005; Dvir, Sadeh & Malach-Pines 2006).

Andre et al (2004) argue that meeting sustainable targets includes economic, social and
environmental targets. Economic targets include time, cost and quality. Social targets include such
conditions as ensuring the project does not disadvantage members of the community in which the
project is being constructed, while environmental targets include meeting environmental
conditions established after an examination of environmental impacts on the region under

development.

Today, many companies are realising that when they embed sustainability into their project
program and related portfolio management practices, it increases the positive impact on the
bottom line of the project (André, Delisle and Revéret 2004). By integrating sustainability goals
into the project management process, companies can see a positive result in terms of increase in
the market share and improvement in profits while meeting the demands of the client and the
government for more socially responsible business practices. Considering the example of
sustainability in action at the global level, Group L’Oreal, a cosmetics industry conglomerate,
seeks ROI on its sustainability efforts by integrating biodiversity with other goals at the
procurement stage. This practice ensures sustainability throughout the life cycle of new product
development. Furthermore, the company pursues sustainability measures and milestones at every

stage of a development project (Phillips, Brantley & Phillips 2011).
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The triple bottom line.

Economic goals

Project cost:

As per Brebbia (2012), the sustainable target for the economic aspects of project efficiency is
meeting the budget requirements of the project. The cost of any project should not exceed the
defined budget. Cost is a deciding factor that decides whether a project has moved forward.
Meeting real costs is part of the sustainability challenge. Continued availability of resources
depends on the long term relationship of benefits to costs. A project that is conceived to
generate income cannot become sustainable if that income does not exceed the costs of the
operating the project. There are many types of costs related to a project, such as maintenance
and operational costs. In terms of sustainability, the environmental impact of a project must
be considered. Project budgeting should indicate the costs of environmental features and
safeguards so that the overall impact on the project cost can be identified. Environmental
features and safeguards must be cost effective in the context of the availability of skills and

equipment (Brebbia 2012).

Project time

Hess (2013) argues that defined project outputs must be delivered within the required project
time. Time over-runs increase in the overall cost of a project and often result in the need to
secure more long-term and expensive funding. One of the major tasks of a project manager is
to ensure that the schedule for a project is maintained as this maximises the use of the

resources and is vital for financial sustainability (Hess 2013).

Project quality

In terms of sustainability, the company has to maintain the quality of the project as quality is
the foremost factor in sustainability. A project must be fit for purpose, while taking social,
environmental and economic factors into account. Meeting these conditions will make it
much more likely that a project will be sustainable. However, since conditions can change
during the life of a development, project managers must prepare for contingencies with a
thorough needs and risk analysis. It is the project manager’s responsibility to make
appropriate adjustments as the project progresses, for which he or she will need to have a
quality process in place, along with regularly scheduled periods of progress assessment

(Gallego Carrera & Mack 2010) .
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Social outcomes

* Social requirements

Lehtonen (2004) notes the importance of social sustainability for projects. Social sustainability for

a project can be aided if the goals or indicators of the project include the following:

— self-determined lifestyle including the mix of informal and paid work
— satisfaction of basic needs of the society and employees

— foundation of reliable and sufficient social security system, equal opportunities for
participation in a democratic society, and enabling the social innovation and

structuring of the types of workspaces. (Lehtonen 2004)

Furthermore, requirement of full employment, fair distribution of burdens between generations
and social security are important types of sustainable requirements needed for social
sustainability. Basic supply, independent security of subsistence, equal opportunities and social

resources are important requirements for sustainability.

An indicator that basic needs are being met is general life satisfaction, while an indicator showing
that social resources are adequate (general satisfaction) will contain a portion the population that
frequently feel lonely and another that believes that things have become far too complicated.
Indicators for equal opportunities include satisfaction with support. An indicator for the criteria of
cultural diversity is support for the development, sustaining and documentation of a broadly

accessible and understandable cultural life in pluralistic diversity (UNECE 2005).

Environmental goals

* Environmental requirements

Pyle and Forrant (2002) argue that without environmental sustainability, it is not possible for an
organisation to make its project sustainable in the long run. Projects are required, therefore, to

make an environmental assessment for every stage of a project (Pyle & Forrant 2002).

In phase one of project planning, environmental assessment includes an assessment of anticipated
impacts of all the other phases in the project on the environment when making choices for
proceeding with the project. Informing and consulting the public are also required. In the second
phase of construction and development, environmental sustainability requirements include setting
up mitigation measures, as well as compensation measures. Environmental plans may also include

possible support of the various concerned public.
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The third phase of the operation and maintenance or use of the environment includes the initiation
and carrying out of mitigation and compensation measures and the initiation, carrying out and

assessment of an environmental follow-up program.

Another requirement is the application of environmental codes and procedures for the assessment
of the internal environment. Setting up of ISO 14000 environmental management systems is also
part of any environmental sustainability requirements (Schmidt 2009). The phase four of
decommissioning and closure of a project also needs the participation of the concerned public so
that the company can ensure that its project has not been and will not be harmful to the

environment at any cost (Silvius, AG & Schipper 2014).

Summary. Project efficiency is measured by assessing whether a project has made efforts to meet
sustainable targets in the areas of the economy, society and the environment. Economic targets
include meeting the budget requirements of the project. Traditional budget criteria include factors
of project cost, quality and time. These three factors are interrelated. By creating a balance among

all three factors, the project can become economically sustainable (Table 3.8).

The social requirements of a project include ensuring that the basic needs of the workforce and the
society are met, that resources can be accessed, employment and social security systems are
available, and that, in general, equal opportunity is provided for different sections of the society in

which the project is sited.

Environmental targets require a business to have an environmental assessment plan in place for a
project. All four phases of the life cycle of a project have address environmental concerns and
consultation is required with concerned public so that the company can make sure that a project is
environmentally compliant. Environmental requirements include taking care of the concerned
public, waste management, recycling, reduced levels of pollution, and compliance with

environmental standards set under certifications, such as ISO 14000.

Table 3.8 The sustainable targets for the project efficiency

Sustainable Social Environmental Economic

Criteria

Variable Meeting the project social Meeting the project Meeting the project budget
requirements environmental requirements and time requirements
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3.3.2 Project effectiveness: Meeting stakeholder expectations

The rapid rise in global industrial production has disturbed earth’s ecosystems and affected human
communities both positively and negatively. Any project will be sustainable and effective only
inasmuch as project management can assure the access to water, food, clean air and safe living
conditions during and after the project’s development and completion. The concept of
sustainability implies that development in one dimension should not be at the cost of other
dimensions. Rather, the development should move toward economic prosperity, environmental
protection and social equity in equal measure. These three dimensions are also connoted as PPP or
‘people, planet, profit’. Since the primary objective of an organisation is profit maximisation,
however, project managers and developers must tread a fine line to meet the expectations of
stakeholders with a monetary interest in the project and those who will simply be affected by it

(Kohler et al. 2012).

Organisations such as Siemens Saudi Arabia have effectively implemented sustainable

management throughout the organisation and successfully met to the expectations of stakeholders.

Teamwork satisfaction. According to Schibi (2013), project sustainability effectiveness often
depends on the individuals who work in teams or with teams on projects. These individuals
require the right skills, knowledge and personal values. Sustainability is based on personal values,
such as ethics, fairness, equality and accountability, inspiring professionalism and a willingness to

take on professional responsibilities.

Effective project sustainability will meet the expectations of employees by enabling them to
improve their work-life balance. The project would be unsustainable if employees working in
teams work too hard and suffer from burnout syndrome. Successful sustainable projects motivate
employees to engage in social activities, facilitate training, and encourage employees to take
decisions relating to all three dimensions — people, planet and profit. A highly functioning team is
one in which every member performs their best and, if needed, picks up a failing member’s job. If
any conflict arises, it is expected that there will be guidelines for solving it, and that the project
manager will take the lead in resolving the issues. The natural expectation of a team member is
that the project manager will have leadership expertise and be able to guide the team throughout

the project (Schibi 2013).
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Project client expectations. Project sustainability over a long period depends on the relationships
with stakeholders, most importantly the clients. The clients have invested in the project and so
they want to know where their money has gone. They view the work of the project from a triple
bottom line perspective to a balanced scorecard. Effective project sustainability has appropriate
measures to control and report, and to ensure that plans and the results of project activities are
clearly communicated (Perrini & Tencati 2006). Members of the team should all know general
client expectations, and respond quickly to any complaints. Of particular importance, clients
expect their projects to be profitable at minimal risk (Kaptein & Van Tulder 2003), and to be

completed on time.

At Siemens Saudi Arabia, they translate climate’s expectations and aspirations into concrete
measures for business success. They involve clients in identifying business opportunities; and
conduct a walk the talk and stakeholder engagement program which aims to strengthen project

sustainability.

Government expectations. Government plays a pivotal role in contributing to the success of
sustainable projects. It is the most crucial stakeholder in any project. The government establishes
the legal framework that gives the project guidelines and conditions, such as health, safe working
environment, restructuring, ethics, honesty, gender equality and civil protection the force of law if
required. Any deviation from the framework may lead to penalty or suit. The government expects
that taxes will be paid on profit generated by the project and that the profit will be appropriately
distributed among various stakeholders. The government promotes those projects which are
beneficial for society and not detrimental (Schibi 2013). The government expects from a

sustainable project that it will balance the interests of the shareholder as a whole.

The state presumes that the project will combine both financial and ethical consideration in every
aspect of project sustainability. If the project is unable to meet the financial and performance
targets as per its business plan, then it should inform the government in a timely fashion. The
sustainable project maintains a high level of accountability toward government as one of the key

stakeholders (Morfaw & Mba 2011).

Community satisfaction from project sustainability. The success of project sustainability is

measured in terms of the value created for stakeholders and society. Expectations for sustainable
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projects are that they will create educated, prosperous, socially inclusive communities through
local collaboration, training and employment and the support of small business and amenities
(Barnard, Ackles & Haner 2011). Positive social, as well as environmental outcomes should be
maximised, so that air quality, water quality, energy use and waste management are equal to or

better after the project than before it (Kohler 2012).

A community expects from project sustainability that all three (PPP) dimensions will be honestly
considered when taking decisions. With the growing number of sustainability projects, some
institutions and frameworks have been launched, such as ISO 26000, to provide comprehensive
guidelines on community social responsibility so that project developers must introduce more
sustainable practices than have typically been in place. To be considered successful, projects

should contribute to the society from which it takes its profits (Kohler 2012).

Summary. The expectation of each stakeholder is different and it is of the utmost importance for
the project to explore the stakeholder’s interests if it is to be sustainable (Table 3.9). No single
solution exists that can accommodate all stakeholders’ expectations, but their expectations are
critical success factors for the project. Nevertheless, a sustainable project is successful when it is
not just driven by profits but also by a sense of reasonability for the well-being of the community,
stakeholders and environment. Companies such as Siemens Saudi Arabia effectively use their

power projects by using renewable energies.

Table 3.9 Sustainable targets for project effectiveness

Project Stakeholders Expectations

project teamwork the project team member working satisfactory

project client the project meet the client expatiations

government the project has improved collaborations of government bodies
community the project reduced the community complains

An efficient sustainable project is a crosscutting task, which requires clear project structures,
plans, and integration of various stakeholders. The sustainable project should incorporate the
expectations of each stakeholder by identifying social, economic, environmental cost- benefit and
risks. By identifying present, future risk, cost and benefits, the project will be more sustainable

and effective in meeting the requirements of stakeholders.
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3.4  Sustainable business performance

Nahm et al. (2004) measured organisational business performance by considering the business
metrics of return on investment, sales growth, market-share gain, along with the organisation’s
overall competitive position. This was affirmed by Dvir et al. (2006) who used comparable
measures when evaluating project success. In the context of sustainable business performance,
additional measurements have been adopted that look beyond the economic performance. These
sustainable measurements consider all three categories of the triple bottom line, i.e., social,
economic and environmental aspects of performance by integrating these measures across the

project and shown in Table 3.10.

Sustainable business performance consists of internal and external business performance. Both the
internal and external business performance has to take into account triple bottom line features of
the organisation’s operating environment. Landrum and Edwards (2009) stated that business
operations lie at the heart of sustainable development. A business cannot become sustainable
without critical analysis of current operations and consideration of changes required to move
towards the path of sustainability. They also state that rethinking the business operations in terms
of the triple bottom line and its impact on performance is critical for sustainable internal and
external business performance. Figure 3.5 depicts the business performance and its relation to

triple bottom line.

) Sustainable
Economic

Business
Interests
Environmental Social
Interests Interests
Figure 3.5 The relation of business performance and the triple bottom line

(Source: Landrum and Edwards 2009)
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3.4.1 Internal business performance

Sustainable development indicators (SDI) or key performance indicators (KPI) measure the
performance of an organisation or project in terms of how well it meets sustainability goals and
standards. The policies, plans and programs of sustainable projects are linked at macro level. The
SDI is referred to as the triple bottom line, which includes the pillars of sustainability, i.e., society,
the economy, and the environment. This SDI helps in measuring the efficiencies and effectiveness
of projects. Appropriate performance measuring systems bring transparency, effective

communication and meeting stakeholder concerns (Singh et al. 2009).

The current advances in technology and globalisation are compelling companies to undertake
effective performance measurement systems. This initiative has brought improvements in
operating efficiency, reductions in cost, quality improvement, and the development of new

product lines (Meyer 2002).

Economic performance

Financial benefits. The business or project needs a balanced set of financial and non-financial
performance measures. Traditionally the focus was on measuring quantitative financial resources,
such as cost, revenue and profit. Quantitative measures are, however, inadequate to judge the
entire performance of the project. Managers now take into consideration both financial and non-
financial measures. Financial measures indicate past performance, whereas non-financial measure

future performance (Vaidya & Gill 2009).

The balanced scorecard

The most commonly used tool in financial performance measures is the balanced scorecard. It
measures the performance of the project on cost, productivity and quality. The stakeholders view
the balanced scorecard to compare the desired and actual performance of the project. The
stakeholder is interested in revenue growth, return on equity and per unit cost of production.
These measures help in measuring the customer results, capacity utilisations, customer

satisfaction, yield, cycle time and organisational potential (Vaidya & Gill 2009).
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Social performance

Employment opportunities. The social performance of the project is measured by indicators,
such as investment, in each employee as training, salaries and compensation, the frequency of
employee breakdown due to work related pressure, labour stability, absenteeism report, frequency
of work rotation done, creation of employment opportunity, organisational training and education.
The performance measures collect, analyse and assess data against performance criteria. The data
is then reported and communicated to various stakeholders to periodically review the process

(Labuschagne & Brent 2008).

Social performance is the effective translation of the interaction of the social environment with the
organisation or project activities. The internal performance of the business is measured by the
amount of corporate social responsibility undertaken, such as health services or employment
opportunities generated. A project takes resources from society and so the business becomes
accountable for using those resources in an efficient manner by uplifting the economy, society,
culture and the environment. The programs and services conducted by the organisation should

prepare the young and adults for employment by harnessing their soft skills (Meyer 2002).

According to Talbot (2012), an organisation makes considerable effort fostering employment and
creating more jobs by conducting specialised training programs, or setting up a project in special
economic zones with the support of investors to produce favourable internal performance
measures. Employment strategies focus on high standards of employment and the building of a

knowledge based society (Talbot 2012).

Organisational training and education. Organisations are now increasingly held responsible for
their performances. For effective internal business performance, organisations must regard the
training and developmental of employees as a critical feature of their operations. The on-the-job
and off-the-job training of employees or teams should be monitored and results evaluated. The
organisation should maximise business education schemes for employees who will benefit in their
jobs after attending those courses. To improve performance, there is a consistent need to upgrade

training (Talbot 2012).

The training and educational programs have a positive impact on the internal performance of the

organisation. Training decreases workplace stress since employees are equipped to do their jobs,
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thereby increasing the productivity of the firm. It also keeps employees abreast of new technology
and best practices, resulting in superior performances at work. Training and education also reduce
the attrition cost to an organisation, which boosts the overall internal performance of the company

(Adegoke 2013).

Environmental performance

Organisations’ environmental tools and methods. Internal business performance from an
environmental point of view can be measured by identifying key indicators, such as energy used,
GHG emissions management, and biodiversity conservation management. The increase in
measuring the impact on society has been widely encouraged in order to minimise the
environmental damage caused by industrial and building activity, and aims to give something
positive back to society. The business performance model facilitates continuous improvement in
business methods. Organisations promote environmental awareness through campaigns, education
and action programs. They aim to harness the scarce resources to achieve the desired
environmental goals by promoting an environment ethic in the community (Epstein & Buhovac

2014).

Stakeholders are motivated and made aware of the need for environmental protection.
Organisations promote programs that lead to a reduction in waste and energy consumption. Apart
from having their awareness of environmental issues raised, employees are trained to organise
waste reduction activities in their estates. The organisations promote green messages through
mass media, encourage community based environmental projects and the conservation of energy
by following sustainable business processes. These tools and activities improve the internal

performance of the organisation when applied effectively (Ciampi 2009).

Environmental cost. Environmental benchmarks are used to determine if a project is sustainable
and efficient.. Organisations face a number of opportunities and challenges when trying to be
environmentally responsible, such as the demand for natural resources and the possibility of air
and water contamination due to business activity. We know already that the environment suffers
from the practices that produce some of our most valued products, from vehicles to homes. As
resources are accessed and used, there is contamination of air, water, land by chemicals hazardous

waste and weapons. Depletion of ground water is a major concern. The exhaustion of forests is
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resulting in environmental hazards such as floods and landslides. The unsustainable use of forests
has also led to the reduction of fuel woods and building materials, as well as the loss of

biodiversity loss along with land degradation (Nyborg 2012).

A large number of standards have been developed internationally, such as ISO. These are used in
current business practices to make projects sustainable and favourable in terms of environmental,
social and economic impacts. Several companies have implemented techniques like cost-benefit
analysis and environment and material flow cost accounting, realising the importance of issues
associated with the use of resources from the natural environment, such as the volatility of energy
prices, material unavailability and the efficient use of resources, including recycling,. This has

improved the performance of business in achieving a successful triple bottom line (Jasch 2008).

3.4.2 External business performance

Morfaw and Mba (2011) argue that when an organisation makes a commitment to sustainable
development, the real work of reporting the process to internal and external stakeholders starts.
External reporting tends to drive internal business performance. In the context of external business
performance, an organisation needs to take into account two factors. The first factor is the origin
of the business, or the place where it performs its primary operations. The second factor is related
to legislation and information needs among stakeholders. Reports on particular issues related to
sustainability and the environment can damage a business if it is listed on the stock exchange and
share prices fall. when making reports on particular issues related to sustainable development

(Morfaw & Mba 2011).

Economic. Landrum and Edwards (2009) state that the economic impact of sustainable external
business performance does not look at the profitability of the business, which is indicated in the
financial statements. Although, maintaining profitability is critical for the survival of the business,
economic impact looks at the contribution towards building a strong and healthy economy at the

local level so that it can achieve a considerable amount of market share in the industry.

Market share

For example, the El Dorado promise is a strategic philanthropic initiative of Murphy Oil
Corporation, a Fortune 500 company. With a declining population, industry and talent pool, the
company announced it would donate $50 million for a local students’ scholarship program.

Within a year of the announcement of the program, the area registered an 18% increase in the
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college-bound seniors and 4% increase in school enrolment. Families from more than 10 foreign
countries also moved to El Dorado; thus the company benefitted from increased economic activity

to increase market share (Landrum and Edwards 2009).

Competitive position

As per Searcy (2012), a competitive position is an important target for any business in the market
where it is operating. Suppliers are an important constituent of a supply chain. In order to
maintain competitive position in the market, the company makes sure that its suppliers are
engaged across the supply chain with companies that share similar economic values and
sustainable practices. Thus, strong and healthy supply chains lead to a strong and healthy future
for the business. The competitive position is created through ensuring sustainable business

activities and organisations (Hubbard 2009).

External benchmarking provides companies with tools for the assessment of their competitive
position. Following sustainable practices leads to a high level of customer satisfaction and
employee satisfaction. Such non-financial performance indicators, along with financial indicators,
such as return on investment and profitability, provide firms with the tools for assessing their

competitive position (Berger & Berger 2011).

Social. Landrum and Edwards (2009) find that the social dimension is related to society and

social justice. Companies should not overlook social impact.

Collaboration with government and community

Collaboration with communities involves respect of others. It includes respect for individuals, as
well as other businesses that are encountered at local and global levels. A sustainable business has
to make sure that its practices, policies, regulation, products, services, advertisements, mascot or
logo, and many other related business aspects, are not offensive or disrespectful in any manner to

its clients in the global market.

An example of collaboration with community as part of the social aspect can be seen in TOMS
Shoes. In 2006, the company was founded with the single mission of bringing improvement in the
lives of children with the help of providing shoes to those in need. Production of shoes takes place

in China and Argentina, following fair labour practices and creating minimal environmental
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impact. The company sells shoes online and to retailers with the promise that for every pair of
shoes sold, the company will provide a second pair of shoes to a child in need in various locations

around the world.

Collaboration with the government includes following the legislation of the country where the
company operates, with consideration given to following practices and policies that are fair to the

country’s labour force (Landrum & Edwards 2009).

Environmental. Sahay (2006) points out the necessity of preserving environmental quality.

Environmental benchmarking

Environmental benchmarking is done to assess the environmental impact of suppliers in the
context of products and services, as well as the transportation of goods. Seeking out the products
and services of suppliers who are environment friendly results in the purchase of those raw
materials which produce less waste, are less toxic and generate a minimum amount of pollution in

manufacturing and transportation.

Green procurement policy or environmently friendly purchasing policy is another aspect of
environmental benchmarking. Under such policy, the company sets standards for its purchasing
policy and gives preference to those products and services that are most environments friendly

(Sahay 2006).

Water efficiency and energy efficiency are other aspects of looking at environmental impact in the
external environment. The project has to help the company reduce its use of freshwater and
increase the use of recycled water.. In terms of energy usage, the company has to go through an

energy audit of its project so that it generates less carbon dioxide (Costello & Cozzone 2013).

Summary. Internal and external organisational success factors for improving business
performance include all three aspects of triple bottom line — social, economic and environmental
(Figure 3.10). Internal business performance targets for the social factor are to increase
employment opportunities in the organisation and to help the organisation train and educate the
employees. Environmental factors include helping the company to adopt more environmental
project tools and methods. The environmental cost of projects should be reduced. At the economic
level, the project has to add financial benefits. At the external level, the project has to help in
improving company’s relationship with community and government, improve the state of

environmental benchmarking and increase market share and competitive position.
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Table 3.10 Sustainable internal and external organisation success factors

Sustainable
Criteria

Social

Environmental

Internal Business Performance Targets

The project has improved the employment

opportunities in the organisation.

The project helped the organisation to
train and educate employee.

The project helped the organisation to
adapt more project environmental tools
and methodology.

External Business Performance
Targets

The project helped the organisation to
improve the organisation’s stand towered
community and government.

The project has helped the organisation to
improve its environmental benchmarking
position with competitors.

The environmental cost such as (Wast,
emission, resources, recycling) has been
improved than the last year.
Economic The project adds financial benefits to the
organisation.

The project has helped the organisation to
increase the market share.

The project has helped the organisation to
improve its competitive position.

3.5 Organisational culture

Organisational culture has been defined as a set of values, behaviours and beliefs that are
undertaken by the organisation members in striving to achieve task related outcomes. There are
many organisational factors that directly affect team effectiveness within an organisation and
influence organisational culture. The organisational context is composed of managerial processes
and organisational systems, as well as the culture within that specific organisation. Studies in the
past 20 years have recognised that those organisations that focus on stakeholders, leadership,
employees and their customers outperform those organisations that do not focus on these key
cultural characteristics (Eccles, loannou & Serafeim 2012; Kotter 2008; Ojo 2010; Schein, E

2012; Sun 2008).

Doolen et al.’s (2003) study of Fortune 500 high tech companies found that production teams
identified a positive linear correlation connecting the effectiveness of a team leader and team
satisfaction. Furthermore, Doolen et al. (2003) found that organisational cultures that focus on
communicating and developing cooperation amongst teams were significantly more effective. In
Doolen et al.’s study, those factors that were used to define organisational culture included the
level to which organisational culture supported inter team relations, as well as how those teams
were included within the organisation, along with the manner in which the organisation’s cultural

values supported those teams and fostered teamwork (Doolen et al. 2003). The value and
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importance of knowledge-centred culture was suggested by Janz and Prasarnphanich (2003), and
their work identified the significance of the association between an organisational climate and

how it fosters cooperative learning.

Nahm, Vonderembse, and Koufteros (2004) investigated the influence of organisational culture
on time-based manufacturing and performance by sampling 224 firms, and determined the value
of support that influences high level time-based manufacturing performance. Previously, Schein
(1992) had noted the significant influence of organisational culture and the positive relationships
that exist between the customer and organisational beliefs. In addition, Schein (1992) found that
there was a correlation between organisational beliefs and time-based manufacturing, as well as

between time-based manufacturing and organisational performance.

Such is the impact of organisational culture on the performance of the organisation that Eskerod
and Skriver (2007) argue that organisational culture may have a weak influence on the transfer of
knowledge in processes. In the case of project orientation, Eskerod and Skriver (2007) have
pointed out that knowledge transfer was likely to be restrained by a unsabstantial organisational
culture, resulting in knowledge silos (Szulanski 2003). Ajmal and Koskinen (2008) also
examined the functionality of organisational culture as it relates to the transfer of knowledge in
project-based organisations. Their findings emphasise the significance of organisational culture in

the creation, utilisation and sharing of knowledge within the organisation.

Schein (1992) describes a hierarchy in organisations that influences their culture. He suggests that
there are underlying assumptions and a hierarchy of issues, along with adopted values, that can be
used to measure culture. His measurement was founded on the dimensions of support, warmth,
risk and reward. Risk was associated with inventiveness and innovation, while reward was the
measurement of employee recognition. Warmth, support and interest in employee welfare were

considered measures of organisational friendliness (Koskinen, Pihlanto, Vanharanta 2003).

The current research study used the Organisational Culture Assessment Instrument (OCAI)
designed by Cameron and Quinn (1999) to identify organisational culture among the study
respondents. OCAI has also assisted in the identification of approaches for changing
organisational culture, and has been widely used by management researchers as a means for
assessing organisational compatibility (Berrio 2003; Ritchie & Eastwood 2005; Zeitz,
Johannesson & Ritchie 1997).
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Cameron and Quinn (2006) developed the Organizational Cultural Assessment Instrument
(OCAI) tool using two foundation disciplines that are prevalent within organisational culture; they
were the disciplines of anthropology and sociology. The OCALI serves as a diagnostic tool that
recognises and classifies organisational culture. Cameron and Quinn (2006) assert that an
anthropological foundation holds the opinion that “organisations are cultures” and that the
sociological foundation’s perspective is that “organizations have cultures”. The anthropological
and sociological foundations of organisational culture can be further delineated by two
methodologies, those of a semiotic and a functional method. A semiotic method holds the
assumption that “culture resides in individual interpretations and cognitions” such that it
permeates throughout an organisation (Cameron & Quinn 2006). Whereas, the functional method
holds the notion that “culture emerges from collective behavior” and that the dissimilarities that
prevail within organisational culture can be recognised, classified and transformed (Cameron &
Quinn 2006). Cameron and Quinn (2006) used these foundation beliefs to base the OCAI and

CVF when assessing organisational culture.

Organisational culture can best be explained through administrative theory. Administrative theory
emphasises the best combination of managerial skills for achieving organisational goals and
objectives. As explained by Walsh and Brief (2007), better organisational cultures are supported
by the features emphasised by administrative theory, which emphasises better management and
the behaviour of employees during the execution of their organisational duties. A better
organisational culture is able to motivate employees, who tend to be cooperative and decisive
(McShane & Travaglione 2007; Miner 2005; Mullins 2007; Rollinson 2008; Thompson 2011).
Administrative theory, therefore, is a valuable tool for explaining the best organisational culture
criteria, and it was through this theory that the OCAI key aspects were evaluated and examined in

respect to organisations in Saudi Arabia.

There are six questions in the OCALI that pertain to the six main aspects of organisational culture

(Table 3.11).
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Table 3.11 OCAI criteria relating to organisational culture

Organisation Culture Criteria Description
1 Dominant characteristics of the organisation | What the overall organisation is like
2 Organisational leadership Style and approach that permeate the organisation
3 Management of employees The style that characterises how employees are treated

and what the working environment is like

4 Organisation “glue,” Bonding mechanisms, that holds the organisation
together
5 Strategic emphases Defining what areas of emphasis drive the

organisation’s strategy

6 Criteria of success Determining how victory is defined and what gets
rewarded and celebrated

The six dimensions are all significant since they illustrate the organisation’s and management’s
values in terms of how they define success as well as those characteristics of leadership and the
work environment and from that these measures can be used to diagnose the current cultural
environment. The next section of this chapter explores the relationship between the model’s
constructs and identifies the study hypothesis relating to the model components, starting by
identifying the sustainable development issues facing the modernisation agenda in Saudi Arabia.

The rest of the model variables and latent variables are the isolated for analysis later in this study.

3.6  Relationship between constructs

The purpose of this section is to identify those relationships connecting business performance,
project performance, project management maturity and the latest concept of sustainable
development, as well as those factors that impel the progress of sustainable project management

maturity.

The preceding section suggested there is still a great need to understand more about the level of
project management maturity and its sustainable development applications in order to create
sustainable business performance, and that organisational culture is a factor in how successful a

firm is in achieving project management maturity.

The analysis is presented in two sub-sections. The first sub-section discusses a group of 34
variables that affect the sustainable project management maturity of an organisation and its
culture. The second sub-section discusses a group of 19 variables that can be used to measure the

sustainability of project and business performance in organisations.
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Clearly, a number of concepts form a conceptual model that represents the focus of the empirical
research. The key elements were translated into a number of hypotheses that help explain the

underlying assumptions that were tested by the research. The study hypotheses were:

= H1: High levels of (economic, social and environmental) Project maturity will influence

positively sustainability of project management maturity.

= H2: High levels of sustainable project management maturity will influence positively

sustainable project performance.

= H2: High levels of sustainable project management maturity will influence positively

sustainable business performance.

= H4: High levels of organisational culture will influence positively sustainable project

performance.

= H5: High levels of organisational culture will influence positively sustainable business

performance.

= H6: High levels of Sustainable Project Performance will influence positively Sustainable

Business Performance.

= H7: High levels of organisational culture will influence positively (economic, social and

environmental) project maturity.

Figure 3.6 illustrates the overall model of the concepts and variables.

98



66

SJONJISUOD pue S3|qelIeA [9pOW |[BJ9A0 3y} jo Alewwing 9°¢ ainbi4

T3] ==233ng 4o sumau)
5] saseydug 3fageng

9l anm wogezmsig

vonaedwe punday

Sunpmunmusg 0

ol pus Apunwwog

uSiseg sl edwog

Tl dmsepes) mogesmefng

AT s wawaBaumy

SsIuETg EUs
e=ng | Lo amyn) FEuonesusElD

FUTULIDY IS

STIUEN] IREURISNG N
Sunad sy mafong

mamEyeq g edwas
-um g agqug

mwosng g Meesg

SEIULSNY USR]

dyreddo wsuloces

Ayunyodds
SRS [EEUTULY | Ausianug
¥ Sumues) [euogenucsin
5 uogeonpy Fumesy
B3ty 33pajmouy Juaw sBeuey 103(00d \\..\.1|I|I|J.r/,/
i [m=es walnag) Y Yy
SISOy s P |
] [ —
UOENUNUILIY sump
pue ssaqaeid snoqe]
PRV ST b ) pEi=a] -

Aygeny =sdoog Supod sy afosy

SENOSTEY umwny

FIURUIOR

waloug agEumEng

! [33umg 323lzua)
FousunepEy wERwsEegpy \

paliony Igeumysng [FUS WS

g,

Sumod sy 13afoeg
\\\\\l\llﬂfl/

[ry=eg = laug)

TEOT U SWAOsAUT

USHENEAT JU SIS S

WWoUDIY .\... Aupqiesy EuEtwy

Sqususg [EoueuLy




The following sections develop seven themes that indicate the development of the hypotheses.

3.6.1 Development of Hypothesis 7
Variables affecting the sustainability of project management
maturity

Organisational culture. Organisational culture is an important variable in the achievement of
sustainable project management maturity. As identified by Yazici (2009), quality management
practices usually fail because of failure to change organisational culture. Failure of change in
organisational culture includes too many unresolved policy issues, no commitment from the side
of the employee, poor human relations and morale, showing resistance to change and lack of
vision. When all these organisation cultural characteristics are present, project management
cannot be made sustainable. Corporate culture creates different kinds of patterns of behaviour in
different companies and has a significant impact on the outcomes of a project. It relates to the
degree of openness for hearing and dealing with the issues in the project. And the project manager
must be committed to the ultimate success of the endeavour and capable of delivering the desired
outcomes (Yazici 2008), although it must be acknowledged that organisational culture can stifle

the most enthusiastic project manager and handicap their leadership.

Organisational culture also decides the amount of information shared between functional groups
working on the project. Face-to-face communication between the project manager and the team
members is essential, and responses to information reveal the maturity of the organisation and the

openness of the culture.

Open communication, when integrated into the organisational culture, includes use of various
assessment tools, such as conducting face-to-face interviews, conducting written surveys of
members and observing the corporate culture. Conducting face-to-face interviews leads directly to
talking with the employees who are engaged in completing the project on a day-to-day basis. It
leads to the creation of people oriented business, opportunities for observing the corporate culture

and revealing actual as well as intended behaviours..

Eccles et al. (2012) argue that a written survey of employees leads to the gain of an impartial and
anonymous assessment of specific topics of project management when it is included in research
on project management with an organisation. The advantage of the tool is that it enables the

company to reach a broad pool of members. However, the method is impersonal and participants
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can give answers that they perceive to be right or desired rather than what is true. Nevertheless,
observing corporate culture helps a company to observe morale, communications and interactions
between members of the project. Although the interaction may be limited in duration, it helps in
the assessment of the inclination of team members towards sustainable project management

practices.

Towards this end, it was hypothesised that:

= H7: High levels of organisational culture will influence positively (economic, social and

environmental) project maturity.

3.6.2 Development of Hypotheses 1, 2 and 4
Variables affecting the sustainability of project performance

The relationship between sustainable project management maturity and sustainable project
performance. Sustainable project management maturity and sustainable project performance
share a positive relationship. Sustainable project performance includes meeting sustainability
targets for triple bottom line assessments, including economic, social and environmental
dimensions. By meeting targets for project time, cost and quality, economic efficiency is
identified, which in turn leads to the successful attainment of the sustainability targets of the
project of interest. With succeeding stages of project management maturity, sustainable project
management practices get integrated into the organisation. At the first level, no sustainable
practices are in place. However, every succeeding level creates more understanding and
integration first at the project level and then at the organisational level. It leads to the attainment of

targets of sustainable project performance.

Project management provides benefits to the bottom line and companies give high priority to the
need for strategic planning for project management. As project management is no longer seen as a
quantitative tool for managing the organisation’s workforce, but an effective and efficient source
of benefits for the organisation on an overall basis, a project management maturity model helps in

the integration of sustainability in all the life cycle stages of the project (Kerzner 2011).

Thus, it was hypothesised that:

= H1: High levels of (economic, social and environmental) project maturity will influence

positively sustainability of project management maturity.
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= H2: High levels of sustainable project management maturity will influence positively

sustainable project performance.

Organisational culture. As per Yazici (2009), organisational culture is an important indicator of
the success path of the organisation towards attainment of sustainable project performance. A
project management assessment tool, such as a project management maturity model, leads
management towards setting sustainable goals and helps in the prioritisation of areas that require
improvement. It further provides the baseline by which the organisation can make tracking of the
progress of its project possible. Thus, organisational culture ultimately helps in building a

corporate culture of project management excellence (Yazici 2008).

Kerzner (2011) argues that the inclination of organisational culture towards attainment of
sustainable targets of project management helps to increase and improve the level of sustainable
project performance. With respect to the orientation of organisational culture, clan culture shows
significant positive relationships with project performance. In clan culture, emphasis is laid on
teamwork, mentoring, consensus and participation. It also emphasises human development
through openness, high trust and participation. All these characteristics of clan culture were
covered in the triple bottom line for the project. Therefore, an effective organisational culture is

necessary for establishing positive, sustainable project performance (Kerzner, 2011).

Thus, it is hypothesised that:

= H4: High levels of organisational culture will influence positively sustainable project

performance.

3.6.3 Development of Hypotheses 3, 5 and 6
Variables affecting the sustainability of business performance

Sustainable project management maturity. Kohler et al. (2012) note that sustainable project
management maturity includes handling all three aspects of triple bottom line — economic, social
and environmental. When sustainable policies and practices are integrated into project
management, internal and external business performance also gets affected. With the increasing
maturity of the