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Abstract 
When entering a new market and working for a new client, delivery of consistent and high 

quality is of great importance for future opportunities. Studies have shown that from having a 

good internal quality control and quality assurance for client deliveries leads to increased client 

satisfaction and consequently more successful projects. To study this connection and how to 

meet client expectations when working in a new country, this thesis outlines a case study 

performed at Jacobs Engineering Group (Jacobs) in Stockholm. 

Quality is defined as the processes used to strive for a degree of perceived client satisfaction. 

These processes differ across different countries. This thesis has compared cultural differences 

identified in the case study between Sweden and the UK and assessed Jacobs’ internal methods 

(Project Delivery Workflow) of assuring quality to meet and exceed client expectations. The 

findings from this study can probably help Jacobs adapt their practices and ways of conducting 

business for ongoing and future projects in Sweden. Furthermore, the report will give a basis 

on how Jacobs should prepare their projects prior to further expansion into new markets. 

To fulfil the purpose of this thesis, literature was compiled with a focus of quality, culture and 

client satisfaction to provide a basis for the assessment. The methodology consisted of 

assessing Jacobs’ internal Quality Management System to identify potential areas of 

improvement. Following, interviews were conducted to obtain qualitative responses on how 

Jacobs should adapt to cultural differences within the Swedish market to meet client 

expectations and expand their businesses. The interviews included a quantitative segment to 

visualise cultural differences and identify areas where Jacobs should preferably develop to 

meet client expectations. The interviews were then presented and analysed using a thematic 

analysis to identify the most significant themes of this study. 

This thesis suggested that Jacobs should adapt their Project Delivery Workflow for projects of 

different magnitudes and improve connections between project phases and disciplines. Other 

suggestions were to reconfigure their organisational structure when embarking upon a project 

in Sweden. From the findings in this study, further recommendations were given to Jacobs on 

how to conduct business in Sweden from comparing cultural differences for continued 

cooperation with Trafikverket and what project aspects Jacobs should focus on. Lastly, this 

thesis concluded how Jacobs should conduct further studies to assess the importance of project 

aspects across borders and cultures when entering a new market to deliver projects 

successfully. 
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Sammanfattning 
När ett företag äntrar en ny marknad med en ny kund så är det av stor betydelse för framtida 

möjligheter att leverera konsekvent arbete av hög kvalité. Tidigare studier har visat att god 

intern kvalitetskontroll samt försäkran för leverans av god kvalité till kunder leder till ökad 

kundtillfredsställelse och följaktligen ett lyckat uppdrag. För att studera denna koppling samt 

för att veta hur man ska möta kundförväntningar när man utför arbete i ett nytt land så kommer 

detta examensarbete utgöra en fallstudie för Jacobs Engineering Group (Jacobs) i Stockholm. 

Kvalitet är definerat som processerna som ska leda till en grad av uppfattad 

kundtillfredsställelse. De processer som används för att öka kundtillfredsställelsen skiljer sig 

mellan länder. Detta examensarbete jämförde kulturella skillnader från denna fallstudie mellan 

Sverige och Storbritannien, samt Jacobs interna metoder (Project Delivery Workflow) för att 

försäkra hög kvalitet som möter samt överträffar kundens förväntningar studerats och 

föreslagits till Jacobs. Resultaten från detta examensarbete är menat att hjälpa Jacobs att 

anpassa sitt tillvägagångssätt av pågående samt möjliga framtida uppdrag i Sverige. Vidare så 

kommer detta examensarbete att utge en grund av hur Jacobs bör förbereda sina projekt innan 

de äntrar en ny marknad för fortsatt expandering. 

För att uppfylla syftet med detta examensarbete så samlades litteratur in inom kvalitet, kultur 

och kundtillfredsställelse för att ge en grund till studien. Metoden bestod av en granskning av 

Jacobs interna kvalitetsledningssystem för att identifiera potentiella förbättringsområden. 

Fortsättningsvis så utfördes intervjuer vilket resulterade i kvalitativa svar angående hur Jacobs 

bör anpassa kulturella skillnader till den svenska marknaden för att möta kundens förväntningar 

och stärka sin position på marknaden. Intervjuerna innehöll även ett kvantitativt inslag för att 

visualisera kulturella skillnader samt identifiera områden där Jacobs bör anpassa sig för att 

möta kundens förväntningar. Intervjuerna presenterades sedan genom en tematisk analys som 

identifierade de viktigaste projektaspekterna kopplade till denna studie. 

Detta examensarbete föreslog att Jacobs bör anpassa deras Project Delivery Workflow 

(uppdragets arbetsflöde) till uppdrag av olika storlekar samt förbättra kopplingarna mellan 

uppdragets faser och discipliner. Förslag som uppkom var att Jacobs bör ändra sin 

organisationsstruktur när de arbetar med uppdrag i Sverige. Utifrån resultaten uppkom flera 

rekommendationer av hur de bör utföra uppdrag i Sverige och inom vilka delar som fokus bör 

ligga för förbättrat samarbete med Trafikverket. Avslutningsvis så framkom förslag till 

ytterligare studier Jacobs bör utföra när de äntrar en ny marknad för att beakta de viktigaste 

aspekterna vid uppdrag samt beakta kulturella skillnader för att leverera ett lyckat uppdrag. 

 



   

 

iv 

 

Table of Content 

1. INTRODUCTION 1 

1.1. BACKGROUND .............................................................................................................................. 1 

1.2. JACOBS ENGINEERING GROUP ................................................................................................... 3 

1.3. PROBLEM DESCRIPTION ............................................................................................................. 4 

2. RESEARCH METHODOLOGY 6 

2.1. RESEARCH DESIGN ...................................................................................................................... 6 

2.2. EXECUTION OF STUDY ................................................................................................................ 6 

2.2.1. SEARCH METHODS ..................................................................................................................... 6 

2.2.2. EMPIRICAL RESEARCH METHOD ................................................................................................ 7 

2.2.3. SELECTION OF INTERVIEW RESPONDENTS ................................................................................. 8 

2.3. METHOD OF ANALYSIS ................................................................................................................ 9 

2.4. RESEARCH QUALITY ................................................................................................................. 10 

2.4.1. VALIDITY ................................................................................................................................. 10 

2.4.2. RELIABILITY ............................................................................................................................. 11 

3. THEORETICAL FRAMEWORK 12 

3.1. QUALITY WITHIN ENGINEERING PROJECTS ............................................................................ 12 

3.1.1. INTERNAL QUALITY CONTROL ................................................................................................ 13 

3.1.2. EXTERNAL QUALITY ASSURANCE ........................................................................................... 14 

3.2. PRINCIPLES OF CULTURE ......................................................................................................... 15 

3.2.1. CULTURAL DIMENSIONS .......................................................................................................... 16 

3.2.2. NATIONAL CULTURES .............................................................................................................. 17 

3.3. CLIENT SATISFACTION .............................................................................................................. 18 

3.4. PROJECT SUCCESS ..................................................................................................................... 20 

4. EMPIRICAL GATHERING 21 

4.1. JACOBS’ QUALITY CONTROL AND QUALITY ASSURANCE METHODS ................................... 21 

4.2. PROJECT EXECUTION PLAN ..................................................................................................... 22 

4.3. CLIENT SATISFACTION SURVEY OF VÄG 35 ............................................................................ 23 

5. ANALYSIS 25 

5.1. THEMATIC ANALYSIS OVERVIEW ............................................................................................ 25 

5.2. QUALITY .................................................................................................................................... 28 

5.3. CULTURAL DIFFERENCES ......................................................................................................... 29 

5.3.1. CULTURAL DIMENSIONS .......................................................................................................... 31 

5.4. CLIENT EXPECTATIONS ............................................................................................................ 35 

5.5. WORKING RELATIONSHIPS....................................................................................................... 38 

5.6. INCREASED CLIENT SATISFACTION ......................................................................................... 41 

5.7. ADAPTING TO AN INTERNATIONAL PARTNER ......................................................................... 43 

5.8. ENTERING A NEW MARKET ...................................................................................................... 45 

6. CONCLUSIONS AND RECOMMENDATIONS 48 

6.1. CONCLUSIONS ............................................................................................................................ 48 

6.2. RECOMMENDATIONS FOR JACOBS ........................................................................................... 50 

7. DISCUSSION 52 

7.1. REFLECTION AROUND THE STUDY ........................................................................................... 52 

7.2. DISCUSSION AROUND THE METHODOLOGY ............................................................................ 52 

7.3. CONTRIBUTION OF THE RESEARCH ......................................................................................... 53 

7.4. FUTURE STUDIES ....................................................................................................................... 53 

REFERENCES 54 



   

 

v 

 

Table of Appendices 

Appendix 1 Interview Template for Jacobs…………………………………………………... I 

Appendix 2 Interview Template for Trafikverket…………………………………………….V 

Appendix 3 Trafikverket’s Organisational Structure for Väg 35…………………………… IX 

Appendix 4 Jacobs’ Organisational Structure for Väg 35………………………………… X 

List of Figures 

FIGURE 1:1 THE IRON TRIANGLE ................................................................................................ 2 

FIGURE 1:2 PROJECT LOCATION. ................................................................................................. 3 

FIGURE 1:3 JACOBS' PROJECT DELIVERY WORKFLOW ................................................................ 4 

FIGURE 1:4 QUALITY MANAGEMENT ASPECT OF JACOBS' PDW ................................................. 4 

FIGURE 3:1 PROJECT QUALITY ASSURANCE MODEL FOR QUALITY MANAGEMENT ..................... 13 

FIGURE 3:2 REGIONAL CULTURAL DIFFERENCES ....................................................................... 17 

FIGURE 3:3 KANO’S MODEL OF CLIENT SATISFACTION .............................................................. 18 

FIGURE 4:1 FLOWCHART OF JACOBS PDW FOR QUALITY MANAGEMENT. ............................... 21 

FIGURE 4:2 JACOB'S QUALITY STRATEGY FOR QUALITY CONTROL AND ASSURANCE. ............... 23 

FIGURE 5:1 THEMATIC ANALYSIS OVERVIEW (PART 1) .............................................................. 26 

FIGURE 5:2 THEMATIC ANALYSIS OVERVIEW (PART 2) .............................................................. 27 

FIGURE 5:3 CULTURAL DIMENSION PERCEPTION OF ACHIEVEMENT VS. ASCRIPTION ................ 32 

FIGURE 5:4 CULTURAL DIMENSION PERCEPTION OF AFFECTIVE VS. NEUTRAL AND DIFFUSE VS. 

SPECIFIC............................................................................................................................ 32 

FIGURE 5:5 CULTURAL DIMENSION PERCEPTION OF UNIVERSALISM VS. PARTICULARISM AND 

COMMUNITARIANISM VS. INDIVIDUALISM ........................................................................ 34 

FIGURE 5:6 PROJECT MANAGEMENT ASPECTS REGARDING WORKING RELATIONSHIP ............... 40 

FIGURE 5:7 PROJECT OUTCOME ASPECTS FOR AN INCREASED CLIENT SATISFACTION ............... 43 

List of Tables 

TABLE 2:1 NUMBER OF ARTICLES FOUND FROM SEARCH WORDS ................................................ 7 

TABLE 2:2 INTERVIEW RESPONDENTS ......................................................................................... 8 

TABLE 3:1 KEY PROBLEMS AND FEATURES FOR QUALITY ASSURANCE ...................................... 14 

TABLE 4:1 CLIENT SATISFACTION CRITERION .......................................................................... 24 

TABLE 5:1 CLARIFICATION OF QUOTE ORIGIN ........................................................................... 25 

TABLE 5:2 COMPILATION OF QUOTES REGARDING QUALITY ..................................................... 28 

TABLE 5:3 COMPILATION OF QUOTES REGARDING CULTURAL DIFFERENCES ............................ 30 

TABLE 5:4 COMPILATION OF QUOTES REGARDING CLIENT EXPECTATIONS ............................... 35 

TABLE 5:5 COMPILATION OF QUOTES REGARDING WORKING RELATIONSHIP ........................... 38 

TABLE 5:7 COMPILATION OF QUOTES REGARDING INCREASED CLIENT SATISFACTION ............. 41 

TABLE 5:7 COMPILATION OF QUOTES REGARDING ADAPTING TO AN INTERNATIONAL PARTNER

.......................................................................................................................................... 44 

TABLE 5:8 COMPILATION OF QUOTES REGARDING ENTERING A NEW MARKET ........................ 46 
 



   

 

1 

 

1. Introduction 
This chapter includes the background for this thesis along with an introduction and 

background of Jacobs Engineering Group. The introduction chapter will then outline the 

purpose of the report and finish by stating the research question that will be investigated. 

1.1.  Background 
Management of engineering and construction projects is a complex undertaking due to the 

existence of multidisciplinary participants (Jha & Chockalingam, 2009). The more complex an 

undertaking is, the more critical efficient flow of information is which results in the importance 

of achieving a successful working relationship (Jonsson & Zineldin, 2003). The added 

challenge of entering a new market and integrating cultures and customs across companies and 

borders can affect the quality of a project. Companies that deliver poor quality can damage 

their reputation which may lead to the loss of future projects and stability of the company 

within the country (Jha & Iyer, 2006). 

To satisfy the client and meet the demands and expectations from stakeholders, companies 

strive towards excellence in their quality approaches (Vlăsceanu, Grünberg, & Pârlea, 2004). 

The authors describe quality excellence as a traditional view where only the best standards of 

quality are understood as revealing. Quality can be defined in many ways. Granberg, Datin and 

Molenaar (2008) refer to The American Society for Quality (“Quality Glossary” 1998) that 

define five different types of quality: Relative quality, Product-based, User-based, 

Manufacturing-based, and Value-based. All the five different types of quality mentioned are 

usually necessary in a project, but focus may be on a single or several of the quality types. In 

this report, quality will be defined as stated on Business Process (BPM) Glossary’s (2019) 

website: 

The characteristics of an item or process that indicate its conformance to designated 

parameters, and its degree of perceived client acceptance or satisfaction. Quality 

characteristics often include reliability, consistency and the ability to continue performance 

in stress or volume situations, but are critical only in relation to the value placed on them by 

the user or client.  

Companies need to use internal quality control from measurements of quality evaluation with 

activities and techniques to meet the right quality standards (Vlăsceanu, Grünberg & Pârlea, 

2004). Furthermore, the authors describe that interchangeable together with quality 

management and quality assurance, companies need to set up standards for internal quality 

control to be able to assure quality for the client. From 1956, the American Association of State 

Highway Officials started implementing Quality Assurance acceptance plans due to a large 

magnitude of variability in materials and construction (Burati, Weed, Hughes & Hill, 2003). 

These quality assurance plans led to more well-defined specifications and acceptance plans 

within the construction. Other countries also started using forms of quality assurance plans to 

deliver projects to a high quality with reduced cost overruns (Odeck, Welde & Volden, 2015). 

Even with both quality control and assurance practices in place, quality cannot be assumed in 

a project but must be designed and built into the project at every stage (Gransberg & Molneaar, 

2004). The authors strongly imply that the quality of the final delivery is directly related to the 

design at the start of the project. The design phase is when the quality of the project is defined 

and the responsibility of assuring the quality is with the supplier (Gransberg et al., 2008). To 
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achieve high quality design, free and open communication between all parties in a project is an 

important factor (Gransberg et al., 2008; Wognum, Fisscher & Weenink, 2002). To have an 

openness between all parties as well as a formal understanding of the nature of the partnership 

is needed for any collaboration to be beneficial (Black, Akintoye & Fitzgerald, 2000). By 

having similar cultural properties and a way of conducting business as the client, trust is 

described by Li and Lin (2006) as one of the most important factors and outcomes for a good 

working relationship. 

Organisational quality culture should include a target to constantly improve the quality 

(Dziminska, Fijałkowska & Sułkowski, 2018). Quality culture should according to Vlăsceanu 

et al. (2004) have a set of shared, accepted and integrated patterns of quality. The components 

for the mentioned quality culture consist of a solid culture of evidence and thorough quality 

assurance procedures (Vlăsceanu et al., 2004). When working in an international market it may 

be difficult for companies to strive for a common culture since cultures of quality and 

management styles may differ over different countries and regions (Lagrosen, 2003). Different 

regions and management styles have different cultures which have varying focuses on quality 

(Mathews, Ueno, Kekäle, Repka, Pereira & Silva, 2001). The culture of an organisation must 

match the focus areas that the client sees as important. 

To recognise what the client values as important and requires from a project is one of the first 

steps to gain a satisfied client (Kärnä, 2004). From using the Kano-model suppliers are able to 

reach an increased client satisfaction by meeting client expectations and also delivering not-

expressed project aspects for a successful project (Ledingham, 2003). In construction projects, 

success is often described through how companies comply with the “Iron Triangle” which 

involves how projects meet criteria regarding Time, Cost and Quality (Atkinson, 1999), 

presented in Figure 1:1. The star in the figure represents the focus that companies have in the 

Iron Triangle and may be leaning towards any of the corners depending on the focus from the 

company. The author describes that Quality is the most important criterion in the Iron Triangle 

in terms of making the client satisfied by meeting the project demands and specifications (Tam 

& Lee, 2007). 

 

Figure 1:1 The Iron Triangle, adapted from Atkinson (1999). 
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1.2. Jacobs Engineering Group 
Jacobs Engineering Group, referred to as “Jacobs” from this point on, is the world’s largest 

international engineering consultant company within Engineering, Architecture and 

Construction according to Engineering News-Record (2019). Jacobs partners with 

governments, cities and businesses in more than 50 countries worldwide. In Europe, they 

mainly provide services within transportation, environmental, nuclear and advanced 

technology (Jacobs, 2019). In December of 2017, Jacobs acquired another international 

consultancy called CH2M Hill, joining under the name Jacobs Engineering Group which is 

now a company exceeding 80 000 employees globally (Jacobs, 2019). From the recent 

divestiture of the business and the sale of the Energy, Chemical and Resources part of the 

business, Jacobs currently has approximately 55 000 employees. 

In 2016, the company CH2M Hill Sverige AB (CH2M) was created as a Swedish entity of 

CH2M Hill, prior to the acquisition by Jacobs. The company entered the Swedish market to 

provide civil engineering consultancy services, with focus mainly on the Buildings and 

Infrastructure line of business. Earlier in 2017, CH2M won their first tender as the main 

consultant for a road project in Linköping, Sweden, for the design and rerouting of a part of 

the Väg 35. 

Väg 35, shown in Figure 1:2, is operated and maintained by The Swedish Transport 

Administration (Trafikverket) and the project for rerouting this road started in 2010 with a 

feasibility study and is expected to be completed by 2021. The project consists of a 10.8 km 

long road stretch and currently has a low road standard in relation to its traffic flow and 

function. The goal for the project is to create a new 2+1 road with implemented traffic 

separation. The route between Hackefors and Vårdsbergs kors shown in Figure 1:2 will be 

demolished and rerouted and the remaining part of the full route will be upgraded. 

 

Figure 1:2 Project location, derived from Jacobs’ PXP of Väg 35. Use of this figure is permitted by 

Dimitris Legakis, 2019-05-02. 
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This project is of interest to this study since the bid was won by CH2M prior to merging with 

Jacobs. The two companies had different quality systems that now need to be combined to 

successfully deliver the project. Neither CH2M nor Jacobs had any experience with civil 

engineering projects in Scandinavia before 2016. Both as CH2M and Jacobs, Väg 35 became 

an important project for the company to successfully deliver to the client, Trafikverket, to 

establish trust and enable possible continued and future cooperation. 

1.3.  Problem Description 
This study concentrates on Jacobs’ delivery of the design phase for the project Väg 35, which 

involves the rerouting of a road to allow the extension of Linköping airport’s main runway. 

Since Jacobs recently entered the Swedish market, they need to successfully deliver the project 

to a high quality to establish a good reputation in the Swedish market sector. Jacobs have a 

limited amount of staff in Sweden for the project Väg 35, hence the project staff are spread 

between several European cities. Vlăsceanu et al. (2004) outline that all countries and 

institutions have their own system for independent verification of its quality, standards and the 

effectiveness of its quality assurance system. Because of these different quality systems, it is 

difficult to find one standard procedure for all employees working across different countries to 

strive for the same target. People from different countries involved in the project also have 

different cultures that need to be analysed and combined to strive for client satisfaction. 

Jacobs have an internal database where they keep track of all disciplines involved in the project 

from the Project Delivery Workflow (PDW), presented in Figure 1:3. The PDW contains 

templates and guiding documents for all disciplines to strive for successful project delivery. 

 

 

Figure 1:3 Jacobs' Project Delivery Workflow, derived from Jacobs Connect. Copyright 2019 Jacobs 

Engineering Group Inc. Use of this figure is permitted by Andy Brechin, 2019-05-03. 

 

This thesis will have its focus on the design phase of the project Väg 35 and will thereby 

consider the Initiation and Planning phases of the PDW that is presented in the figure above. 

The PDW is divided into relevant disciplines that operate for Jacobs to deliver a project. This 

thesis will focus on the Quality Management discipline for Jacobs’ PDW that is presented in 

Figure 1:4. 

 

Figure 1:4 Quality Management aspect of Jacobs' PDW, derived from Jacobs Connect. Copyright 2019 

Jacobs Engineering Group Inc. Use of this figure is permitted by Andy Brechin, 2019-05-03. 
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The Quality Management practices within the PDW will be further analysed together with the 

documents that were used for the Väg 35 project. Because of the merger between CH2M and 

Jacobs, the PDW was not fully implemented and only parts of the PDW were adapted in the 

Initiation and Planning phase of the project. The documents that are of main focus in describing 

how quality was controlled and assured to the client is the Project Execution Plan and the Client 

Expectations Survey to get a perception of how Jacobs should adapt their practices to the 

Swedish market. This study will furthermore analyse how CH2M’s Quality Management 

systems was adapted to Jacobs’ PDW and look closer into the parts from Figure 1:3 and Figure 

1:4 that was used for the project Väg 35.  

This study will investigate the different stages of Jacobs’ Quality Management and compare 

cultural differences between the countries. Furthermore, it will analyse the quality aspects of 

Jacobs’ PDW and interviews of Jacobs employees connected to the PDW as well as other 

employees involved in increasing client satisfaction. Together with additional interviews from 

Trafikverket, this thesis aims to present differences between what Jacobs are trying to deliver 

versus what the client actually requires from the project. By comparing the project delivery to 

the client expectations, cultural differences from international practices and cultural quality 

clashes that might occur when working with a new client will be presented and analysed. To 

be able to find the differences between the countries and different quality standards, this report 

will be limited to Client Expectation and Project Execution Plan during the design phase of the 

project. This means that the main focus of this report will be the Initiation and Planning phase 

of the PDW to be able to strive to deliver higher client satisfaction when working with a new 

client. 

To strive for high client satisfaction, cultural aspects in different countries and what parts of 

projects are of most importance to meet the client expectations need to be analysed. Jacobs’ 

strive for excellence in their quality management from the design phase affects the working 

relationship and possibilities for continued opportunities in the country. The client’s focus on 

quality assurance is also of importance for them to make an impact within a new market. This 

research will then propose solutions to how Jacobs could assure quality in a new country to 

increase the client satisfaction. From these aspects, the research questions below were 

formulated to describe the aim of the study. 

“How can Jacobs’ quality control and assurance practices ensure quality for a new client to 

strive for a working relationship that considers cultural differences?” 

“How should Jacobs adapt their Initiation and Planning phase to consider cultural differences 

when entering a new market to increase the client satisfaction?” 
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2. Research Methodology 
This chapter describes the design of the research and how the research was conducted by 

explaining research methods and the methods used for empirical gathering. It also outlines the 

methodology for how the analysis of data was conducted. Finally, this section will discuss the 

quality of the research by discussing its validity and reliability. 

2.1.  Research Design 
The research design is classified in three main categories; exploratory, descriptive or 

explanatory. A research project may sometimes use a combination of the different approaches 

to fulfil the aim of the study (Saunders, Lewis & Thornhill, 2009). The design of this thesis is 

formulated by the research questions in the previous chapter which are a combination of both 

exploratory and descriptive purpose. Exploratory studies are described by Saunders et al. 

(2009) as useful when clarifying the understanding for unexplored methods and problems. The 

research will mostly be of the exploratory kind since the research will have a focus on 

interviewing experts within their fields and to explore the quality measures that must be 

considered for Jacobs. Descriptive studies are useful for when the purpose of the study is to 

describe a problem through existing studies and research (Saunders et al., 2009). The study will 

also have a descriptive nature, as it will outline best practice variables which Jacobs could 

incorporate. 

2.2.  Execution of Study 
Different approaches can be used when conducting a study depending on how information is 

gathered. These approaches are described by Saunders et al. (2009) as deductive and inductive. 

The research in this study has been conducted through both approaches of finding information. 

Firstly, the deductive approach included testing a theory by reviewing other literature and 

developing a hypothesis (Saunders et al., 2009) which was used to build the theoretical 

framework by conducting a literature review. Secondly, an inductive approach of creating a 

theory by gathering empirical data and forming a theory (Saunders et al., 2009) was used by 

conducting interviews and collecting interview responses. 

2.2.1. Search Methods 

When searching for literature in a study, Saunders et al. (2009) describe three types of 

literature; primary, secondary and tertiary. The literature that was gathered for this report 

originated from primary and secondary literature. This type of literature is described by 

Saunders et al. (2009) as reports, emails, company reports, and some governmental 

publications as primary literature, and journals and books as secondary literature.  

To gather information for the theoretical framework, databases such as Google Scholar and 

Scopus were used. Jacobs’ internal databases have been used for internal information and 

specified topics as standards and methods of the company that have been used in the report. 

Different databases were used to increase relevant search results. Table 2:1 presents the used 

search words and outlines the number of articles that were found in each database. The articles 

were sorted by relevance from Google Scholar and by highest citation in Scopus. This was 

done to retrieve articles that were well-cited and have been reviewed prior to being published 

in journals. 
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Table 2:1 Number of articles found from search words. 

Databases 
Google 

Scholar 
Scopus 

Search Words 
The number of search words 

gathered 2019-04-16 

Quality in Engineering 

Projects 
5,180,000 21,715 

Quality Culture 18,700 597 

Quality Assurance 1,890,000 146,401 

Quality Control 2,710,000 365,419 

Client Involvement 12,000 260 

Client Satisfaction 83,700 2,395 

Project Success 115,000 4,623 

The table illustrates that the topics of Quality Assurance and Quality Control are well-explored 

subjects. Hence, the interviews that were conducted had a larger focus on Quality Culture and 

Client Involvement as these are less explored subjects within literature. By using the specific 

search words shown in Table 2:1, other relevant topics and perspectives appeared and extended 

the search width of the project. 

2.2.2.  Empirical Research Method 

Jacobs internal database were used for collecting documents from their PDW which were then 

compared and discussed. Specific documents from the project Väg 35 was provided from the 

project manager who gave permission to use its content. Semi-structured interviews were also 

conducted through interviewing internal Jacobs employees and externally interviewing 

respondents from the client, Trafikverket. The interview questions were reviewed by the thesis 

supervisor and contact person from Jacobs to confirm their relevance to the project and assure 

would obtain as much information as possible from each interview. The interviews were 

conducted either from a personal interview or online Skype interview. 

Semi-structured interviews were selected to obtain qualitative responses. David and Sutton 

(2016) outline the benefits of using qualitative methods, as it collects data containing 

information of emotions, values and attitudes which can allow for deeper analysis. Saunders et 

al. (2009) argues that qualitative data is an approach where data is collected to gather richness 

and fullness based on exploring the subject in as real of a manner as possible. The interviews 

were structured in the form of a funnel as Kylén (2004) argues that this is a good structure for 

semi-structured interviews. All interviews have been conducted through a four-question type 

method that David and Sutton (2016) recommend for semi-structured interviews. This method 

starts the questions with a broad focus, then narrows them down to more specific questions to 

reach the main objective. During the first step of the interview, introduction-type questions 

were asked to create an understanding of the research and to build trust and openness. After 

introducing the aim of the report and asking the interviewee general questions, questions 

targeting the research were asked to generate useful data for the study. After these specified 

questions, follow-up questions were asked to gather any additional important information from 

the interviewee. At the end of the interview, if needed, clarifying questions were asked to make 

sure that responses given had been interpreted correctly. The interview template used for 

interviews with Jacobs is presented in Appendix 1, and the interview template for Trafikverket 

is presented in Appendix 2. 
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During the interviews, there was a segment of quantitative data gathering that is, described by 

Sukamolson (2007) as, a segment of collecting numerical data to explain a particular 

phenomenon. More than semi-structured interviews, observations have been another way to 

gather empirical data. The observation has been of a role of participant as observer that is 

described by Saunders et al. (2009) to be a member of the organisation. By being a member of 

the organisation, observing what is happening within the organisation and the feeling of the 

actions are easier observed. The author of this thesis has been working for Jacobs for almost 

three years before this study and is still employed by Jacobs during the time of the investigation. 

This creates an opportunity to observe the ongoing projects and the feelings and emotions of 

the employees' as the project proceeds. 

2.2.3.  Selection of Interview Respondents 

To obtain a holistic perspective for answering the research questions of this report, 

triangulation was used to gather information from interviews. Triangulation is described by 

Saunders et al. (2009) as a method of using two or more independent sources of data or data 

collection methods for the research findings. The criteria for selecting interview respondents 

included the experience of the individual with international cooperation and quality 

assessment. For gathering data, interview respondents were selected internally, from 

employees at Jacobs and former CH2M employees. Externally, interviews were conducted with 

respondents from Trafikverket. All interview respondents were either specified within their 

field with quality management, involved in the project Väg 35 and/or with experience of 

delivering similar types of international projects. The interview respondents and their details 

are presented in Table 2:2. 

Table 2:2 Interview respondents. 

Respondent Title 
Respon

dent 
Organisation 

Country 

of origin 

Exper

ience 

Interview 

method 

Length of 

interview 

Engineering 

Manager 
A Jacobs UK 

18 

years 

Skype 

interview 
1h 25min 

Regional Director 

of Scandinavia 
B Jacobs Sweden 

14 

years 

Personal 

interview 
48min 

Senior Principle 

Engineer 
C Jacobs UK 

10 

years 

Skype 

interview 
57min 

CDM Principle 

Designer 
D Jacobs UK 

30 

years 

Skype 

interview 
47min 

Project Manager E Trafikverket Sweden 
23 

years 

Skype 

interview 
47min 

Road Design 

Specialist 
F Trafikverket Sweden 

30+ 

years 

Skype 

interview 
1h 6min 

Environmental 

Specialist 
G Trafikverket Sweden 5 years 

Skype 

interview 
29min 

Senior Project 

Manager for 

Investment 

H Trafikverket Sweden 
20+ 

years 

Skype 

interview 
48min 
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2.3.  Method of Analysis 
To analyse all empirical data gathered from the interviews, a thematic method was used, which 

according to Braun and Clarke (2006) is suitable for analysing qualitative data. The most 

common methods of analysing interview data are; Thematic analysis, Narrative analysis and 

Deductive approach. The Deductive approach was dismissed for this study since it is more 

suitable when the research has a predetermined framework for analysis. The Thematic analysis 

was used in this study to find common patterns across the gathered data instead of creating a 

story of the data which is used for Narrative analysis. The method was adapted from the 

thematic method from Braun and Clarke (2006) which consists of a six-phase approach of 

analysing the data collected. After all the interviews were conducted, the first step was to 

familiarise with the data by making notes along the way when listening to the recordings of the 

interview. Afterwards, initial codes were generated by interpreting and describing what had 

been said in the interview. The codes and themes in the thematic analysis were generated by 

an inductive coding which is described by Fereday and Muir-Cochrane (2006) as a method of 

generating codes and themes from the participant’s discussion. From these codes, an initial 

search for themes was conducted and later reviewed to find themes of similar characteristics. 

Similar themes were combined and reviewed to see whether they are a separate theme of itself 

or if it might be a code under some other theme. The themes were named by describing its 

unique characteristics and lastly the analysis could be incorporated into the report with the 

themes presented in a logical and meaningful order. After the empirical data was analysed, it 

was compared and connected to the literature review to be able to draw reasonable conclusions 

about the research and discuss the results. 

The interviews had a quantitative segment in the form of rankings from the respondents. The 

respondents from Jacobs and Trafikverket where the respondents were asked to rank Project 

Management and Project Outcome aspects that derived from the literature study. These aspects 

were then collected to receive an understanding of the valued differences between Jacobs and 

Trafikverket. By gaining this understanding, Jacobs can adapt their practices to the culture of 

Sweden and strive for a good working relationship to increase the client satisfaction. The 

ranking was conducted through first ranking the value of all aspects on a scale between 1 – 10. 

If more than one aspect was given the same value, these aspects were ranked against each other, 

by giving a letter starting from “a” which represented the highest value. From ranking the same 

valued aspects with a letter, the letter was given a weighted value to present which aspects are 

of highest importance for the respondents when comparing them against each other. This type 

of ranking system was used to receive a clearer indication of what aspects are of importance 

for the respondents. By having a ranking system that only ranks the importance of the aspects, 

this could present a result that is not clear to analyse since most of the aspects might be 

important for all respondents. If the ranking was conducted to only compare the different 

aspects against each other, this may give a misguided presentation of what aspects the 

respondents value as important when being forced to give a low value to some important aspect.  

After this ranking had been made, this was analysed by comparing the perspective of the client 

and the consultant to be able to present cultural differences. The last section of the interview 

compared where the respondents from the different countries placed themselves and the 

organisational structure on different cultural dimensions. These cultural dimensions derived 

from Trompenaars and Hampden-Turner (2011) which is further described in Chapter 3.2 and 

aimed to be able to present how business is conducted differently in the countries operating on 



   

 

10 

 

the project Väg 35. The answers from the respondents were presented graphically to illustrate 

the different perspectives that client and consultants had of project management and project 

outcomes. After the first analysis of comparing the aspects and perspective, the main 

differences were further discussed to assist on generating reasonable conclusions for the result 

of this study. All descriptions of the project aspects are presented in the Interview Template in 

Appendix 1 and Appendix 2. 

2.4.  Research Quality 
To assure credibility of research findings is, according to Saunders et al. (2009), impossible to 

do. However, the authors state that all that can be done to increase the credibility is to reduce 

the possibility of getting the answer wrong. To do so, the focus should be on two factors for 

the research design: validity and reliability. 

To increase both the validity and reliability of the research and interview questions these have 

been reviewed by different stakeholders before final delivery. The report was peer-reviewed 

by students specialised in the same field as well as controlled and reviewed by the thesis 

instructor. Internal reviews were made at Jacobs from individuals involved in the studied 

project as well as individuals that are specialised within quality management and those working 

closely together with the client and other partners. The interview template was also reviewed 

by several parties from Jacobs, thesis instructor and peer-reviewed to make sure there will be 

no confusion of the questions. These types of reviews improved the overall quality of the report 

by avoiding unnecessary misunderstandings and mistakes. 

2.4.1.  Validity 

The validity of a research project is described by Saunders et al. (2009) to regard how 

trustworthy the findings for the research are by questioning if the findings really are about what 

they appear to be about. The validity is also described by the authors to evaluate if the data has 

been collected in an appropriate way and if the conclusions are based from the gathered data. 

To increase the validity of the interviews, the interview questions were sent in advance, so the 

interview respondent would be able to prepare the answers, so a more in-depth discussion could 

take part to strengthen the report. By sending out the questions in advance, the validity can also 

be decreased since the answers could have been manipulated to give an incorrect answer that 

gives a better perspective of the interviewee. During the interviews, the questions were 

composed in such way that they were not of a suggestive type. This ensured more trustworthy 

answers as they are the actual opinions of the respondents.  

Triangulation was used while gathering data from interviews, articles and observation, which 

can increase the validity of the research since different sources can complement each other 

(Saunders et al. (2009). The articles used in this report were based on two criteria to increase 

the report’s validity. Those criteria were that the articles should be well-cited and that the article 

should be published in journals where the article has been reviewed before publication. 
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2.4.2.  Reliability 

The reliability of a research project refers to how the findings will be consistent with the data 

collection techniques or analysis procedures (Saunders et al., 2009). The authors refer to 

Easterby-Smith, Thorpe, Jackson and Lowe (2008) who list three questions that describes how 

the reliability of a research can be assessed: 

1. Will the measures yield the same results on other occasions? 

2. Will similar observations be reached by other observers?  

3. Is there transparency in how sense was made from the raw data? 

From interviewing several parties with similar questions, the reliability of the research has been 

increased through triangulation by using different sources of information. The respondents for 

the interviews were involved in the studied project and have good experience within the topic 

of the research to obtain a similar point of view of the project from all respondents. The 

interview questions were reviewed by an independent third party to assure that the questions 

were easily understood and interpreted in the same way. 

From using different types of interviews (in person and Skype interviews) the reliability of the 

research was decreased. This is because the conversation during a face-to-face interview could 

give out other expressions and emotions that can be missed over online interviews, resulting in 

varying follow-up questions from different interview types. 
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3. Theoretical Framework 
The following chapter contains the literature review for the project. The chapter includes 

theories and research topics necessary to fulfil the purpose of the research. Main topics that 

are described are; Quality within Engineering Projects, Quality Culture, Client Satisfaction 

and Project Success. 

3.1.  Quality within Engineering Projects 
From the many definitions of quality by Gransberg et al. (2008) and BPM Glossary (2019) 

about Quality, quality will be defined from some different standpoints. Quality is a broad 

subject which has been narrowed down into five specific topics from Gransberg et al. (2008), 

as seen below.  

• Relative quality: Comparison of product features and characteristics; 

• Product-based: Quality is a precise and measurable variable and differences in quality 

reflects differences in quantity of some product attribute; 

• User-based: Fitness for intended use; 

• Manufacturing-based: Conformance to specifications; and 

• Value-based: Conformance at an acceptable cost. 

Often all of these topics are necessary to meet project requirements, but depending on the 

project goals, focus usually relies on one or a few of the above stated topics. From the BPM 

Glossary’s (2019) definition of quality, mentioned in the Introduction chapter 1.1, quality will 

have a broad definition that complement the five topics from Gransberg et al. (2008). 

Companies strive for excellence of quality when delivering a project to satisfy and meet the 

client demands and expectations (Vlăsceanu et al., 2004). 

The owner of a project needs to be precise in defining the quality for each feature of work 

according to Gransberg et al. (2008). The authors claim that this is needed from the clients who 

are attempting to articulate the requirements for both design and construction quality. Figure 

3:1 shows a model of how Design-Build projects can be managed for a project to be accepted 
and visually describe and differentiate the responsibility areas in a project. As shown on the 

left-hand side of the figure, the quality control and assurance for the design should be the 

responsibility of the designer in order to deliver quality assurance for the project. The quality 

management may differ with the level of responsibility. However, the design side (left) always 

stays the same in the different examples from Gransberg et al. (2008) when describing the 

dividing line of responsibility.  
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Figure 3:1 Project quality assurance model for quality management adapted from Gransberg et al. 

(2008). 

3.1.1.  Internal Quality Control 

The process of internal measurement of quality evaluation that refers to operational activities 

and techniques that are used to meet the requirements of the quality standard is described by 

Vlăsceanu et al. (2004) as quality control. The authors describe quality control as often used 

interchangeably with quality management and assurance and refer to the measures taken 

regularly to assure higher quality of products, services or processes. This increased quality that 

derives from quality control further connects to delivering a successful project and gaining an 

increased client satisfaction. 

With good quality control, Burati, Weed, Hughes and Hill (2003) describe that nonconforming 

materials or processes can quickly be identified and prevented from being incorporated into the 

project. The authors describe that the client usually specifies the lowest quality requirements 

which turns into a disadvantage for the client if the supplier sees these requirements as adequate 

for the project and only strive to meet those minimum requirements. However, Burati et al. 

(2003) describes that if the supplier sees these minimum requirements as the agency’s 

minimum requirements instead of the client’s, it is more likely that the quality control will 

include a broader perspective of how the quality will be controlled and delivered. Burati et al. 

(2003) say that it is important that a quality control plan should be submitted by the supplier to 

show thoughts and planning on the part of the supplier and does not simply repeat what the 

client has stated. Consequently, some of the requirements within the agency that the supplier 

may need to incorporate in their quality control are mentioned by the authors to include: 

• Employ qualified technicians; 

• Use qualified facilities; 

• State properties to be measured and inspected, and the testing frequencies; 

• Maintain control charts and state properties and frequencies of plotting; 

• State action criteria that will be used to identify “out of control”; 

• List the procedures to follow when “out of control” is identified; and 

• State responsibilities for correcting “out of control”. 

Further quality control may be presented to the client of who is responsible for what part of a 

project in a sequential order. To have an internal quality control is valuable for the supplier of 

understanding successful quality practices and other processes to deliver a project with good 

performance (Forker, 1997). The author describes that when a good structured quality control 

is presented, the client is relying on those practices to assure for a good quality output. 
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3.1.2.  External Quality Assurance 

Quality assurance is described to include planned and systematic actions necessary to provide 

confidence that a product will perform satisfactorily and conform with the project requirements 

(Arditi & Gunaydin, 1997; Gransberg et al., 2008). Vlăsceanu et al. (2004) describe quality 

assurance as an ongoing, continuous process of evaluating (assessing, monitoring, 

guaranteeing, maintaining and improving) the quality.  

The responsibility of improving the quality of the deliverables are transferred to the party that 

is handling the coming delivery (Dorgan and Dorgan, 2005). From this transfer of 

responsibility, the authors states that it has put a larger focus on assuring the quality of the 

delivery which has resulted in a moderate advance in quality. However, the authors describe 

flaws with quality assurance from the supplier that is focusing on absolute operability rather 

than on the client’s project intent. Furthermore, it is described that the project intent extends 

further than the project specifications, which might be lost by the supplier while trying to assure 

the quality of the specifications. This indicates that the client expectations extend further than 

what is expressed, to meet and exceed the client expectations the supplier needs to find what 

the actually wants from the project to deliver a successful project. 

To reach the criteria for quality assurance, Magnussen and Samset (2005) describe different 

key problems that need to be solved to be able to assure quality to the client in major projects. 

Table 3:1 presents the problems and corresponding solutions that Magnussen and Samset 

(2005) describes for quality assurance. These aspects should be taken into account during the 

initiating phases of a project to avoid the mentioned problems that are described in the table. 

Table 3:1 Key problems and features for quality assurance adapted from Magnussen and Samset 

(2005). 

Problem Quality assurance features 

Cost overruns 
Preliminary estimate before choice of concept, External 

audit before approval to finance the project 

Tactical budgeting 
Realistic and independent cost estimates, External 

follow-up audit of budget proposal 

Narrow planning 

perspective 
Systematic early assessment of needs and effects 

The wrong choice of 

concept 
Assessment of at least three alternatives 

Adverse effects of 

uncertainties  

Analyse of uncertainties prior to selection of project 

concept 

Implementation of the quality assurance features may help to solve some of the problems listed 

in Table 3:1. Burati et al. (2003) describe that for implementing quality assurance, it is 

necessary to have realistic goals and expectations. From implementing quality assurance 

features for a project, it can lead to an overall improvement of quality to increase the client 

satisfaction. Possible criteria that the authors suggest that may be used to assess the success of 

having quality assurance specifications is: 

• Improved quality for the client; 

• a more knowledgeable industry; 

• faster completion times; and  

• lower bidding costs. 
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A client cannot judge the quality of the delivery until they have received it (Rogerson, 1983). 

A simple way for clients to feel assured of the quality of the delivery is through looking at 

previous quality decisions made by the company, that is the basis of its reputation (Kranton, 

2003). Rogerson (1983) discuss that the reputation of companies that are bidding for a project 

can be differentiated by the client from previous quality performances that reflects on future 

deliverables. Kranton (2003) describes that from proper sharing of information about previous 

quality measures and plans for coming project can assure to the client that quality will be 

delivered. The author describes that to gain market share in a new market, companies may need 

to start by producing same high-quality to the client for a discounted price. From being able to 

assure the project quality, the author states that companies will more likely get stability on the 

market by starting with a lower current-period price than to cut costs that will lower the quality 

(Kranton, 2003). 

In the year 2000, the Norwegian government implemented a quality assurance regime for the 

Norwegian road sector because of the very large cost overruns in projects (Odeck, Welde & 

Volden, 2015). In 9 out of 10 infrastructure projects (road, rail, bridges, etc.) costs were 

underestimated and the final costs of the project, on average, exceeded by 28% (Flyvbjerg, 

Holm & Buhl, 2002). The quality assurance regime that is described by Odeck et al. (2015) 

was a way to standardise planning procedures and cost estimation methodologies for ensuring 

desired level of quality in the delivery of projects and services. This assurance system includes 

an inspection of the estimated cost of road projects that is conducted by a consultancy company 

before funds are tied up. This type of quality assurance scheme is somewhat controversial and 

is opposed by some researchers that claim that it is contributing to increased costs and delays 

instead of improvements (Magnussen & Samset, 2005). However, this method of front-end 

estimate that have been subjected to external criticism has been successful in proving a 

reduction of cost overruns for Norwegian road projects (Odeck et al., 2015). Flyvbjerg et al. 

(2002) describes that the cost underestimation is a global phenomenon that has been studied 

across at least 20 nations and 5 continents. After the successful implementation from Odeck et 

al. (2015), other countries such as Denmark and UK have also introduced similar regimes and 

implemented it as a culture of assuring quality for the road projects. 

3.2.  Principles of Culture 
The ingredients for quality culture consist of a solid culture of evidence and thorough quality 

assurance procedures (Vlăsceanu et al., 2004). The authors continue describing quality culture 

as a set of shared, accepted and integrated patterns of quality that can be found in the 

organisational culture and management systems. Quality culture is defined by Dziminska, 

Fijałkowska and Sułkowski (2018) as an organisational culture whose main aim is to constantly 

improve its quality. From understanding and knowing about the differences in the cultures 

when conducting a project, reasons for differences of prioritising or approaches to situations 

may be handled better (Wognum et al., 2002). The authors describe that solving cultural 

differences is difficult and often not feasible. 

Important components of quality culture that is mentioned by Dziminska et al. (2018) are 

cultural and psychological aspects as well as structural and managerial character. The first 

aspect is related to common beliefs, values, expectations and the commitment to quality 

improvement. The second aspect concerns defined processes that supports the quality 

enhancements and coordinating the work of those involved in quality improvement. Wognum 

et al. (2002) describe that the most important aspects from working on an international project 
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where cultural differences occur is knowledge and understanding of the reason for the 

differences such as differences in priorities. 

3.2.1.  Cultural Dimensions 

Often while speaking about culture, organisational or corporate culture is discussed. Lagrosen 

(2003) describes that one of the most important aggregate of culture is national culture which 

must be analysed when entering a new market. National and organisational cultures are linked 

together since it is impossible for companies to have an organisational culture that differs 

substantially from the cultural factors in the country (Lagrosen, 2003). Trompenaars and 

Hampden-Turner (2011) describe five dimensions with relationships that are faced against each 

other to describe how different cultural ways of being affects business. The dimensions that 

the authors are describing differ between people and cultures are: 

1. Universalism versus Particularism (rules versus relationships). 

In a Universalism culture, Van Vliet (2015) describe that standards and values are important 

and rules should be followed and applied the same for everyone. In a Particularism culture, the 

author describe that members believe that ideas and applications to rules may vary for unique 

circumstances.  

2. Communitarianism versus Individualism (the group versus the individual). 

The Communitarianism vs. Individualism dimension is described by Trompenaars and 

Hampden-Turner (2011) to differ from if people regard themselves primary of a group or 

mainly as individuals. 

3. Neutral versus Affective (the range of feelings expressed). 

In an Affective culture Van Vliet (2015) describes that openly expressed emotions are more 

accepted since it is seen as a part of business. In a Neutral culture, the author describes that 

individuals keep their emotions to themselves where emotions are not seen as a part of the 

business. 

4. Diffuse versus Specific (the range of involvement). 

The difference of Diffuse vs. Specific cultures is described through the relationships within a 

business relationship. In a specific culture, the business relationship is described to be bluntly 

a relationship where business should be conducted, and no personal relationships are 

concerned. In a diffuse culture, personal relationship between the parties involved in the 

business are highly valued. 

5. Achievement versus Ascription (how status is accorded) 

The differences between Achievement vs. Ascription dimension is compared to how status is 

attributed to the individuals. The achievement dimension leans towards individuals being met 

from what you have accomplished to get to where you are today. The ascription dimension 

means that status is achieved from who you are. Trompenaars and Hampden-Turner (2011) 

describe that cultures that lean toward ascription value the status from name, title, connections 

or education records for example. The authors describe an example that simplifies how to see 

achievement vs. ascription by stating that in achievement cultures, the first question asked may 

be “What did you study” compared to ascription where the first question may be “Where did 

you study”. 
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3.2.2.  National Cultures 

The national cultures usually differ between different regions in the world, Mathews et al. 

(2001) describe the different cultural approaches to quality management from different regions 

across the world which is shown in Figure 3:2. The horizontal axis in the diagram represents 

managerial approaches while the vertical axis represents the nature of interactions.  

 

Figure 3:2 Regional cultural differences adapted from Mathews et al. (2001). 

The difference between the horizontal axis is that Diffuse include indirect and ambiguous 

management style with tactfulness and situational approach. Specific refers more to a factual 

and definitive approach with bluntness in decisions and orders. For the vertical axis, Affective 

has an emotional approach that broadly supports different point of view and Neutral diminish 

and control the differences of opinions. (Mathews et al., 2001) 

Mathews et al. (2001) describe a study conducted between some European countries, listed in 

Figure 3:2. The study indicated that countries that are listed in the Affective/Diffuse corner 

have client demands for quality, cost reduction and service improvement as the largest focus 

for quality management. Other countries that are placed in the Neutral/Specific corner are 

rating internal co-ordination as higher importance for their quality management. Hofstede 

(1996) describes how countries that exists in the Specific/Neutral corner of the diagram have a 

culture of also being universalist, individualist, future-orientated and attributing status by 

achievement. The author describes that the other side of the diagram is the opposite of what is 

described for Specific/Neutral. Important to keep in mind is that these dimensions and states 

of being is described at a national-level and not individual personalities (Hofstede, 1996). To 

avoid cultural complications when working in a new country, Mahlingam, Levitt and Scott 

(2005) describes the importance of grooming the employees of the cultures of the country. 

While focusing on the employees, Dziminska et al. (2018) describe that employees should not 

be given additional tasks from the management to implement a quality culture. Instead, the 

authors describe that the employees should have an attitude and approach to constantly search 

for what can be done better instead of asking for what else should be done. The groups working 

in international projects that are described as individualistic are described to be less conscious 

of their relationship with other people (Chan, Yim & Lam, 2010). The authors continue to 

describe that the side mentioned as individualistic do not value group harmony as much as the 

counterpart in the affective/diffuse corner of the diagram. In every country there are always 

individuals that hold beliefs and values that are different from the typical of the country 
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(Patterson, Cowley & Parasongsukarn, 2006). Because of this, the authors describe that the 

marketing efforts should be directed at the individual instead of country stereotypes to improve 

chances of success. When dealing with a client that has a culture of being more individualistic, 

they are more likely to act with a “business person” role that is more concerned with the 

outcomes of the project (Chan et al., 2010). This type of client is described to have focus on a 

more efficient communication that saves time and hassle and value enhanced control over 

decisions for economic outcomes. To have an effective communication is described by 

Dziminska et al. (2018) to be the key element to deliver quality across cultures. Face- to-face 

communication is essential during all parts before and ongoing in the project to create a trust 

between the parties and create a better way of dealing with complex problems (Wognum et al., 

2002) To have an effective communication, the authors describe that it indicated and creates 

trust between client and supplier that leads to an increased client satisfaction. Chan et al. (2010) 

provides empirical evidence with their study that no matter of the cultural differences in 

countries, client involvement has a big part in increasing client satisfaction and bring value to 

the company’s strategy. From building and strengthening the relationship with the client by 

knowing and understanding the culture of the client, a more personalised service can be 

provided to achieve a satisfied client (Iglesias, Sauquet & Montaña, 2011). 

3.3.  Client Satisfaction 
The first step towards client satisfaction is described by Kärnä (2004) to find out what the client 

really wants. From evaluating the client-supplier relationship and determining the major factors 

that affect satisfaction can lead the supplier to change the method of working with the client 

resulting in an increased satisfaction (Jonsson & Zineldin, 2003). Kärnä (2004) connects client 

satisfaction to quality of the project where the client satisfaction varies depending on the 

perceived quality of the delivery. The clients are satisfied with the deliverables according to 

Kärnä (2004) when the perceived performance is greater than the expected. To have a mutual 

satisfaction between parties, Ledingham (2003) describes trust, openness and mutual 

understanding as factors to have a good relationship. Sauerwein, Bailom, Matzler and 

Hinterhuber (1996) refer to the Kano model when describing requirements for satisfying your 

clients. The model that is described is shown in Figure 3:3 and was created by Kano (1984) to 

get a better perception of what affects client satisfaction.  

 

Figure 3:3 Kano’s model of client satisfaction adapted from Kano (1984). 
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The figure describes three types of client requirement that influence the client satisfaction. In 

the bottom of the figure it is Must-be requirements that refers to the criteria that needs to be 

fulfilled to avoid a dissatisfied client (Sauerwein et al., 1996). These requirements are described 

by the authors as not increasing the satisfaction for the client but are basic requirements 

expected with the product. The diagonal line refers to the One-dimensional requirements that 

usually are explicit client demands and the client satisfaction is proportional to the level of 

fulfilment of those demands. The last one is Attractive requirements which includes functions 

or requirements that are not expressed or expected by the client. These requirements are 

according to Sauerwein et al. (1996) the criteria that have the greatest impact on satisfying the 

client. However, the authors add that these criteria do not lead to dissatisfaction if not applied 

or implemented. From these requirements, client satisfaction is influenced on how the product 

features affect the perceived quality of the product assessed by the client compared to 

competitors (Sauerwein et al., 1996). Ledingham (2003) adds that failure to meet or exceed 

client expectations can determine the relationship’s continuation. The Kano-model is according 

to the authors a good model to be able to determine what function and criteria that is important 

for the client and may lead to a higher client satisfaction. 

Value in a project is determined by the client, thereby the goal of a project should not be to 

deliver value for the client (Chan et al., 2010). The authors state that instead there should be a 

goal to mobilize the client to work together with the supplier to co-create value for the project. 

The value that client involvement can contribute to a project is to be a resource of information 

and knowledge that will be able to act as a feedback loop to enhance the effectiveness 

(Lundkvist & Yakhlef, 2004). The employee cannot choose to accept or reject client 

participation in a project (Chan et al., 2010). Client involvement and good cooperation is 

essential for a successful project (Vognum et al., 2002) from meeting the client expectations.  

Many consulting companies see it as important to satisfy their clients and fear not delivering 

the value that they portrayed to the client or to deliver less value than their competitors would 

deliver (Delany, 1995). By gaining a satisfied client, trust is created between the parties for 

future cooperation (Dziminska et al., 2018) and lead to a better working relationship (Jonsson 

& Zineldin, 2003). From having a good working relationship, companies show trust towards 

the other partner by being able to adapt their practices to the client’s requirements (Jonsson & 

Zineldin, 2003). Further, the authors describe that it is the willingness to adapt that 

demonstrates the commitment to the development of the relationship. For consultancies, the 

author describe that an evaluation trend may help to improve the efficiency throughout all 

stages of the process. To use formal evaluation gives the client more say in a project and 

confirms that the projects is going in the right direction to meet the client demands (Delany, 

1995). 
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3.4.  Project Success 
Project success can be measured in differently for different types and phases of a project (de 

Carvalho, Patah & de Souza Bido, 2015). The Iron Triangle, Figure 1:1, is described as the 

traditional view to define project success by comparing Cost, Quality and Time even though it 

has been criticised by many researchers (Chan, Scott & Lam, 2002; Atkinson, 1999). Atkinson 

(1999) describes that many other authors agree that these criteria for measuring success should 

be used, but not by themselves. The author describes that even though literature indicates other 

success criteria, the iron triangle is still the preferred criteria for project success. The Iron 

Triangle itself has proven to be only a part of overall project success (Radujković & Sjekavica, 

2017). Handy (1993) states that there are two types of errors: Type 1: Doing something wrong 

and Type 2; Not doing something right. From these errors, Atkinson (1999) describes that using 

the Iron Triangle for measuring project success should be used for Type 2 errors where things 

are not as good as they can be but can be improved. De Wit (1988) describes from his study 

that time and cost are irrelevant when measuring project success. The author defines that 

overall project success derives from how the project meets the technical specifications and the 

mission to be completed. The author continues to describe that there should be a high level of 

satisfaction concerning the project outcome among the key people linked to the project to call 

it successful. 

When entering a new market, companies confront a number of obstacles to success (Lord & 

Ranft, 2000). The authors describe that there can occur challenges of adapting processes to 

different cultural and national requirements that is required for a successful project. Chan, Scott 

and Lam (2002) describe a study comparing successful construction projects and taking out the 

success factors that will give owners, designers and suppliers valuable insight into how they 

can consistently achieve superior result on their projects. To measure project success, the 

authors describe the six most frequently used factors that measure project success: 

• Budget performance; 

• schedule performance; 

• client satisfaction; 

• functionality; 

• supplier satisfaction; and 

• project manager/team satisfaction 

From these factors, Müller and Turner (2007) have measured the most critical relationships for 

overall success in projects to be highest related to team satisfaction and client satisfaction. The 

authors continue to describe that there are differences in the rating of success criteria by project 

type, where a highly complex project has client satisfaction as the most significant criteria for 

project success.  
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4. Empirical Gathering 
This chapter includes the empirical gathering of the research. The chapter describes and 

compares the existing documentation that Jacobs has established and use for projects. From 

the interviews conducted, different rankings of important aspects in projects were compared 

and cultural dimensions of the organisational structure was collected from the respondents.  

4.1.  Jacobs’ Quality Control and Quality Assurance Methods 
From Jacobs’ PDW that is presented in Figure 1:3 and Figure 1:4, a flowchart of their quality 

management practices is presented in Figure 4:1. This workflow enables Jacobs to assure 

quality for the client. The workflow consists of Key Documents and Templates [KD&T] and 

Supporting Information [SI]. 

 

Figure 4:1 Flowchart of Jacobs PDW for Quality Management, adapted from Jacobs Connect PDW. 

Copyright 2019 Jacobs Engineering Group Inc. Use of this figure is permitted by Andy Brechin, 2019-

05-03. 

Figure 4:1 presents the KD&T and SI available for the Management and Quality discipline 

during the Initiation and Planning phase of projects. The other phases in the flowchart present 

the general parts that are available for the discipline. However, there will be no focus on these 

other stages, thereby, these stages only present the headers of the phases and not the KD&T 

and SI documentations available. This workflow is of use to Jacobs for completion of the 

quality part of the project. The Project Leader (Respondent A) of Väg 35 and the Design Lead 

(Respondent C), who is also head of quality for Väg 35 was interviewed to describe the 

relevance and usage of these KD&T and SI when working on a project in a new country. The 

section from the interview regarding the PDW was conducted to generate ideas and 

improvement points for the PDW that should be adapted when working in a new country and 

to adapt to another culture. 

Both Respondent A and C have been working with the PDW and describe that it is a good tool 

that presents everything that needs to be done in a project from a “single source of truth”. From 

previous experience, these types of documents have always been needed but difficult to find 

the appropriate persons with the suitable information according to Respondent A. In terms of 
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quality, Respondent C describes that the PDW is a process that gives a consistent requirement 

for checking and reviewing across all deliverables to help ensure quality. From the checking 

and reviewing processes in the PDW, Respondent C describes that regardless of the team’s 

experience, Jacobs will be able to deliver high and consistent quality by using these processes. 

If Respondent A could make improvements to the PDW, it would be more flexible for smaller 

and larger projects. Since all projects must go through all steps in the current PDW, some parts 

are not always suitable for smaller projects. These parts may take unnecessary time to conduct 

that brings little or no value. Respondent C agrees that many internal processes require that the 

PDW should be followed exactly, but sometimes some processes need to be adapted to meet 

the client expectations. However, by being able to track what has been done and see who is 

responsible for which parts within the PDW, it has improved the quality of the overall project. 

Respondent C adds that the PDW processes are not so well linked between different teams and 

phases of a project. The respondent further explains that clearer explanations for the teams of 

how phases link together would be necessary to get a better understanding of the overlapping 

between the phases for a more efficient use of the PDW. 

At the time CH2M won the tender for Väg 35, the standardised PDW Jacobs uses, was not yet 

in place for CH2M. Because of this, when CH2M merged with Jacobs, a hybrid version of the 

PDW was set up to control the internal quality and assure quality for the client. If any new parts 

of the project were started after the merger with Jacobs, then Jacobs processes were used. If a 

task was already started by following the CH2M process, then it was continued to limit any re-

work. However, when updating the task or deliverable, it was then adapted to follow Jacobs 

processes (Respondent C). The following tools from the PDW were used from the hybrid 

version from CH2M’s processes included the Project Execution Plan (PXP) and Client 

Expectation Survey which are described in the following sections. These tools were used to 

understand the client’s priorities and then present to the client how Jacobs would assure quality 

in the project. 

4.2.  Project Execution Plan 
The PXP is a document from the Initiation and Planning phase where Jacobs’ management 

present how the project will be executed for the client. Within the PXP there is one section that 

describes the Quality Strategy of the project. This section presents Jacobs’ quality control by 

stating how all deliverables will be checked, reviewed and approved to assure quality of the 

deliverables. The Quality Strategy that is meant for quality assurance of the project uses several 

review processes, visible in Figure 4:2.  
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Figure 4:2 Jacob's Quality Strategy for quality control and assurance, adapted from Jacobs’ PXP for 

Väg 35. Copyright 2019 Jacobs Engineering Group Inc. Use of this figure is permitted by Andy Brechin, 

2019-05-03. 

Figure 4:2 present Jacobs’ internal quality control that delegates responsibility for the different 

disciplines and people in decision making roles. This flowchart is usually presented as a table 

where all the people responsible for their part is documented to visualise who the gatekeepers 

are. From having this type of quality control, the gatekeepers are delegated responsibility to 

deliver their stage with high quality or errors can easily be traced back to them. This gives the 

gatekeepers an incentive to deliver highest possible quality for their delivery. 

More than the Quality Strategy that Jacobs present in the PXP, it has been observed that this 

document describes relevant project information, targets and deadlines and the time plan for 

the project. The document describes how all risks with the project and communication will be 

handled as well as Health and Safety that has been added because of Jacobs. Among other 

important aspects that are described in the PXP, is how financial controls are reported as well 

as how client satisfaction surveys are conducted and how complaints can be received. The PXP 

is seen as a well-established document that contains all relevant and necessary information 

about the project. As described by Burati et al. (2003), to have a quality control and quality 

assurance, that can lead to an overall quality improvement and lead to an increased client 

satisfaction. 

4.3.  Client Satisfaction Survey of Väg 35 
Both Trafikverket and Jacobs have their own surveys where the client evaluates the experience 

of the work that has been conducted and describing what needs to be improved from Jacobs to 

reach higher client satisfaction. Trafikverket have a template that reports the experience with a 

scale between 0 and 4 points of nine different criterion. The project manager from Trafikverket 

answers this template and ranks their perception of the supplier. Jacobs’ client expectation 

survey that is a part of the PDW, is conducted through an interview with Trafikverket’s project 

manager where project criteria are ranked between 0 (Poor) and 3 (Excellent). In the ranking 

system for Jacobs, it is also possible to rank with 0.5-points, making it a wider scale. Jacobs’ 

evaluation ranks ten different criterion and has an extended part of how they can improve value 

to the client with more discussion topics. Below in Table 4:1 the different criterion from 

Trafikverket and Jacobs is listed and marked with the current ranking value of the project. 
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Table 4:1 Client Satisfaction Criterion. 

Trafikverket 
Ranking 

(0-4) 
Jacobs 

Ranking 

(0-3) 

Safety 3 Safety 2 

Cooperation & 

Communication 
3 

Communications & 

Responsiveness 
2.5 

Suggested solution 2 
Scope & Project 

Planning 
2 

Product Quality 2 Technical Services 2 

Cost Estimation 3 Cost/Estimating 1.5 

Cost Compilation 2 Supply Management 2 

Documentation 3 Staffing 2 

Security of Delivery 2 Schedule 2 

Innovation 2 Field Execution 2 

  Management & 

Support Services 
2 

From all the rankings that have scored a value of 2 or higher from Trafikverket’s survey, is 

described to be acceptable and follow the contract’s requirements. The aspects that have scored 

a value of 2 have some minor flaws with comments of what would be necessary to improve. 

The aspects from Jacobs’ survey indicate on a good value from ranking 2 with some minor 

comments for improvements. The only ranking that has a value lower than 2 in Table 4:1 is for 

Cost/Estimating that is described to be acceptable and has improved well from previous survey. 

The Cost/Estimating aspect is ranked lower than other aspects since the payment plan that 

recently was not in place needs to be improved. This similar aspect has been given a higher 

value (3 out of 4) from Trafikverket’s survey because the estimated final costs and additional 

costs follow the contracted budget. 

The rankings from Trafikverket and Jacobs that are presented in the table above indicate a 

similar perception of the five first aspects from both parties with exception for Cost Estimation. 

The last four to five described aspects in the table differ from each other and gives a broader 

perspective of what client satisfactory aspects are concerned in the surveys. Since Jacobs are 

doing their own client satisfaction survey, they get a broader perspective of how satisfied the 

client currently is than what would be detected from only concerning Trafikverket’s 

standardised template. All the aspects that are ranked on the templates from Trafikverket and 

Jacobs have comments describing what needs to be done by Jacobs to improve the client 

satisfaction. Jacobs are continuously striving to meet all client expectations to receive as high 

ranking from the survey as possible. 

The survey that is conducted continually during the project execution by initiative of 

Trafikverket is conducted through a standardised template where it gives the possibility to write 

down comments around the answered ranking. Jacobs’ survey is conducted every six months 

through an interview with the client. During this interview, the rankings are discussed, and 

comments from the interview are documented. The interview includes additional parts of how 

Jacobs can increase the value for Trafikverket from how much they agree with different 

statements. The Jacobs’ interview template enhances the opportunity for a more in-depth 

discussion about how they can improve and strive for a higher client satisfaction, by the 

provision of 72 discussion points under the 10 different areas of assessment. 
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5. Analysis 
The following chapter contains the thematical analysis of the conducted interviews. From the 

interviews, codes and themes were generated from topics that were similar. These codes and 

themes will be analysed in this chapter and compared to the theoretical framework. First in 

this chapter, the full thematic analysis will be presented and later the specific themes will be 

further analysed with collected quotes.  

5.1.  Thematic Analysis Overview 
The thematic analysis that is described by Braun and Clarke (2006) was used to assist the 

linking of the qualitative data to the theoretical framework. From being well acquainted with 

the full content of this report, the thematic analysis coding and analysing system made the 

approach suitable for connecting the literature to the result of the analysis. The thematic 

analysis was conducted from an indicative coding from the interviews where the themes, 

factors and codes have been generated from the discussions during the interview. Figure 5:1 

and Figure 5:2 presents the overview of the thematic analysis that visualise the codes, factors 

and themes that has been generated.  

The themes presented in the figures below were further analysed and presented together with 

quotes that have been gathered from the interviews in the following sections within this 

chapter. The presentation of quotes in Table 5:2 – Table 5:8 have been limited to only some 

quotes that derived from the interviews. The quotes that gave valuable information for further 

analysis was used in the tables. Also, when several respondents answered with similar quotes, 

only one of the quotes were used so the tables would not consist of repetitive information. 

The respondent (Re) for the quote has been designated with a letter (A – H) where Jacobs 

employees has a letter designated from A – D and employees from Trafikverket have a letter 

designated from E – H. To see who the respondent is that is linked to a specific quote, please 

refer to Table 2:2. To clarify the tables in section 5.2. to 5.8. of the origin of the quote, the 

quotes from Jacobs has been toned with a darker background colour as can be seen in Table 

5:1. 

Table 5:1 Clarification of quote origin. 

Re Quote Code Factor 

 Quote from Jacobs   

 Quote from Trafikverket   
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Figure 5:1 Thematic analysis overview (part 1). 
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Figure 5:2 Thematic analysis overview (part 2). 
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5.2.  Quality 
This report followed a definition of Quality from BPM Glossary’s (2019) website that describes 

quality as characteristics of a process that indicate conformance to designated parameters and 

the degree of perceived client satisfaction. It also describes quality characteristics include 

reliability, consistency and ability to continue to perform under any circumstances. The final 

statement in the definition is that quality is only critical in relation to the value that the client 

place on the deliverables. From the interview that was conducted, the respondents were asked 

to define their perception of “Quality” and how low versus high quality may arise. These 

questions were intended to give a perception of how Jacobs should view quality in their strive 

for excellence in quality management by seeing what quality aspects should be valued and 

avoided. Table 5:2 presents some of the quotes that were derived from the interviews and links 

them to the codes and factors that are shown in Figure 5:1. 

Table 5:2 Compilation of quotes regarding Quality from the Thematic Analysis. 

Re Quote Code Factor 

A 
"Quality can be seen as a measure to meet and exceed client 

expectation." Exceed client 

expectations 

Meet 

expectations 

D 

"Quality is what fully meets the client requirements. Delivering the 

client’s requirements following the project’s and budget 

restraints." 

Value for money 

A 

“Providing value for money is basically what it falls down to. So, 

at a minimum, meet the client expectations where possibly exceed 

them.” 

E 

“Focus should not be on delivering high or low quality, I want the 

right amount of quality. It is not that from delivering higher quality 

than requested always improves the project, but you want to reach 

a specific level.” 

E 
"A delivery should always consider the life cycle that gives the 

correct costs." 

G 
"No changes should be needed in a delivery, it should be right the 

first time." 

Right the first 

time 
C 

“Doing the right thing the first time. Have good self-checking, 

encouraging the team to not just do their work and pass it on, but 

to self-check their own work. Followed by having a more 

experienced person to check that work before passing it on to the 

client” 

G "Good quality should be easy to repeat and is well thought-out." Consistency 

High Quality 

F 

"Personal engagement to the project has a big meaning for delivery 

of high quality in a project. If you see value in what you are doing, 

then it is more likely that you deliver a good result." 

People 
G 

"It is possible to receive high quality when different areas of 

expertise are able to work well together, combine young and old 

experienced people within the projects and all aspects can be seen 

from different angles." 

H 

"The person conducting the drawing needs to understand how 

things are done in reality to deliver high quality. People might not 

have been out to see how things actually looks. It is a craftmanship 

that requires knowledge and experience to deliver a good project." 

B 
"Quality is received by following the quality systems and go 

through all parts to prevent deceasing quality" 

Following 

standards 
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E 

“Shortcomings in the deliverables, which clearly suggests that it 

will lead to higher costs in the production or in the operational 

stages." Shortcomings 

Low Quality 
H 

"It may sometimes go too quickly, and the supplier might not 

understand the meaning of all aspects." 

G 
"By not having the right competence in the group that delivers the 

project may also lead to a lower quality of the delivery." 
Competence 

H 
"Lack in knowledge and experience may lead to a decreased 

quality of deliverables." 

From the different quality topics described by Gransberg et al. (2008), the respondents from 

the interviews indicated that their focus on quality is value-based and that this is mentioned by 

both the client and supplier. The client seems to have a higher focus than the supplier on the 

people in the organisation to deliver high quality. This is described from the client that personal 

engagement and from people working well together generates a higher quality. Respondent G 

describe that high quality can be received when different areas of expertise and experience can 

work well together. From Jacobs PDW, Respondent C described in Section 4.1 that from their 

checking and reviewing processes, the teams of different experiences can assure and deliver 

quality to a consistent level. The supplier on the other hand has a larger focus on delivering 

quality through following standards to meet and exceed the client expectations.  

Respondent E describes that the client wants deliverables that meets their specifications, “…It 

is not that from delivering higher quality than requested always improves the project, …”. 

However, Dorgan and Dorgan (2005) describe that the project intent extends further than the 

project specifications. This presents a contrast where the supplier wants to deliver as much as 

possible to exceed the client expectations while the client only wants what has been asked for, 

and no more. When the supplier wants to receive higher client satisfaction by exceeding client 

expectation, there must be quality assurance plans in place according to Dorgan and Dorgan 

(2005) to be able to meet the client’s intent. So, there must be a balanced and well thought-out 

plan, so the deliverables do not contradict what the client wants. 

5.3.  Cultural Differences 
Cultural differences between Sweden and UK where the main parts of the work have been 

carried out from the interviews and are presented below in Table 5:3. These different 

dimensions were taken out to present how the cultural differences might affect the work that is 

being conducted in Sweden. Also, cultural differences were compared with cultural dimensions 

described by Trompenaars and Hampden-Turner (2011) that are investigated and presented in 

Section 5.3.1 to indicate different cultural working relationships between the countries. These 

dimensions were presented to create a clear image of how Jacobs should adapt their working 

relationship to match the Swedish culture and business environment. 
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Table 5:3 Compilation of quotes regarding Cultural Differences from the Thematic Analysis. 

Re Quote Code Factor 

A 
"In Sweden there is more openness which doesn’t happen often in 

the UK in the same way." 

Openness 

Communication 

A 

"Swedish people often avoid confrontation and do not want to 

offend anyone, thereby people might avoid talking about the 

difficult problems." 

C 

"Differences are mainly that people involved in UK projects are 

slightly more conservative in their approach of doing things, for 

example they prefer to have a set process and follow it. Swedish 

engineers generally rely on their past experience and empirical 

evidence rather than following theoretical standards and 

processes." 

C 
"Lingual barrier, things can be misunderstood if people are not 

fluent in the same language." 

Language F 

"Lingual barriers. We try to speak English between the parties, 

however, the contracted language is in Swedish and most 

documents and standards are written in Swedish which makes it 

take longer time for an international party to be able to get 

everything in order." 

H 
"Speaking the same language is of great importance to understand 

each other." 

E 
"We identified different specific risks of having different laws and 

regulations, technical prerequisites, climate or ground frost." 

International 

differences 

Rules and 

regulations 

H 

"International supplier might have more difficulties understanding 

the Swedish rules and regulations. Swedish standards can be quite 

strict, so if any plans have been taken out, it has to be followed 

and understand the demands." 

F 

"From earlier rules and regulations that was in place when the road 

was conducted, those rules might have been changed to the point 

when the reconstruction takes place. International parties usually 

want to use and follow the rules and regulations that currently are 

in place. However, we cannot change the whole roads to follow 

the current rules and regulations, then we would never be able to 

move forward in our projects. Sometimes we have to adapt around 

the rules and look over how important they are for the current 

project." 

B 

"In the UK the market is more price oriented where it is seen as 

the lowest cost is the best solution. In Sweden, the winning and 

best projects are not defined by the price in the same way." 

Business 

orientation 

Organisational 

behaviour 

A 

"People in Sweden want to be engaged to solve the problems with 

no hidden agenda which sometimes can be the case in UK. There 

is a more relaxed and professional environment in Sweden than in 

the UK. People want to be part of the solution." 

B 

"It is more common in UK that when you get a task, you do it 

yourself until it is completed. It probably has to do with "pride" 

where people try to prove themselves worthy. In Sweden it is more 

common that you can ask if you have any uncertainties or 

problems" 

F 

"It has been high courtesy in the project with the international 

suppliers. In Sweden it can sometimes be more straight forward to 

conduct the work." 

Communication 

B 

"Sweden usually has more relaxed processes where the client can 

listen more to the consultant instead of having a hierarchical 

approach" Hierarchy 

F 
"Sweden has a more levelled organisational hierarchy compared to 

UK." 
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Openness is one cultural difference that is described by respondents from Jacobs to differ 

between the countries. Gransberg et al. (2008) describes that an openness between all parties 

is an important factor for working between cultures to develop a trust. One very clear cultural 

difference that has been mentioned from both parties are the lingual differences between the 

countries. Because of these lingual differences, some deliverables have taken longer time and 

misunderstandings may occur more frequently when the people are not fluent in the same 

language which was described by Respondent C. Additional cultural differences that have been 

described by the client is international differences for rules and regulations. These rules and 

regulations pose some risks for international suppliers not used to exactly the same conditions 

that exist in Sweden. 

Working on a project in a different nation requires you to adapt your practices to the culture of 

operation, which is supported by Lagrosen (2003), that describes that it is impossible to have 

an organisational culture that differs substantially from the factors of the national culture. 

Important components of culture that are described by Dziminska et al. (2018) of values, 

expectations and commitment, etc. have been described from the interviews to be quite similar 

between the countries. One of the most mentioned cultural difference between the countries 

that are described by both the client and supplier is the different organisational behaviour. The 

main reason of this difference is from that the UK are described to have more of a top-down 

hierarchy than in Sweden. 

Respondent F describes that there has been a higher courtesy working with international partner 

compared to the working methods in Sweden. Dziminska et al. (2018) describe that effective 

communication is a key element to deliver quality across cultures. The authors statement 

implies that a similar type of communication must be considered in order to deliver the project. 

From the statement of the Respondent F, the respondent sees the UK employees having a more 

diffuse culture compared to Sweden in their way of conducting business from the cultural 

dimensions that are described by Trompenaars and Hampden-Turner (2011). These dimensions 

are presented in Figure 5:4 which to some degree agrees with the statement from Respondent 

F. 

5.3.1. Cultural Dimensions 

From the interviews, the respondents were asked to place their organisational structure and way 

of conducting business on figures of different cultural dimensions. These dimensions come 

from Trompenaars and Hampden-Turner (2011) who describe five different cultural 

dimensions that mainly differ between countries as described in Section 3.2. These dimensions 

were investigated to get an understanding of how the respondents perceive the culture of their 

country. To understand the different cultures, Jacobs will be able to mentor their employees 

conducting the work in an international project, which is described to be of high importance 

by Mahlingam et al. (2005). All respondents have been placed on the figure with a dot and their 

respondent code, describing where they have placed themselves on the dimensions. 

Respondents from Trafikverket have been marked with a patterned dot and Jacobs employees 

have been marked with a filled dot for clarification of which organisation the respondents come 

from. The respondents gave their personal perception of where they placed the organisational 

structure and way of conducting business on the figures, which presented a spread perception 

of some dimensions which will be further analysed under each of the cultural dimensions. 



   

 

32 

 

Achievement vs. Ascription 

The differences between Achievement vs. Ascription dimension are compared to how status is 

attributed to the individuals. Figure 5:3 below presents where the interview respondents have 

placed their organisational structure and way of conducting business within the Achievement 

vs. Ascription cultural dimension.  

 

Figure 5:3 Cultural dimension perception of Achievement vs. Ascription. 

All respondents from Trafikverket clearly states that they have an achievement cultural in their 

organisation, three out of four respondents even described that they think that they are strongly 

connected to the achievement dimension. The respondents from Jacobs has a more split view 

of where they would place their organisation over this dimension. Respondent C describes that 

Jacobs are leaning towards achievement using their experiences rather than size and position. 

Respondent B describes Jacobs to be leaning further to the ascription dimension which links to 

the respondent’s previous statement from Table 5:3 describing that the UK has a more 

hierarchical approach and value status higher than what has previously been achieved.  

Affective vs. Neutral and Diffuse vs. Specific 

The Affective vs. Neutral dimension is a measure of how emotions are expressed. For example, 

by banging your fist on a table in anger or loud laughter in the office since that is seen as a part 

of business in an affective culture. In a neutral culture, individuals keep their emotions to 

themselves and keep a strictly professional expression where emotions are not seen as a part of 

the business. The difference of Diffuse vs. Specific cultures is described through the 

relationships within a business relationship. Figure 5:4 presents the cultural dimensions of 

Affective vs. Neutral and Diffuse vs. Specific from the perspective of Jacobs and Trafikverket. 

 

Figure 5:4 Cultural dimension perception of Affective vs. Neutral and Diffuse vs. Specific. 
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Figure 5:4 also has a spread view of where the respondents placed their organisational culture 

and way of conducting business. This same figure is presented in Figure 3:2 which describes 

the differences that Mathews et al. (2001) conducted over a larger scale. Most of the 

respondents from Sweden place themselves in the Neutral/Specific dimensions that are 

supported by Mathews et al. (2001) to follow a Scandinavian culture. Respondents A and C 

from the UK also agrees with the research from Mathews et al. (2001) by placing themselves 

in the Affective/Diffuse dimension. Respondent B states in Table 5:3 that in the UK there is a 

more focus on delivering a project to the lowest price. This is supported by Mathews et al. 

(2001) that describes that the supplier has a larger focus on client demands for quality and cost 

reduction in an Affective/Diffuse culture where most of the UK respondents have placed 

themselves. Patterson et al. (2006) describe that in every country there are always individuals 

that holds different beliefs and values that contradict the country’s stereotypes. This might be 

the reason why Respondents G and D’s placement on the figure above is deviating from the 

other respondents from their country. Even though Respondent D is close to Respondent B, it 

still differs significant from the other respondents from the UK. Another reason why 

Respondent G’s placement in Figure 5:4 may be from the experience of the respondent who 

may not have observed the culture in the same way as respondents with longer experience. 

When there are clear differences in the cultural dimensions as the case in Figure 5:4, 

Mahlingam et al. (2005) describes the importance of mentoring the employees of the cultures 

of the country.  

Hofstede (1996) describe that countries that place themselves in the Neutral/Specific dimension 

also have a culture of attributing status by achievement and of being universalist/Individualist. 

From this research of cultural dimensions during the interviews, the statement from Hofstede 

(1996) is in accordance with the answers in Figure 5:3, where the individuals from Sweden 

mostly have placed themselves in the achievement dimension. The statement from Hofstede 

(1996) has not been presented as clearly in Figure 5:5 where most of the respondents have 

placed themselves further to the communitarianism dimension, which will be discussed further 

below. 

Universalism vs. Particularism and Communitarianism vs. Individualism 

Universalism vs. Particularism can be described as how strictly rules are followed. 

Communitarianism vs. Individualism is described as how people are regarded as part of a group 

or as individuals. Figure 5:5 presents the cultural dimensions of Universalism vs. Particularism 

and Communitarianism vs. Individualism from the perspective of Jacobs and Trafikverket. 
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Figure 5:5 Cultural dimension perception of Universalism vs. Particularism and Communitarianism 

vs. Individualism. 

All the respondents from Jacobs in the UK have placed themselves in the 

Universalism/Communitarianism dimension. This contradicts Hofstede’s statement that 

countries, such as UK, should be placed further to the Particularism/Communitarianism 

dimension. All Jacobs employees from UK agree that their organisation is closer to the 

communitarianism side from statements that the teams are highly valued over individual 

performances. Respondent B contradicts the statements from the UK employees from personal 

perceptions of the organisational structure of the company. This can be linked to the statement 

from Respondent B in Table 5:3 that describe that people from the UK is more individualistic 

and want to complete their own tasks without help to prove themselves as knowledgeable 

within their area of expertise. Chan et al. (2010) describe that groups working in international 

projects that are described as individualistic are described to be less conscious of their 

relationship with other people. Almost all respondents that are leaning towards 

communitarianism have been discussing personal relationships, openness and communication 

as important factors to improve the working relationship for an increased client satisfaction 

between international parties. The respondents view contradicts the statement from Chan et al. 

(2010) that the people in international projects are more individualistic and care less about the 

relationships.  

All respondents describe that their organisation leans towards having a universalism culture or 

in the most extreme responses, being neutral between the dimensions. All respondents have 

argued that rules are highly valued for their organisation and they should be followed the same 

for all projects. However, as several respondents agreed with Van Vliet (2015) description that 

some applications to rules might have to be adapted during unique circumstances. Thereby, the 

range of universalism differs between the respondents who describe their personal perceptions.  
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5.4.  Client Expectations 
Knowledge of the client’s expectations is very useful for the supplier to be able to deliver the 

right quality of a project and to be able to satisfy the client. Also, Ledingham (2003) describes 

that failure to meet or exceed client expectations can determine the relationship’s continuation. 

Below in Table 5:4, the client expectations are presented from different perspective that derived 

from the interviews. First, Jacobs’ practices of how they get to know the client expectations 

are presented. Secondly Trafikverket’s measures to express what they are looking for in a 

project is presented. Lastly, from the interviews, the difficulties in meeting the client 

expectations were discussed and how Jacobs are trying to get a better understanding of the 

client expectations. From these points, further analysis was conducted of what needs to be 

considered to meet the right client expectations. 

Table 5:4 Compilation of quotes regarding Client Expectations from the Thematic Analysis. 

Re Quote Code Factor 

A 

"From the start-up meeting all relevant areas were discussed which 

later translated into the PXP which is followed as the “bible” in any 

project" 

Start-up 

meeting 

How Jacobs know 

the client 

expectations 

D 

"Brief in the beginning of the project which has been interpreted by 

the project managers which later was passed down to the 

disciplines. So that turned out as the interpretations of the client 

expectations." 

C 

"Meeting in the beginning of the project to understand what their 

key priority is in a face to face setting. Working across three 

countries can be difficult over Skype. So, in our first steps in the 

project we had a meeting to set expectations. At the second stage 

we had another face to face meeting to review Jacobs’ proposal." 

D 

"Establish what the client is looking for, through meetings trying to 

read between the lines. When you meet with the client, the 

emphasis can be on other parts than the written answer which you 

hopefully can pick up on that." 

C 

"We received a description from the client of their requirements. 

From that, we produced our own description of how we are going 

to deliver those in the form of a project plan. This was confirmed 

with the client to clarify that it meets their expectations." 

Tender 

document 

A 
"Jacobs only looked at the tender documents to see what the client 

wanted from the project." 

Expressed 

targets 

C 

"At the start of the project, we typically conduct a client 

expectation survey of what their expectations are. After every six 

month we check with the client if we still follow their criteria using 

the client satisfaction survey. This is a Jacobs process which was 

introduced part way through the V35 project, as such, an 

expectation survey was not completed at the beginning." 

D 

"We had a face to face meeting with the client to get a better 

understanding rather than the written words. Gave a better 

understanding of where they are coming from and where they 

would like you to get to." 

B 
"Give out a joint view of the project target for all involved so all 

employees are working towards the same target." 

C 

"We provided design and discipline input statements where we 

went into more detail of each technical area. This ensures that their 

expectations align with what we are proposing to do at a technical 

level." 
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E “We are only working from the tender documents and the contract 

documents.” 

Tender 

documents 

How Trafikverket 

expresses their 

expectations 

E 

"We had an internal dialogue and risk analysis and looked at what 

experience exchange we could have with the supplier and find out 

what we can learn from each other." 

Looking at 

experience 

F 
"We collect basic reference projects where the consultant is 

required to present that they have competent to deliver the project." 

F 
"Some certifications are required from us to be able to present that 

the consultant is able to conduct the work that is planned." 

F 

"We want to receive a project execution plan (PXP) from the 

consultant to present what will be delivered. This has produced 

dual value, first, it is something that the supplier needs for 

themselves to plan the work. We also want to receive it, so we can 

agree in advance on the way to conduct the work. Therefore, it is 

necessary to have an execution plan, so we can see how the work is 

supposed to be conducted and what programs will be used." 

E 
"Different circumstances and experiences in the respective country 

leads to differences in deliverables.” 

Swedish 

standards 

Difficulties 

meeting the client 

expectations 

G 

"All tender documents and templates can be difficult to deliver for 

a supplier who does not have Swedish as mother tongue since they 

are not translated into English. Many union phraseology and terms 

that can be misinterpreted sometimes." 

E 

"Knowledge about the Swedish laws and/or regulations. If you are 

not well acquainted with Swedish laws and regulations it may be a 

risk to over or under-compensate." 

E 
“It is harder to reach the same quality if you do not have the 

experience in the country.” 

Experience in a 

new country 
H 

"People can’t come from another country and assume that work is 

conducted the same way as they are used to. People needs to have 

an understanding of how everything works." 

H 

"The supplier might need to have Swedish consultants within the 

organisation that can understand the Swedish conditions and how 

things are conducted differently." 

A 

"Preferably have a client expectation survey in the beginning of the 

project to clear out what Jacobs’ must do to enter the Swedish 

market in a good way." 

Project start-up 
How to get a 

better 

understanding of 

the client 

expectations 

C 

"Trying to understand what is important, for example; timekeeping, 

safety, quality, making detailed notes or all of these? Finding out 

what is more important for others as different cultures prioritise 

different things." 

D 

"It might be an idea to have a larger meeting with all the design 

teams to get an understanding of what is actually needed. This 

might be physically difficult to organise." 

C 
"Face to face meetings are the most important part at the beginning 

so we can agree how to meet those client expectations." 

A 

"To have a workshop between the client and the consultant in the 

start-up phase would have been useful to discuss the tender 

document and objectives to keep people focused on the important 

things.” 

Workshop 
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Meeting the right client expectations can be a difficult task. Project start-up meetings were 

conducted with the client to get a general perception as stated from Respondent A, C and D. 

Dorgan and Dorgan (2005) describe that the project intent usually extends further than the 

project specifications which might be lost when the supplier tries to assure quality when 

striving to meet the client expectations. Respondent D describes that from having meetings 

with the client in the start-up phase of the project, not-expressed project intent may be noticed 

from the supplier to “read between the lines” to establish the true client expectations. The 

perceived client expectations are translated into a PXP from Jacobs to ensure that they are 

moving in the right direction. To clarify the perceived client expectations, Respondents B, C, 

D and F, Jacobs had further meetings with the client to make sure that the perceived 

expectations match the client’s expectations. Both parties work from the tender documents 

where the client expectations are expressed. Before the client starts the cooperation with a new 

supplier, they require some certification as well as looking at previous experiences to assure 

themselves that the supplier can deliver the project. 

As described in section 5.3, there are different rules and regulations between the countries that 

create a risk for the client when partnering with an international supplier. Because of these 

differences, Respondent E and G describe that it leads to difficulties for the supplier to meet 

the client expectations by following new standards that they are not used to. Respondent E also 

describes that experience in the country of operation creates better pre-requisites to deliver the 

expressed client expectations. 

To be able to meet and exceed client expectations, respondents from Jacobs describe aspects 

that they would have liked to have seen done differently when working on international 

projects. Respondent A, C and D all describe the importance of the project start-up phase. The 

responses suggest that more face-to-face meetings at the start of the project will improve the 

understanding of the client’s expectations. Also, a workshop was mentioned by Respondent A 

that would have been useful to get an understanding of all objectives that are most relevant and 

important to focus on. 
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5.5.  Working Relationships 
When entering and expanding on a new market, Jacobs have expressed that a good relationship 

with the client is of a great importance to increase chances of future opportunities in the 

country. Jonsson and Zineldin (2003) describes the importance of a successful working 

relationship in a complex undertaking for an increased client satisfaction. Table 5:5 presents 

the practices and necessary measures to receive a good working relationship for an international 

project. 

Table 5:5 Compilation of quotes regarding Working Relationships from the Thematic Analysis. 

Re Quote Code Factor 

C 
"Be open with the client and therefor gaining their trust. Optimal 

balance required." 

Openness 

Communication 

A 

"To have an optimal working relationship, the best way is to 

have an open and mutual trust throughout the project. This 

includes explaining difficulties and openly describe differences 

of how businesses work in their respective country. 

Communication and openness are the key to having a good 

relationship with a client." 

B 

"To have an open communication, dialog and willingness to 

understand each other is super important to have an optimal 

relationship." 

B 

"For an optimal relationship, we as the supplier and the client 

must have an understanding that business is conducted 

differently in their respective country. The client needs to be 

very clear about what is important to keep in their way and 

explain what parts they can use new knowledge from an 

international supplier." 

D "Critical to have an open and friendly relationship." 

G "Have a good dialog within the project group." 

E 

"To be able to meet face-to-face reduces risks. The same goes 

with Swedish suppliers, but in an international relationship it can 

be even more important." 
Meetings 

G 
"Need to reconcile and have a bit more informal meetings to 

control that the project is heading the right direction." 

E "Watch out for only using Skype" 

D 

"Not being worried about bringing something to the client’s 

attention, no matter what it is. be open for criticism and different 

opinions." 
Client 

involvement 

C 
"Allow the client to set their level of involvement. Trafikverket 

like to contribute to solving the problem." 

A 

"It is important to explain how they would have done it in the 

UK and discuss and exchange experiences to find the best 

practice. Be understanding and accepting to differences when 

working in different cultures." 

Express 

differences 

Transparency 

B 

"It is as important for us to not enter a Swedish project and just 

say that this is the way to conduct business in UK, and we should 

do the same here" 

Understanding of 

different cultures 

E 
"Have a transparent organisation where it is clearly described of 

who does what." 

Distribution of 

responsibility 
F 

"To have a clear distribution of responsibility between the client 

and supplier. This can be hard sometimes. Decisions of principle 

matters that concerns the function and budget are decided from 

the client but some of these matters are best handled by the 

supplier. So, to have a clear structure of who does what of the 

technical queries." 
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From the interviews, several Jacobs employees have emphasised the importance of openness 

and good communication between the parties which is supported by Ledingham (2003) to have 

a good relationship. Dziminska et al. (2018) describe that an effective communication, creates 

trust between the client and supplier which increases the client satisfaction. Trust is one of the 

most important factors and outcomes in a project (Li & Lin, 2006) and lead to a better and 

successful working relationship (Jonsson & Zineldin, 2003). Respondent G from Trafikverket 

mentions that it is important to have good communication. Respondent A and C clearly state 

that openness between the parties should lead to a mutual trust between the client and supplier. 

When the supplier has gained trust from the client, Dziminska et al. (2018) describe that it will 

lead to a higher possibility for future cooperation. To be able to have an effective 

communication, Respondents E and G emphasise that several meetings should be in place and 

especially face-to-face, and to avoid only using Skype for meetings that will link to an increased 

trust between the parties.  

To have a good working relationship, Respondent C and D describe that the client should be 

able to set their level of involvement and being a part of the project deliverables to be able to 

deliver what the client is looking for with the project. Chan et al. (2010) support those 

statements by describing that the client should be a part to co-create value in a project. 

Respondent B describes in Section 5.3 that it is more common in the UK for people to prove 

themselves by completing their own work without help. When adapting to the new market in 

Sweden, it is important for the international supplier to involve the client, express differences 

and understand the difference in the cultures that Respondents A, B and D mention in this 

section. Lundkvist and Yakhlef (2004) also describe the value of client involvement as a 

resource of information and knowledge to enhance the effectiveness of a project. Chan et al. 

(2004) also state that with more client involvement, it is a higher possibility of meeting the 

client expectations and increasing the client satisfaction. The authors add that no matter the 

cultural differences, client involvement has a big part in increasing the client satisfaction. 

Respondents E and F from Trafikverket describe the importance of having a transparent 

organisational structure where it clearly states who is the responsible person for different 

disciplines and expertise. Also, the respondents describe that a clear distribution of 

responsibility between the client and supplier should be presented for an improved working 

relationship. Figure 3:1 from Gransberg et al. (2008) describe a structure of how responsibility 

can be divided between the client and supplier in a project, which will be a measure to assure 

quality and have a good distribution of responsibility. Appendix 3 and Appendix 4 present the 

organisational structure of Trafikverket and Jacobs for the project Väg 35. These appendices 

present a clear difference between the organisations. Jacobs present a structure with many 

names, indicating that it can be difficult for Trafikverket to know who is the one responsible 

for the part. 

From the conducted interviews, the respondents were asked to rank the value from their 

organisation’s perspective of different project management aspects, presented in Figure 5:6. 

These aspects were analysed to get an understanding of what major factors that affect client 

satisfaction as described by Jonsson and Zineldin (2003). This ranking was meant to generate 

an understanding of different criteria that Jacobs should take into greater account when 

deciding what the client values higher in accordance with Wognum et al. (2002) that states that 

the aspect differ between countries. The project aspects in Figure 5:6 were generated to get an 

understanding of what project management aspects are the most important from the client and 
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supplier’s perspective. The first aspects regarding communication derived from Dziminska et 

al. (2018) is to get a perception of what type of communication is the most effective between 

the parties. The remaining aspects derived from Magnussen and Samset (2005) and Burati et 

al. (2003) that describe aspects that should be considered when assuring quality. Discussion 

with the supervisor from Jacobs and independent third parties who expressed different aspects 

that may differ between cultures was also a source of inspiration for establishing the ranking 

aspects in the Figure 5:6. If more than one aspect was given the same valued number, those 

aspects were then compared against each other and given a weighted value to present which of 

the aspects would be of strongest importance if they had to choose during a project. When a 

respondent listed the same ranked value for more than one aspect, the aspect with the highest 

importance compared to the other same valued aspects was given the same number. The aspect 

that is ranked as lower importance than other aspects with the same value was given a decreased 

value of 0.2. To exemplify, if three aspects was given an eight, the order of importance gave a 

weighted value of 8, 7.8 and 7.6. 

 

Figure 5:6 Project Management aspects regarding working relationship. 

All aspects present a difference of how important the aspects are between Jacobs and 

Trafikverket. Generally, Trafikverket has ranked most of the aspects as more important than 

Jacobs, except for Informal communication and Project definition. The aspects that presents 

the largest difference are Formal communication, Verbal communication and Feedback. The 

aspects that shows a major difference between the parties may occur from the cultural 

differences in Section 5.3. The cultural differences that can be linked to the answers in the 

figure above is that in Sweden there is a more Neutral/Specific culture, Figure 5:4, that 

indicates that there is a higher value of formalities. This also indicates on why several other 

aspects also have a higher ranked value for Trafikverket.  
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To be able to strive for a better working relationship with the client in a new country, Jacobs 

would need to understand these differences of importance that is presented in Figure 5:6. The 

figure indicates that Jacobs should reform their focus during the project to have a more formal 

approach to the client and have a respect to routines and punctuality. Other important aspects 

that should be taken into account is to have the client involved in the phases and continuously 

during the project support feedback. 

When comparing the aspects of similar importance, the weighted values indicates that Verbal 

communication, Informal communication, Punctuality, Routines and Feedback are described 

as less important if the respondents had to choose. This the presents that Client involvement, 

Formal communication and Project definition are described as aspects that should never be 

less prioritised compared to the other aspects. 

5.6. Increased Client Satisfaction 
From the interviews conducted, Jacobs employees were asked to describe the measures they 

have taken to exceed the client expectations and how they strive for highest possible client 

satisfaction. There is a need for consulting companies to satisfy their client, so they do not lose 

future projects to competing companies (Delany, 1995). Hence, measures that Jacobs take to 

increase client satisfaction are analysed to deliver the right value to the client. The measures of 

exceeding client expectations and striving for an increased client satisfaction are presented in 

Table 5:6 below.  

Table 5:6 Compilation of quotes regarding Increased Client Satisfaction from the Thematic Analysis. 

Re Quote Code Factor 

A 

"Jacobs implemented a safety measure within the consultant 

experience report that Trafikverket conducts, now all consultants 

must be evaluated on this aspect. Jacobs’ has a unique selling point 

with Beyond Zero on which they exceed the client’s expectations 

by improving their safety measures with international experience." Safety 

Exceeding client 

expectations 
B 

"Jacobs delivers a detailed risk analysis that other consultants do 

not present to give the client. Even though this might cost more for 

us, it gives an extra safety for both the client and for Jacobs." 

B 

"From being a new partner for Trafikverket we are trying to exceed 

the expectation by having me in Sweden as a security for 

Trafikverket that they always can turn to a Swedish manager and 

discuss if it occurs any cultural differences/barriers by working 

with UK and Poland" 

Communication 

C 
"To be able to satisfy the client if we produce things when we said 

we will, if not sooner. Keeping close control of a programme." 

Deliver what has 

been promised 

Measures to 

strive for highest 

possible client 

satisfaction 

C 
"Jacobs have lots of experience in delivering to clients. The main 

thing we can offer is really good international experience and share 

that with the Swedish client." 
Experience 

D 

"Start bringing other elements from other projects to the client that 

have been successful which could be good to add value to the 

delivery and increase client satisfaction." 

C 
"To be able to reach the highest client satisfaction is to understand 

the client’s main concerns are. Whether it is time, budget or 

quality" 
Understanding 

the client 

D 

"Establish what the client is looking for, through meetings trying to 

read between the lines. When you meet with the client, the 

emphasis can be on other parts than the written answer which you 

hopefully can pick up on that." 
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From the Kano model in Chapter 3.3, Attractive requirements include those “not-expressed 

requirements” from the client that are meant to exceed the client satisfaction (Kano, 1984). 

These “not-expressed requirements” are described by Respondent A and B to consist mostly 

of Jacobs safety measures that they take to exceed the client expectations. Sauerwein et al. 

(1996) state that from delivering the attractive (not-expressed) requirements, those criteria have 

the greatest impact on satisfying the client. However, Respondent F describes in Section 5.2 

that when delivering more than what has been requested, it does not always improve the project. 

So, to be able to exceed client expectations, there must be a good understanding of what the 

client wants so there will be no unnecessary work conducted that only drains resources. 

Jacobs strive to reach an increased client satisfaction to receive trust from the client which can 

lead to future cooperation according to Dziminska et al. (2018). To strive for an increased client 

satisfaction, Respondent C expresses the importance of delivering what has been promised and 

not oversell when entering a project. Both Respondent C and D describe that Jacobs have a 

great extent of experience that they can use to teach the client from experience that they will 

not receive elsewhere. The same respondents also describe that to be able to satisfy the client, 

especially when working internationally, is to understand the client and be able to deliver what 

has not been expressed. From having the client involved in the early stages can increase 

understand what the client has as their main focus. Respondent D also describes that 

understanding the client is important in Section 5.4 where it is described as a measure to 

understand the client expectations. To have an understanding of the client is supported by 

Ledingham (2003) who describes that a mutual understanding is a factor for a good relationship 

and client satisfaction which can be established to an effective communication. 

From the conducted interviews, the respondents were asked to rank the value from their 

organisation’s perspective of different aspects of project outcomes that are of most importance 

when a project is delivered, presented in Figure 5:7. This would generate an understanding of 

the different values the client and consultant have over project deliverables. From being able 

to visualise the different focuses, Jacobs will be able to adapt their focus to strive for an 

increased client satisfaction. The first three aspects in Figure 5:7 derived from the Iron Triangle 

that is described by Atkinson (1999) as the criterion that leads to project success. These three 

aspects were compared to get a perception of what the client and consultant values for a 

successful project. The remaining aspects derived from inspiration of Magnussens and Samset 

(2015) that lists different key features that usually derive from not having proper quality 

assurance practices to what aspects have the most focus from the different countries. 

Furthermore, inspiration for the aspects in Figure 5:7 came from Chan et al. (2002) that list 

factors that are common to use when striving for project success. Also, discussions from peer-

reviews and with thesis supervisors were conducted to generate ranking aspects that has an 

importance in projects that will be compared to see the cultural difference between client and 

consultant. If more than one aspect was given the same valued number, those aspects were 

compared against each other. The aspects were then given a weighted value to present which 

of the aspects would be of strongest importance if they had to choose what is of most 

importance. 
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Figure 5:7 Project Outcome aspects for an increased client satisfaction. 

From the Iron Triangle that compares the focus of Time, Cost and quality which is presented 

by Atkinson (1999), Figure 5.7 presents a different focus between the client and supplier. While 

Jacobs have ranked the aspects with a higher value, Trafikverket has a more even distribution 

of importance of the three aspects from the Iron Triangle. From looking at the Iron Triangle 

that is presented in Figure 1:1, it is visible from the figure above that both Jacobs and 

Trafikverket would place them around the same area with highest focus on quality and time. 

The only aspect that Trafikverket value as more important than Jacobs is for Environmental 

solutions. This indicates that Jacobs should have a more focus on environmental solutions than 

other focuses that they value higher to deliver what the client wants for an increased client 

satisfaction. It is understandable that Jacobs value a continued cooperation higher than the 

client since they have more to gain from that and may need to adapt their practices to satisfy 

the client. The weighted values from the figure do not indicate on a large difference more than 

Jacobs’ safety focus that is deeply rooted in the organisation, so that will not be tampered with 

at any means. 

5.7.  Adapting to an International Partner 
When entering a new market, the international supplier needs to adapt to the customs and 

culture of the country of operation for a successful project (Lord & Ranft, 2000). Lagrosen 

(2003) describes how it may be difficult working on an international market and adapting to 

the cultures of quality and management styles that differ across borders. To be able to meet the 

client’s focus areas of quality, which Mathews et al. (2001) describe as different over regions 

and cultures, the supplier needs to adapt some of its practices and focuses to strive for a satisfied 

client. 

Table 5:7 describes the adaptions that Jacobs have made when working in a new country and 

Trafikverket’s adaptions to working with an international supplier. 
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Table 5:7 Compilation of quotes regarding Adapting to an International Partner from the Thematic 

Analysis. 

Re Quote Code Factor 

C 

"A lot of patience is required, because of the language barrier. 

Quite often we have to clarify things that are said and written so 

both sides understand and are accurate." 

Patience 

Communication 

G 

"We have adapted quite a lot in this project since this project had a 

time-critical direction. We have not received all required 

information and models to be able to present the result in the best 

possible way." 

C 

"We need to adapt our working style by taking more time to clarify 

decisions or key information. That can slow us down a little bit but 

makes the design process smoother by limiting rework." 

C 

"Help the client make the decision. Sometimes we have disagreed, 

but the client makes the decisions in the end. Provide all arguments 

and risks associated to them. If they continue to make decisions 

that we disagree with, that is okay, as long as we have informed 

them of our recommendations." 

Clarity 

F 

"Have a clearly visible organisational structure that presents who 

should be contacted for the enquiries or to discuss topics with. This 

is especially important when working with new people that has not 

worked together before. Clarity is always good. To have clear roles 

and responsibilities presented from the start gives a clarity which 

leads to a better project." 

A 

“To have good relationship and adapt to the new culture, it is 

important that people from both sides of the cultures learn from 

each other to overcome differences. There are no barriers, there are 

only differences” 

Mutual learning 
C 

"Usually people are interested in learning from each other’s 

experiences." 

F 

"I would like to use international parties to receive new 

experiences from how best practices are done internationally that 

can be implemented in Sweden." 

A 

"To best be able to adapt to a new culture, it is easiest from getting 

a personal relationship with the people from the culture and 

understand where the people are coming from and spot the 

differences." 

Personal 

relationship 

Because of lingual differences in the project between Jacobs and Trafikverket, both parties 

expressed that patience has been required to ensure that all parts and deliverables are fully 

understood from both parties. To have an understanding and trust between the parties is 

beneficial for the project according to Black et al. (2000). Connected to having a mutual 

understanding and openness between the parties in a project, clarity is also described by 

Respondent C and F to have a good working relationship. The clarity described by the 

respondents is parts that needs to be adapted from the parties to create an understanding 

between international parties that are not used to working together or within the different 

cultures. Gransberg et al. (2008) describe with Figure 3:1 how a project quality assurance 

model for project can be presented to visualise the different responsibility areas between the 

client and supplier. A clearly visible model like that might be of use to adapt to a new market 

so both parties can present which areas they are working with so there is no overlap. To have 

the responsibility areas clearly visible and in more detail enables to create for a better working 

relationship and align with Respondent F’s statement that Trafikverket want to have clear roles 

and responsibilities between new parties working together. 
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As stated by Respondent A, “There are no barriers, there are only differences” the respondent 

also expressed that people from both sides of the culture learn from each other. This indicates 

a mutual learning between the parties of their cultures to be able to avoid barriers from cultural 

differences. Mahlingam et al. (2005) describe the importance of mentoring the employees of 

the different cultures which is in line with the expressed statement from Respondent A. When 

Trafikverket are working with an international supplier, they are interested in learning from 

their experiences, which is mentioned by Respondent F. The mutual learning between the client 

and supplier is in accordance with the statement from Jonsson and Zineldin (2003) that the 

willingness to adapt demonstrate the commitment to development for a better working 

relationship and client satisfaction. Respondent C also describe that in general, client and 

suppliers are interested in learning from each other’s experiences to contribute to a successful 

project. Müller and Turner (2007) describe that the most critical relationship for overall success 

in a project is highly related to team satisfaction and client satisfaction. To reach the highest 

project success, Respondent A describes that adaptions for a personal relationship might be 

necessary to understand differences and reach a higher team satisfaction. 

 

5.8.  Entering a New Market 
When entering a new market, Jacobs need to adapt their way of conducting business to match 

to the customs of the new country of operation (Lord & Ranft, 2000). Vlăsceanu et al. (2004) 

describe that all countries have their own systems for quality, standards and effectiveness of its 

quality assurance systems. From difficulties adapting to a new international partner and 

reconcile cultural differences, there is a need for Jacobs to deliver their first project successfully 

to gain a good reputation on the market and receive a high client satisfaction for future 

cooperation. Jacobs employees were asked during the interviews different questions regarding 

how they entered the Swedish market and how they intend to expand for future success in the 

country. 
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Table 5:8 Compilation of quotes regarding Entering a New Market from the Thematic Analysis. 

Re Quote Code Factor 

B 

"The culture was not per se studied when entering Sweden. However, 

Jacobs did a research on the legal system and lingual barriers to see major 

differences from UK and USA before entering the Swedish market." 

Preparations Strategy A 

"When CH2M wanted to establish a Design Centre in Poland, they made a 

survey about the culture of working in the country and the differences that 

needed to be taken into account of how to conduct business in the country. 

It seems reasonable that they did the same when entering Sweden, but I 

did not participate in this strategy." 

C 

"In terms of preparations, this project was executed quite quickly. For 

future projects, more time will be spent trying to understand what those 

differences are first. Then trying to understand the differences before 

choosing ways to manage them." 

A 
"By making sure to deliver what has been promised to the client and not 

oversell a tender will lead to a higher client satisfaction." 

Deliver what 

has been 

promised 

Measures 

to expand 

A “Do a good job and keep the client happy” 

B 

"We are not trying to grow on the Swedish market by buying our way in 

by lowering prices. We strive to raise the quality and offer a broader range 

of expertise to give value to the client and market" 

C 
"To win market share, our main selling point is that we have lots of 

resources globally, so we can deliver big projects." 

A 

"The key features is to start by doing a good job and making Jacobs 

known on the market to favour Jacobs when going for another bid. From 

delivering a successful project, it turns to a good reference project which 

can lead to more work in the country." Getting known 

on the market 
B 

"For some few projects we may enter with a loss for strategic reasons but 

are not trying to "steal" market share from competing companies." 

C 
"We do not want to give any financial discounts unnecessarily, but we do 

want to be competitive on price." 

C 

"With a local consultant, we can help to deliver a lot of experience to the 

client of how things can be done in a Swedish way with international 

help." 
Local 

employees D 
"Establishment of local office staffed by local individuals is a must to win 

market share in the beginning." 

B 
"The target is to get someone locally from Jacobs to get a placement at 

Trafikverket as project manager or similar to get an insight perspective" 

 

The measures that Jacobs took before entering the Swedish market was described by 

Respondent B to consist of a research of the differences of the legal systems in Sweden 

compared to UK and USA where Jacobs mostly operate. It was also investigated if there would 

be any lingual barriers by starting up in that new country. As discussed in Section 5.3, there 

are cultural differences of the rules and regulations that should be taken into account when 

entering a new market. Respondent A describes that Jacobs did a cultural survey when they 

entered Poland for a Design Centre, however, this was not studied when Jacobs entered Sweden 

according to Respondent B. Respondent C acknowledged that a cultural study had not been 

undertaken and reflected that the project that Jacobs entered the market with was executed 

quickly without properly understanding the differences between the countries. 
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The first measure that is required from Jacobs to expand on the market and gain a satisfied 

client is to deliver what has been promised and requested from the client. Respondent A put it 

in a simple manner and said, “do a good job and keep the client happy” and also mentions that 

tenders should not be oversold so you can actually deliver what you promise. This links to 

following the Kano-model to receive a satisfied client which Dzminska et al. (2008) describe 

lead to future cooperation. Kranton (2003) describe that to gain market share in a new market, 

companies may need to deliver projects to a discounted price to win over competitors. 

However, this has never been the strategy for Jacobs. Respondent B describes that Jacobs strive 

to increase the quality by offering a broad range of expertise in the country to gain market 

shares. For some projects, Respondent B describe that Jacobs can enter a tender with a lower 

price, not for winning market share, but for strategic reasons to expand and getting known on 

the market. From doing a good job, Respondent A describes that it is a key feature to get known 

on the market and win future bidding over competitors. By gaining a good reputation on the 

market, companies can use that reputation to win up-coming projects from presenting previous 

quality performances (Kranton, 2003 & Rogerson, 1983). 

Respondents C and D describe that it is critical to have local people working in the country 

when entering a new market. This has been described as important to have people within the 

organisation who are used to the customs and way of conducting business to avoid cultural 

barriers to satisfy the client and deliver a successful project. This is also a measure that is 

described from Trafikverket’s Respondent I in Section 5.4 that the supplier might need Swedish 

consultants’ assistance that understands the differences in conducted business between the 

countries. Respondent B adds that a good way to continue to expand on the market is to get a 

local employee working for Trafikverket as a project manager or similar, which is typical for 

consulting firms in Sweden. The respondent describes that this is a measure to get an insight 

perspective of the client and can lead to future cooperation and client satisfaction by knowing 

the client expectations better. 
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6. Conclusions and Recommendations 
This chapter includes the conclusions derived from the empirical gathering and analysis. The 

chapter will in a concise manner present the results connected to the research questions 

followed by general conclusions of the purpose. Lastly, this chapter will give recommendations 

to Jacobs which have been derived from this study. 

6.1.  Conclusions 
The purpose of this study was to investigate how Jacobs can meet the client expectations during 

the design phase of the project Väg 35 for further use when entering a new project in Sweden 

or entering a new market. Jacobs’ Quality Management system (PDW) was also studied to give 

a perception to Jacobs of how their practices needs to be adapted for future opportunities in a 

newly entered country. From investigating the client expectations and comparing the practices 

that Jacobs currently take to satisfy a client, this study was aimed to find adaptions for Jacobs 

to receive an increased client satisfaction and a better standpoint to expand on the market. The 

findings and result from this study are presented below. 

The first research question that was presented in Chapter 1.3 was “How can Jacobs’ quality 

control and assurance practices ensure quality for a new client to strive for a working 

relationship that consider the cultural differences?”. This was investigated from looking closer 

into Jacobs’ PDW to get a perception of their methods of controlling their deliveries and 

assuring quality to the client. Later, these practices were discussed with Jacobs’ employees 

with an in-depth knowledge of the PDW to investigate adaptions for working with a new client 

that have a different culture. This research question was also linked to the conducted interviews 

by discussing Quality, Cultural Differences, Client Expectations and Working Relationship. 

The PDW is described by the interview respondents to be a good and useful tool to deliver 

consistent quality over projects. However, since the PDW is meant to be followed the same for 

all projects, it can for some project be too rigid and take up unnecessary time. Sometimes when 

working with a new client, the practices from the PDW might have to be adapted to meet client 

expectations by adapting to the culture of operation. Respondent E from Trafikverket states in 

Table 5:2 that delivering higher quality than requested not always improves the project. 

Concluding from that, there must be a balance of what is delivered from Jacobs that needs to 

meet the client expectations to strive for a satisfied client. 

To meet and exceed the client expectations this study presents the importance of start-up and 

physical meetings for both parties to be able to express the needs and what is planned to be 

conducted. These meetings are described to be of great importance to have a mutual 

understanding of the project and may lead to a better working relationship. To receive a 

relationship between the parties that considers the cultural differences, it is also described that 

there should be a clear distribution of responsibility. Jacobs organisational structure is 

described to be complex, as can be seen in Appendix 4. For a better international cooperation, 

it would be useful for Jacobs to slim down their organisational structure and have a more 

levelled hierarchy in the project. This will make it easier for all involved parties in a project 

knows who is responsible for what part and who should be contacted for questions. 

Jacobs’ quality control method, Figure 4:2, in the PXP is a way of assuring quality of the 

deliveries by visualising the responsible part for the delivery. However, the PDW is lacking 

transparency between the different teams and project phases. For Jacobs to have a more 
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efficient project and delivery, it would be necessary to have clearer explanations of the overlap 

between the teams and phases. 

The second research question was “How should Jacobs adapt their Initiation and Planning 

phase to consider cultural differences when entering a new market to increase the client 

satisfaction?”. This was investigated from studying the gathered information from Jacobs’ and 

Trafikverket’s Client Satisfaction Survey of Väg 35 in Chapter 4.3. The research question was 

later analysed through the interviews that discussed Cultural Differences, Increased Client 

Satisfaction, Adapting to an International Partner and Jacobs’ strategy of Entering a New 

Market. 

Because of the lingual differences between the countries, openness between the parties are 

the mostly described aspect that needs to be implemented to avoid cultural barriers. This 

needs to be clearly presented within the Jacobs team since there is clearly stated differences 

since the organisational behaviour differs between the countries which is described in Table 

5:3. It has been described that it is of great importance for the international supplier to groom 

their employees for the culture in which they are meant to work in.  

The cultural dimensions, analysed in Section 5.3.1, has the clearest difference from Sweden 

valuing achievement higher than in the UK. Another aspect that is presented is that Swedish 

organisations have a culture of being more Neutral/Specific in their way of conducting 

business. These dimensions should be taken into account with regards to the way of conducting 

business to match the culture of where Jacobs operate and while entering a new market. The 

other dimensions give out a more vague difference between the countries. Personal perceptions 

of the dimensions were analysed to be a reason for the wide spread of the answer. When 

entering a new market, a larger study of the cultural dimensions should be conducted to give a 

clear image of what adaptions of the organisational behaviour Jacobs should take to increase 

the client satisfaction. 

By comparing the aspects presented in Table 4:1, Figure 5:6 and Figure 5:7, that will present 

an overview of what aspects that Jacobs should firstly focus on to increase the client 

satisfaction. Since both the parties value Quality highly in Figure 5:7 and Table 4:1 Product 

Quality and Technical Services presents a low scoring value, this should be the first focus for 

Jacobs to improve. The communication in the project has been ranked with a good value in 

Table 4:1, so to continue the project with the same amount of communication should continue 

to keep the client satisfied. However, it may be of use for Jacobs to understand what type of 

communication is important for the client to keep a good relationship. Project definition and 

correct estimations is also aspects that is ranked as highly important for a good working 

relationship and for an increased client satisfaction. These aspects are presented as Suggested 

Solution, Scope & Project Planning and Cost/Estimating in Table 4:1 and have a lower ranking 

value designated to them. These aspects should also have a high focus for future opportunities 

in Sweden and for the continuation of this ongoing project to increase the client satisfaction. 

To increase the client satisfaction in the projects for Jacobs, it is important that they deliver 

what has been asked for and not use unnecessary resources to deliver something that is done in 

the UK, but the Swedish client does not want. From Jacobs’ global experience, they aim to 

increase the value for Trafikverket. To deliver this increased value, physical meetings are of 

great importance to have a mutual understanding of the project and by reading between the 

lines being able to find out not-expressed needs. There should also be a mutual learning to 
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increase the value for both parties. This mutual understanding and learning are received 

through an openness and patience when working across borders. When entering a new market, 

Jacobs must deliver what has been promised and not oversell anything that cannot be delivered 

which will decrease the client satisfaction and damage the reputation and trust between the 

parties.  

Further than to deliver what has been promised to the client, Jacobs should conduct a thorough 

study about the cultural differences between the countries to ensure that the client will be 

satisfied with the company’s way of conducting business. To expand further on the market, 

Jacobs must increase their local office and recruit more employees with experience in the 

country. This will generate a deeper knowledge of the Swedish rules and regulations and 

develop a trust with the client for further opportunities.  

6.2.  Recommendations for Jacobs 
Jacobs’ quality control and assurance that is presented in their PDW should be reviewed by the 

quality managers and the team developing the PDW and other working structures. This review 

should include alternatives for how the PDW can be adapted to the size of the project, so no 

unnecessary practices needs to be conducted. From having alternative versions of the PDW 

that can adapt to the size of projects, it can improve the client satisfaction by meeting the client 

expectations and lowering the bidding and operation costs. From lowering the bidding and 

operational costs, this may be a way for Jacobs to compete on the market with a competitive 

price for smaller projects. Along with this review, practices for how different disciplines and 

phases of a project can be linked together should be investigated. This can lead to a better 

transition of deliveries and improve the consistency of the quality and deliveries. 

To create a transparency between the parties involved in an international project, Jacobs would 

need to revise their organisational structure for projects. One suggestion is to slim down the 

organisational structure that is presented in Appendix 4. This could be done by only presenting 

one name for the disciplines to create a clearly visible distribution of responsibility during the 

project. This new structure could be used for presentation to Trafikverket of who to contact 

regarding specific questions. However, a more in-depth structure can still be completed for 

internal use where it is presented who is working in decision-making roles for the disciplines 

and who to contact in the sub-consultancy companies.  

To measure the client’s satisfaction when working with a new client, Jacobs should continue 

to undertake the Client Satisfaction and Client Expectation surveys. However, it would be of 

use for Jacobs to find out which aspects of the project are of greatest importance to adapt their 

working style. This can be done using a larger sample than that used in this study to generate 

a more reliable answer. By comparing the surveys in this study to the client’s expectations, 

recommendations can be made to Jacobs to divert their main focus during the continuation of 

the ongoing project to deliver high quality with their technical services. Secondly, Jacobs need 

to improve their project planning phase and present well-estimated calculations of all project 

aspects for future projects in Sweden. 

When working with a new client, Jacobs should conduct a more thoroughly investigation of 

what aspects are of most importance for the client. This has proven to differ between countries, 

so it is of importance, especially when working across borders, to align focus of deliveries to 

meet the client expectations. One of the most important recommendation that has derived from 

this study is the way of meeting the client with another culture. Throughout the occurring 
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project and for future international projects there needs to be an openness and transparency 

between the parties working on the project. This includes adapting to the Swedish culture to 

present occurring problems and involving the client as support instead of trying to conduct all 

work by yourself. From implementing this openness between the parties, both sides will learn 

about practices from the other country and will be able to adapt to the culture and be able to 

find best practices suitable for the country of operation that can be implemented to the project.  

For future opportunities in Sweden, Jacobs should increase the number of local employees. To 

have local employees working on the projects in Sweden, it will help Jacobs to adapt to the 

different rules and regulations between the countries. This will lead to a higher client 

satisfaction when the project can be conducted within the timeframe and produce a higher value 

for the client. 

When Jacobs starts a new project in Sweden or in a new country it would be of best interest for 

them to have a well thought-out plan for how communication should be handled. A workshop 

in the start-up phase in the project is recommended to assure that the client expectations will 

be met. Physical meetings are already a part of the project, but this recommendation suggest 

physical meetings to a greater extent. This should include physical meetings between discipline 

leads from the start of the project, which is not currently conducted for Jacobs’ projects in 

Sweden. Physical meetings should be highly valued and conducted early during the project 

start-up for most disciplines to adapt to the international standards. This recommendation may 

lead to an increased cost for Jacobs from travels and time. However, the outcome of these 

meetings may lead to an improved project delivery and increased client satisfaction from all 

disciplines having an understanding of the client expectations. 

To summarise, the outcome of this thesis has presented a several recommendations for Jacobs 

to consider entering a new market and to expand on that market. These recommendations are 

not presented in a chronological order but should be considered by Jacobs in the form of time, 

cost and level of importance for their business. The recommendations include making the PDW 

adaptable to smaller project, disciplines and phases should have a clearer connection for 

consistency. Jacobs’ organisational structure in projects should be simplified when working in 

Sweden. A more thorough investigation should be conducted to be able to meet the client 

expectations by knowing what aspects in a project is of most importance. For the continuation 

of the ongoing Swedish project, Jacobs should have an openness with the client to meet their 

expectations. Jacobs should increase the number of employees familiar with the country’s 

specifications. Lastly, Jacobs should implement and has as a standard to set up a workshop 

with the client and improve the possibility for more face-to-face meetings in the start of any 

project for all disciplines.  By following these recommendations, Jacobs will be able to assure 

themselves that their quality control and assurance methods will give an increased value to the 

client for future opportunities in the country. These recommendations will also give a basis for 

Jacobs to adapt to a new culture to meet and exceed the client expectations and increase the 

client satisfaction. 
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7. Discussion 
This chapter will discuss the conclusions of the study and reflect on what could have affected 

the result. The methods that have been used in this study will be reflected upon and the validity 

and reliability of the conducted study will be discussed. Finally, this chapter will include the 

contribution this study made for the company and future studies will be discussed for other 

research. 

7.1.  Reflection Around the Study 
The study could have been performed in many ways with different focuses. This study had a 

broad focus by investigating the current practices for Jacobs and comparing different aspects 

from client’s and supplier’s perspective. To have a more specific focus on the investigated 

areas could have created a more in-depth analysis and a more focused result. If the focus had 

been changed to a more specific topic, the interview subjects would have been selected 

differently to include respondents with closer focus to that area. For the interviews in general, 

the interview respondents could have been selected in a different way to generate more valid 

data. In this study, the respondents came from different parts of the organisations to get a broad 

perspective. To generate more valid data, one alternative could have been to select interview 

respondents from only managerial positions between the parties to get a more in-depth 

discussion about the cultural differences between the countries and ways to adapt to the market 

from respondents who are working with expanding on markets. Or to have the study more 

focused on the project Väg 35, only interview respondents working on that project to get an 

insight of that project in particular. For this study, the respondents derived from 

recommendations of the project managers to interview the respondents that they have trust in 

to have great knowledge about the topics. To have these respondents gave a broad perspective, 

but from respondents that was assumed to give reliable answers. 

To have a focus on Jacobs’ PDW did not present that much of a result since it is described to 

be good practices that Jacobs have developed to deliver consistency over all projects. To make 

a study to look deeper inside of the PDW could have presented more findings that could be 

useful for Jacobs to implement within the PDW. However, this broad study gave a general 

focus on several parts that need to be considered simultaneously. To have this broad study 

might be necessary for future studies that will go into more in-depth research of all areas. 

7.2.  Discussion Around the Methodology 
The thematic analysis gave clear and structured themes, factors and codes that could be linked 

to the research questions in a good manner. This analysis method seemed reasonable for this 

type of study and would be recommended for future similar studies. For the theoretical 

framework and empirical gathering, the Trafikveket’s and Jacobs’ databases could have been 

used to a greater extent by looking at internal studies to get a more focused case study about 

the companies.  

The ranking system that was in place for the survey within the interviews could have been 

conducted in several ways which is described in Section 2.3. The way that the ranking system 

was structured gave a good perception of what aspects are of most importance and which of 

those aspects are considered as “holy” for the organisations. However, from this study, the 

weighted system did not present a clear image of the differences with the weighted aspects, it 

would require a larger quantitative study to increase the reliability of the results. 
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During the interviews, the ranking system was described in text and orally to clarify the method 

of the ranking. Even though it was described, some respondents wanted to spread the values 

supposing that it would give a clearer perspective to analyse. Since the ranking system may 

have been perceived differently by the respondents, their perceptions could have affected the 

reliability of the answers. Figure 5:3 – Figure 5:5 which derived from the interviews comparing 

the cultural dimensions could also have been perceived differently by the respondents. Some 

of the respondents took more time to discuss and fully understand the cultural dimensions 

before assigning a placement on the figures. This might have affected the validity of individuals 

not presenting their correct placement from not fully understanding the dimensions. By using 

several ways of finding out the cultural differences: interviews, rankings and cultural 

dimensions; this gave a good understanding of the cultural differences. From these methods, 

the analysis of the cultural differences was improved and gave a strong basis to the study. 

7.3.  Contribution of the Research 
The results from this study contributed to Jacobs’s understanding of how they should enter a 

new market. This study also presented a way for Jacobs to adapt their practices and understand 

the Swedish culture when they are expanding on the market and for future projects. The study 

also gave an insight to Trafikverket of how international parties may conduct their practices 

when entering Sweden and describe what to expect for future practices with international 

suppliers. From being able to expect differences from international suppliers, this study gives 

an understanding to Trafikverket that some aspects and practices might have to be adapted to 

make a project run smoothly. 

7.4.  Future Studies 
This study has acted as a preliminary assessment of ways for Jacobs to enter a new market and 

working with a new client. As such, it has the potential to work as a basis for future studies. 

Based on the conclusions from this study, more detailed studies on several topics should be 

carried out.  

As discussed in the beginning of this chapter, this study could be conducted with different 

focuses to get a more in-depth knowledge of the themes from this study. To receive a better 

understanding of how business should be conducted when entering a new country, future 

studies may have of interest to investigate the relationship with sub-consultants and how much 

a local partner can improve the quality and processes in a new country. 

ISO 9001 is usually described as the fundamental backbone of most company’s management 

systems. To investigate Jacobs’ quality management system on a deeper level, the ISO systems 

is suggested to be compared for future studies. This may give a more focused study about how 

the quality management system should be adapted and thoroughly investigated when practices 

should be adapted.  

This study was focused on generating results mainly for Jacobs. Since different companies 

operate in a different way, the adaption of this material might be of more or less use for different 

organisations. To get a similar type of research that strive for the same research questions, a 

new study should be conducted with focus on their organisation to generate specific conclusion. 
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Appendix 1 Interview Template for Jacobs 
My name is Hampus Hansson and I am studying Industrial Engineering and Management with 

a Master’s in Quality Management and Technology at Luleå University of Technology in 

Sweden. I have been working for Jacobs (formerly CH2M) since 2016 when I started as an 

engineering intern in Glasgow and I am now writing my master’s thesis for them.  

My Master’s thesis will look at Jacobs’ Quality Management Systems (QMS), particularly 

Jacobs’ UK operations and how they ensure delivery across a wide spectrum of work. Focus 

will be on how the QMS have been modified to meet the requirements of the Swedish Market, 

in specific for the project Väg 35. For this research, I am interviewing several parties from 

Jacobs and Trafikverket to compare the client’s requirements and aspirations against Jacobs’ 

project delivery process, and in so doing identifying the practical and cultural differences that 

need to be overcome to deliver the project successfully. 

For the interviews and with your prior agreement, I propose to record the full interview which 

I can then use for my analysis. You will be furnished with a summary of the interview to allow 

you to correct any misinterpretations on my part. I am required to record in my Thesis where 

the information has come from, but I am not required to refer to you by name if you do not 

wish me to.  

The interview will consist of a few introductory questions about you and then more specific 

questions linked to the research. The questions are designed to stimulate discussion as opposed 

to yes/no answers. There will be two sections where you will get the opportunity to compare 

and rank a few aspects regarding cultural barriers and project outcomes for working on a project 

with a new client/consultant.  

Introductory questions: 

• How long have you been working for Jacobs/CH2M? 

• What is your total experience in the industry? 

• What is your current role/title in your organisation? 

• What is your position and role within the Väg 35 project? (if relevant) 

• Have you previously been involved in any international projects? (reference of similar 

project) 

• How would you define quality (what is the main measures that you take to deliver 

quality in a project)? 

 

Specific questions: 

• Have you experienced any cultural barriers or differences when working on an 

international project vs working on a project in the UK/Poland? (specify) 

• To what extent does Jacobs study the culture of the country where an international 

project will be carried out beforehand? 

• How do you know what the client is expecting from the project? (any measures taken 

to get to know this?) 

a. How would you like this to be conducted? (how should you work to meet 

client expectations?) 
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• Do you (Jacobs) take any special measures to deliver project components which have 

not been requested previously by the client in order to add value to a project? 

• Do you (Jacobs) take any special measures to win market share in a new country? 

(discounts, etc.) 

• How do you strive to reach the highest possible client satisfaction? (processes etc.) 

 

PDW templates: 

• What are your general thoughts on the PDW? (Show and explain if necessary) 

• To what extent do you think the usage of PDW templates improve the quality and 

processes throughout a project? 

• When working on an international project, how much do you use the PDW templates 

and to what purpose? 

• How did you handle the PDW for the project Väg 35 combining CH2M and Jacobs 

workflow? 

• Are you aware of any alternatives to PDW? How do you think they compare to PDW? 

What could be improved? 

• What system/process was used before the PDW templates? How do they compare? 

 

Ranking of important aspects: 
Project management: 

The following table lists typical aspects of project management. Please assign them the relevant 

number between 1 and 10, where 1 signifies low importance and 10 signifies high importance. 

Project Aspects Description 
Ranking 

(1 – 10) 

Client involvement 
The client was involved in several parts during the 

whole length of the project. 
 

Formal communication High amount of formal communication  

Informal communication High amount of informal communication  

Verbal communication Use of Swedish during projects in Sweden  

Punctuality 
Standard of being on time for meetings and handing 

in tasks on time 
 

Routines Continuous and frequent internal meetings  

Project definition 
Well-structured project tender of all activities to be 

done for the project. 
 

Feedback Continuous feedback during the project phase  

If several project aspects are assigned the same value number, please rank the aspects against 

each other (e.g. if three aspects are all ranked as 8, please indicate their comparative 

importance by marking them 8a, 8b and 8c respectively). 
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Project outcome: 

The following aspects represent what Jacobs (you) value the most in terms of project outcome. 

Please rank the aspects based on their importance during project execution and delivery. Rank 

the aspects from 1 (low importance) to 10 (high importance). 

Project Aspects Description 
Ranking 

(1 – 10) 

Time Deliver the project within the assigned period  

Cost Deliver the project to the lowest possible price  

Quality Deliver the project with highest possible quality  

Environmental solutions 
Deliver the project with highest possible 

environmentally friendly solutions 

 

Safety 

Conduct the project with high regard to all safety 

hazards and strive for a safe and ergonomic working 

site 

 

Continued cooperation 
Strive for continued cooperation and good 

relationship between the parties 

 

Correct estimations Estimations of cost, time and other planning stages 

to be as accurate as possible and similar with the 

client’s estimations 

 

If several project aspects are assigned the same value number, please rank the aspects against 

each other (e.g. if three aspects are all ranked as 8, please indicate their comparative 

importance by marking them 8a, 8b and 8c respectively). 

 

General questions: 

• What would you see as the optimal working relationship between the client and the 

supplier when entering a new country to avoid cultural barriers? 

• What did you expect from the cooperation with Trafikverket, and what do you expect 

that you have to adapt to make an international relationship work smoothly? 

o Anything that you know from experience that you sometimes need to let go 

and “look the other way” to avoid conflicts? 

• What do you see as good ways to avoid cultural barriers? 

• Where would you place the organisational structure and way of conducting business 

for Jacobs on the figures below? 

 

 

 

(How status is accorded; you are 

valued from performance vs. you 

are valued from who you are) 

 

 

mailto:Hampus.Hansson@jacobs.com


   

 

Hampus Hansson | Jacobs | Engineering Intern | +46 73 510 45 40 | Hampus.Hansson@jacobs.com 
IV 

 

Affective/Neutral: 

(The range of feelings expressed) 

 

 

 

Diffuse/Specific: 

(The range of involvement) 

 

 

 

Universalism/Particularism: 

(Rules versus relationships) 

 

 

Communitarianism/Individualism: 

(The group versus the individual) 

Ending: 

Thank you for taking the time to meet me for this interview. I will now listen back to this 

interview and consider the key parts that we have discussed. After I have analysed this 

interview, I will send my analysis back to you to confirm that I have interpreted your statements 

correctly. 

Is there anything else you would like to add regarding this interview that is connected to my 

thesis? 

If you think of any additional questions or information, please do not hesitate to contact me. 

Kind regards, 

Hampus Hansson 

+46 73 510 45 40 

Hampus.Hansson@jacobs.com  

mailto:Hampus.Hansson@jacobs.com
mailto:Hampus.Hansson@jacobs.com


   

 

Hampus Hansson | Jacobs | Engineering Intern | +46 73 510 45 40 | Hampus.Hansson@jacobs.com 
V 

Appendix 2 Interview Template for Trafikverket 
My name is Hampus Hansson and I am studying Industrial Engineering and Management with 

a Master’s in Quality Management and Technology at Luleå University of Technology in 

Sweden. I have been working for Jacobs (formerly CH2M) since 2016 when I started as an 

engineering intern in Glasgow and I am now writing my master’s thesis for them.  

Jacobs is an international company employing over 77,000 people globally who are involved 

in some of the most prestigious projects around the world. My Master’s thesis will look at 

Jacobs’ Quality Management Systems (QMS), particularly their UK operations and how they 

ensure delivery across a wide spectrum of work. Focus will be on how the QMS have been 

modified to meet the requirements of the Swedish Market. For this research, I am interviewing 

several parties from Jacobs and Trafikverket to compare the client’s requirements and 

aspirations against Jacobs’ project delivery process, and in so doing identifying the practical 

and cultural differences that need to be overcome to deliver the project successfully. 

For the interviews and with your prior agreement, I propose to record the full interview which 

I can then use for my analysis. You will be furnished with a summary of the interview to allow 

you to correct any misinterpretations on my part. I am required to record in my Thesis where 

the information has come from, but I am not required to refer to you by name if you do not 

wish me to.  

The interview will consist of a few introductory questions about you and then more specific 

questions linked to the research. The questions are designed to stimulate discussion as opposed 

to yes/no answers. There will be two sections where you will get the opportunity to compare 

and rank a few aspects regarding cultural barriers and project outcomes for working on a project 

with a new client/consultant. 

Introducing questions: 

• How long have you been working at Trafikverket? 

• What is your total experience in the industry? 

• What is your current role/title in your organisation? 

• What is your position and role within the Väg 35 project? (if relevant) 

• Have you previously worked on any international projects? 

• How do you define quality (what is the main measures that you take to deliver quality 

in a project)? 

Specific questions: 

• What key factors represent quality in a project for you? 

• Can you give an example of when you have observed high quality in a project – what 

are some factors/reasons why? 

• Can you give an example of where you have observed low quality in a project – what 

are some factors/reasons why? 

• What procedures do you have in place to ensure a new partner delivers to your 

expectations? (Studying previous quality decisions) 

• Have you noticed any common differences by working with an international partner 

instead of a Swedish partner? 
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Ranking of important aspects: 
Project management: 

The following table lists typical aspects of project management. Please assign them the relevant 

number between 1 and 10, where 1 signifies low importance and 10 signifies high importance. 

Project Aspects Description 
Ranking 

(1 – 10) 

Client involvement 
The client is involved in several parts during the 

whole length of the project. 
 

Formal communication High amount of formal communication  

Informal communication High amount of informal communication  

Verbal communication Usage of Swedish during projects in Sweden  

Punctuality 
Standard of being on time for meetings and handing 

in tasks on time 
 

Routines Continuous and frequent internal meetings  

Project definition 
Well-structured project tender of all activities to be 

done for the project. 
 

Feedback Continuous feedback during the project phase  

If several project aspects are assigned the same value number, please rank the aspects against 

each other (e.g. if three aspects are all ranked as 8, please indicate their comparative 

importance by marking them 8a, 8b and 8c respectively). 

 

Project outcome: 

The following aspects represent what Trafikverket (you) value the most in terms of project 

outcome. Please rank the aspects based on their importance during project execution and 

delivery. Rank the aspects from 1 (low importance) to 10 (high importance). 

Project Aspects Description 
Ranking 

(1 – 10) 

Time Deliver the project within the assigned period  

Cost Deliver the project to the lowest possible price  

Quality Deliver the project with highest possible quality  

Environmental solutions 
Deliver the project with highest possible 

environmentally friendly solutions 

 

Safety 

Conduct the project with high regard to all safety 

hazards and strive for a safe and ergonomic working 

site 

 

Continued cooperation 
Strive for continued cooperation and good 

relationship between the parties 

 

Correct estimations Estimations of cost, time and other planning stages 

to be as accurate as possible and similar with the 

client’s estimations 

 

If several project aspects are assigned the same value number, please rank the aspects against 

each other (e.g. if three aspects are all ranked as 8, please indicate their comparative 

importance by marking them 8a, 8b and 8c respectively). 
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General questions: 

• What would you see as the optimal working relationship between you as a client and a 

new international partner to avoid cultural barriers? 

• What did you expect from the cooperation with Jacobs, and what do you expect that 

you have to adapt to make an international relationship work smoothly? 

o Anything that you know from experience that you sometimes need to let go 

and “look the other way” to avoid conflicts? 

• What do you see as good ways to avoid cultural barriers? 

• Where would you place the organisational structure and way of conducting business 

of Trafikverket on the figures below? 

 

 

 

 

(How status is accorded; you are 

valued from performance vs. you 

are valued from who you are) 

 

 

 

 

 

Affective/Neutral: 

(The range of feelings expressed) 

 

 

 

Diffuse/Specific: 

(The range of involvement) 
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Universalism/Particularism: 

(Rules versus relationships) 

 

 

Communitarianism/Individualism: 

(The group versus the individual) 

 

 

 

 

Ending: 

Thank you for taking the time to meet me for this interview. I will now listen back to this 

interview and consider the key parts that we have discussed. After I have analysed this 

interview, I will send my analysis back to you to confirm that I have interpreted your statements 

correctly. 

Is there anything else you would like to add regarding this interview that is connected to my 

thesis? 

If you think of any additional questions or information, please do not hesitate to contact me. 

 

 

 

Kind regards, 

Hampus Hansson 

+46 73 510 45 40 

Hampus.Hansson@jacobs.com 
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Appendix 3 Trafikverket’s Organisational Structure for Väg 35 
 

 

 

 

Figure derived from Jacobs’ PXP for Väg 35. Use of this figure is permitted by Dimitris 

Legakis, 2019-05-08 
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