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Abstract

This research paper is about the practice of aligning projects with organizational
business strategy: the case of Ethio telecom, where project management and the
corporate level strategy link is thoroughly observed. Business strategy is a means to
achieve competitive advantage and decrease competitive disadvantage if implemented
properly. While project management is defined as planning, organizing, directing and
controlling resources to achieve organizational goals and objectives. Alignment
between business strategy and project management means that the needs, demands,
goals, objectives and/or structure are consistent with each other. This research studied
the practices undertaken by Ethio telecom to achieve alignment. To observe and
describe the practice the study raised three research questions which were: are projects
aligned during project selection, is portfolio alignment with business strategy
maintained throughout the lifecycle of projects and are projects aligned with business
strategy at the execution phase. Document review and semi-structured interactive
interview questions were conducted with 6 participants. The research was able to find
out that Ethio telecom aligns projects at the selection phase and maintain portfolio
alignment with business strategy. However it was discovered that at the execution phase
lack of commitment exists for maintaining alignment between projects and business
strategy. The research concluded that there is lack of uniformity in practice and lack
of using standardized project management tools and metrics for aligning projects with
business strategy at the functional level. From the findings recommendations were
made on the way Ethio telecom could improve the practice of aligning projects with
business strategy by establishing a formal standardized practice that can be used for
all project types.

Key words: Project Management, Business Strategy, Alignment
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

Organizations use projects as a tool for realizing a strategic plan. A project delivers the
objectives of a strategic plan. The most common strategic plans are increasing market
competition, customer satisfaction, meeting regulatory requirements or technological
advancement. In an organization operation, it can be made sure that these repetitive and
long-term works are aware of the organizational strategy. However, the dynamicity and
shortness of projects make it difficult to ensure that the organizational strategy is in a
broader view. Project managers and project teams lose sight of this ultimate reason for
projects being undertaken and get lost in the day to day activities rather than ensuring

projects fulfill the reason they were undertaken in the first place.

The success of projects in traditional project management is measured using time, cost,
scope (performance) as measurement. Which in short means the success of projects is
measured by the efficiency of the project management processes. Completely
undermining the business value or customer satisfaction part of the project. Business
value (customer satisfaction) measures the benefits to the organization based on the
projects impact on the organization, customer, on future markets openings and other
stakeholder satisfaction (Kerzner, 2006). Aligning projects with business strategy
means the ability of basing the organization’s strategies and processes on the project.
Projects are usually seen as the responsibility of the project manager and the project
manager alone. Which forces projects to be seen as being independent and that they

should not be concerned with the strategy of the organization.



Tony Grundy and Laura Brown (2002) stated that projects are not aligned with projects
for two reasons. The first reason is those at the project level may not be fully aware of
the business strategy itself except in the most general way. The second reason being the
strategy itself may not be clear and worked out in detail. Projects in traditional project
management are seen as an independent functional department and integrating the
organizational strategy with the project is not given much attention. In addition to this
top managers assume the responsibilities of the project manager lie only with managing
the day to day activities of the project and the project manager is not included in the

strategic formulation and planning of the strategy.

The lack of alignment between business and project strategy, which Lanka & Martin
(2007) believe is a significant contributor, if not the primary cause for, project failures
in addition to an obstacle for realizing sustainable competitive advantage. Projects are
undertaken to achieve the strategic objectives of the organization. However, projects
often fall into the rabbit hole and lose the broader view (Grundy and Brown, 2002). The
main concern of the project manager and project team becomes the efficiency and
effectiveness of the day to day activities. This leads to losing sight of the reason in

which the project was undertaken for in the first place.

Nowadays organization have realized the benefits of aligning projects with business
strategy and attempt at practicing it because of the ever-changing market requirements.
Projects that does not contribute to the organization’s business value and goals are
eliminated. Resources are allocated for projects that align with the goal and objective
of the organization. However, here in Ethiopia where project management is being
introduced as a profession, there is so much work to be done on ensuring that projects

are aligned with business strategy of the organization. Therefore, this research observes



and assesses the practice of aligning projects with business strategy in the context of

Ethio-telecom.

1.2 Problem Statement

The telecommunication industry environment is very volatile and dynamic. There exist
the constant need for using new technology, enabling new services and offerings and
moving towards next generation networks and data centers (Ludovico, F. & Petrarca,
F, 2010). This means sudden changes to the strategy, project scope, and variation in
environmental constraints. The above problems within the telecommunication industry
needs projects to address the situation whether it is adapting new technology or
establishing new data centers. These are the business value expected from a project,
however projects get lost in the day to day activities to address the business value
expected. A study done globally on six hundred ICT organizations by KPMG (2005)
revealed that 49% of these organizations had at least one project failure during the past
year, 86% of the organizations had lost 25% of the expected project benefits whereas
only 2% of the organizations realized the intended ICT project objectives. The failure
to meet objectives and realize the benefits of the project indicates that there exists a
misalignment between projects and business strategy among other factors. The lack of
alignment between business and project strategy, which Lanka & Martin (2007) believe

is a significant contributor, if not the primary cause for, project failures.

Organizations plan and formulate business strategy and projects separately. There exist
a missing link (misalignment) between business strategy and project planning that is
the cause for projects being terminated or the execution of projects that do not deliver
the desired goals and objectives (Hauc and Kovac, 2000). Alignment is an essential
effort for organizational success. It gives focus on coordinating goals and implementing
plans of project management with the goals of the organizational business strategy.

3



Alignment gives attention in attaining the values the project was initiated and designed
for in the first place rather than focusing on the processes. Therefore, organizations are
not realizing the benefits of projects by not giving the alignment the importance it

requires.

Projects should be integrated with business strategy as they are clearly the driving force
for strategy implementation. When projects are aligned with business strategy the
project management process efficiency and customer satisfaction of the project are
ensured which leads the project to be successful on the four measurement criteria (time,
cost, performance and business value). However, in practice projects are often
disconnected from the strategic goal of the organization and project managers do not
think this falls in line with their responsibility. Designing and implementing projects
must be a strategic decision (Grundy and Brown 2002). Therefore, top managers and
project managers should be able to communicate the goals and objectives of the

strategy.

The effects of misalignment between projects and business strategy leads to undertake
projects without a clear goal and understanding of the organizations’ merit. This type
of projects are projects which has lost sight of the purpose and goal of the organization.
This leads to wastage of resources on projects that does not bring any or little value to
the organizations’ market position. As projects are initiated to implement the

organizations strategy their performance affects the strategy of the organization.

Ethio Telecom reported that 49% (32 projects) of projects undertaken are in poor
project performance state and 7% (3 projects) of the projects are in satisfactory state in
2011 E.C. The most common causes of project failure and poor performance includes:

Insufficient resources, poor executive sponsorship, scope creep, poor risk control,



poor governance and poor alignment to strategy (Holbeche, 2009). PMI’s pulse of
profession (2017) stated that aligned projects are 57% more likely to achieve their
business goal, 50% more likely to finish on time and 45% more likely to finish on
budget. Therefore, it can be seen that there exist a problem with translating business
strategy to the projects undertaken and maintaining the alignment throughout the

lifecycle of the project.

Based on the above mentioned and other empirical studies; alignment is an important
factor which helps organizations to achieve business value from the projects that are
undertaken. Therefore, this research will observe and assess the practices that Ethio

Telecom takes in the alignment of projects with business strategy.

1.3 Objectives
1.3.1 General Objective
The general objective of this research is to assess the practices of business strategy and

project alignment in Ethio Telecom.

1.3.2 Specific Objectives

The specific objectives of this research are:

e To identify if projects are aligned with business strategy during project
selection.

e To determine if project portfolio alignment to business strategy is maintained
throughout the life cycle of projects.

e Toevaluate if projects are aligned with business strategy at the execution phase.



1.4 Research Questions
On the basis of the problem statement discussed above, the research will answer the

following research questions:

1. Are projects aligned to the business's strategy during the project selection
phase?

2. s project portfolio alignment to business strategy maintained throughout the
life cycle of the portfolio?

3. Are projects aligned with business strategy during project execution?

1.5 Significance of the Study

This study collected primary data from senior managers and project managers who are
the key personnel in implementing strategies within organizations. Which contributes
in shedding light on the actions taken to achieve alignment between project and
business strategy. It provides better understanding of practices which can be used for
the achieving alignment between projects and business strategy. By providing evidence
for the benefits as well as in achieving alignment it will help project managers and other

organizations to take lessons from this study.

The research can also be a stepping stone for other researches and researchers who are
interested in the practice of strategic alignment with project management. The research
also validates the benefits of alignment on the performance of projects and
organizations. The study demonstrates how Ethio Telecom has filled the gap that exist
between strategic management and project management which urges other

organizations to do the same.



1.6 Scope of the Study

There are three levels of strategy within any typical organization: corporate, business
and functional strategy (Wheelen, 2012). This research’s main focus is the business
strategy level alignment with the functional strategy which in this context is project
management. The research assess how completed projects in the fiscal year of 2011and
2012 E.C. had been managed to maintain alignment with the business strategy. The
scope area of this research is the headquarter Ethio Telecom which is located in Addis
Ababa. The choice for Ethio Telecom was made on the basis that the organization

undertakes multiple projects and has different portfolio of projects.

This research focuses on the practices undertaken by Ethio Telecom to achieve
alignment between projects and business strategy. The research focuses on the

alignment of the project management with the business strategy of the organization.

1.7 Organization of the Study

This research is organized under five chapters. Chapter one includes the introduction
part of the research. While chapter two focuses on reviewing relevant literature and
chapter three highlights the research methodology used in undertaking this research.
Chapter four discusses results and finally in chapter five summary, conclusion and

recommendation of the research is presented.



CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter discovers the literature available on the alignment between projects and
business strategy to create better understanding of the underlying theory. It will
establish the research gap that exist in aligning projects with business strategy. The
literature review is organized in three parts. The first 2.2 will explore the theories of
business strategy, whereas 2.3 focuses on theories available on project management.
Then in section 2.4 the theory underlying the alignment between projects and business

strategy is explored.

2.2 Business Strategy

There is no fixed definition of business strategy. Many scholars have defined it in
different ways. For example Tony Grundy (2002) offered formal and informal
definitions of business strategy the most formal one defines business strategy as the
means an organization takes to get from where it is currently at to where the
organization wants to be by maintaining competitive advantage. Whereas, Chandler
(1962, p.13) defines business strategy as “the determination of the basic long-term goals
of an enterprise and the adoption of courses of action and the allocation of resources
necessary for carrying out these goals”. While Porter (1985) defined business strategy
as a way to achieve competitive advantage and decrease competitive disadvantage if

implemented properly.

The common ground for all of the definitions by many scholars is that business strategy
is a means for an organization to achieve competitive advantage. In today’s dynamic

and volatile environment organizations face fierce competitions. To withstand and gain



competitive advantage organizations establish business strategies. Business strategies
should not only be established but focus must also be given in implementing it. Projects
are how a business strategy is implemented, therefore the implementation is much more
difficult than the formulation of the strategy. Projects nowadays are not just
implemented to obtain a product or service but to add value to the organizations’
objectives and goals (Gundy and Brown, 2002). After formulating a business strategy
the focus must be on selecting projects that will be a means to achieve that strategic

goal and objective (Morris, 2009).

When strategies are formulated and established it is met by environmental factors that
hinder the implementation. Therefore, organizations must be flexible and use
incremental strategies rather than focusing on one time rigid strategies (Grundy and
Brown, 2002). There are many internal and external environmental factors that affect
projects or implementation of strategies that the business strategies might encounter

change. Therefore, flexibility is key in strategy implementation.

Everyone in an organization should know and agree on the main goal and objectives.
The activities of an organization should be coordinated to move in the same direction
to achieve the goals established (Holbeche, 2009). The clarity of a business strategy
will play a major role in the success of the organization. This lack of clarity leads to
projects not to be aligned with the business strategy, which in turn means the strategy
fails to be translated into the project. Which makes strategies merely there to look pretty

in company’s websites and broachers.

There are many research works that highlight the importance of establishing a clear and
precise business strategy and implementing this business strategy by selecting projects

that achieve the goal and objectives of the business strategy of the organization.



However, there is little work on how the strategy is translated in to the project. Although
there are many theories available on how to achieve translating business strategy to

projects the practice has not been documented as one likes there to be.

2.2.1 Business Strategy Formulation

Wheelen (2012) defined strategy formulation as developing long-time plans to
effectively manage the internal and external environments of an organization. The
internal and external environments of an organization are strength and weakness of the
internal environment and the threats and opportunities of the external environment
(SWOT). Strategy formulation includes defining missions, specifying objectives,

developing strategies and setting policy guidelines.

2.2.1.1 Mission

Mission is the reason for the organization’s existence or purpose. It describes what an
organization provides as a product or service. Mission statement clarifies an
organization’s purpose and goals that it aspires to achieve (Wheelen, 2012). Mission
describes where the organization is now, while vision describes where an organization

wants to be in a near future.

2.2.1.2 Objectives

This is described using action words where the end results or desired outcomes of a
planned activity is stated. Achieving objectives results in the fulfillment of the
organization’s mission. Objectives are what an organization gains by achieving its
mission. For example, increased revenues are the most common objectives

organizations achieve from a well-defined and clear mission statements.
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2.2.1.3 Strategies

Strategies are the means by which an organization achieves its mission and objective.
Strategies are plans of an organization to attain increased competitive advantage and
decrease competitive disadvantage. There are three levels of strategy in any typical

organization:

e Corporate strategy: this strategy describes the direction an organization takes to
achieve growth as well as the management of its various services and products
under its operation.

e Business strategy: this strategy focuses on the product or service line. The
strategy is established in order to increase the competitive position in the market
of a particular product or service within the organization.

e Functional strategy: here the strategy focuses on how a given functional area
can achieve the organizational objectives and goals. Project management is one
functional area in which organizations use as a tool to implement the strategies
of the organization. Therefore, project strategy focuses on how to integrate
projects so that they attain the organization’s objective and goal not only

producing products or services.

2.2.1.4 Policy
Policy is the guideline available for an organization decision making process. This is

where strategy formulation and strategy implementation integrates.

11



2.2.2 Business Strategy Formulation Approaches
Mintzberg (1994), suggested there are two types of strategy formulation approaches
depending upon how the strategy happens. These two types of strategy formulation

approaches are: emergent and deliberate strategy formulation approaches.

Deliberate strategy formulation approach is used when an organization knows where it
wants to go and the means to get there are clear. Where in the case of emergent strategy
formulation approach the approach is taken by organizations when strategies for the
unknown future are needed to be developed (Mintzberg, 1994). Many organizations use
both types of strategy formulation approaches together since where the organization

wants to go or how to get there are not always clear.

However, Grundy and Brown (2002), suggested that these two strategy formulations
are not enough for the modern project environment of organizations. They added three
more strategy formulation approaches: submergent, emergency and detergent strategy
formulation approaches. A submergent strategy is a deliberate or emergent strategy that
has stopped working and managers will try to continue with the project without
changing the scope by reallocating resources or doubling other efforts. While an
emergency strategy is a strategy where organizations react to a short term
environmental pressures. A detergent strategy is a strategy where a previous strategy
where it was not working is being revived and refocused. It is used by organizations to
clean up the messes created by the other strategies. These strategies shows that no single
strategy which will be appropriate for all contexts. Therefore, organizations should use
a mixture of one or more strategy formulation approaches to develop their strategies

(Grundy and Brown, 2002).
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2.3 Project Management

Although there are many available definitions of project management, here the focus is
on the most relevant ones. The most reliable definition is provided by the Project
Management Institute (PMI) which defines project management as “the application of
knowledge, skills, tools, and techniques to project activities to meet the project
requirements” (PMI, 2017, p. 10). Another definition worth mentioning is a definition
provided by Kerzner, (2013) which defines project management as a series of cycles
which focuses on planning, organizing, directing, and controlling resources to achieve

the organizations objectives and goals.

Now these definitions focuses on the effectiveness of the project management process
rather than focusing on satisfying different stakeholder’s expectations in order to
achieve the organization’s objectives and goals. The implementation of the appropriate
project management has many benefits which was mentioned in many scholars work.
For example, Thomas and Mullaly (2007) highlighted the benefits of the precise
implementation project management brings to different stakeholders which are saving
and proper use of resources, increasing revenue; increased satisfaction of customers,
suppliers, sub-contractors and employees. However, many organizations are not
reaping this benefits because of incorrect implementation of projects. Undertaking
projects which does not contribute to the strategic goal of the organization reflects the

poor selection and management of projects in an organization.

Project management differs from industry to industry (Cooke- Davies and Arzymanow,
2002). Therefore, this research focuses on the telecommunication industry of Ethiopia
and how the proper selection and management of projects contribute to the alignment

of project management with business strategy.
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2.3.1 The Need for Project Management

Projects management is undertaken to provide solutions for a particular challenge
within an organization. The need for project management originates from several
challenges such as the need for organizations to be externally effective and internally
efficient (resource usage) (Meredith and Mantel, 2011), the need for a high level of
coordination and cooperation between groups of people with diverse skills that
contribute to the project (Meredith and Mantel, 2011), and the potential to increase the
number of customers and improve customer relations (Kerzner, 2004). In addition to
these needs organizations nowadays face fierce competition. Organizations can gain
better market positons by undertaking projects and practicing project management
which tackle the specific challenges faced by the organization. Some products or
services become obsolete due to a dynamic market, increased speed of innovation, and
high competition. Which means the life cycle of these products are short and can be
increased using project management to introduce products to markets early and with

efficient use of resources.

2.3.2 The Project Lifecycle

The project management professional (PMP) defines the project lifecycle as “the
sequence of phases that a project goes through from its initiation to its closure”. Each
phase is responsible for producing one or more deliverable which is either tangible or
non-tangible. A typical project has four major phases: initiation, planning,

implementation, and closure.

2.3.2.1 Defining (Initiation) Phase

Here the project objective or need is identified which is done to detect the problems
that exist within the organization or the opportunities the environment holds that can be
addressed by a project (PMI, 2013). In this phase the questions “should we do the

14



project?” and “can we do the project?” are answered which answers whether the project
is feasible or not. This phase deals with identifying the projects that address the problem
or opportunities of an organization specifications, tasks, goals and responsibilities. This
phase basically provides justification for undertaking a particular project. It determines

whether a project adds business value to the organization or not.

2.3.2.2 Planning Phase

The planning phase is where the solution (project) is developed further in as much detail
as possible and plan the necessary steps to meet the objectives and goals of the project.
The PMI (2013, p. 54) defines the planning phase as “those processes performed to
establish the total scope of the effort, define and refine the objectives, and develop the

course of action required to attain those objectives”.

The planning phase produces a baseline which can be used to control the outcome and
processes of the project management. Furthermore the planning phase identifies in
satisfactory detail the work to be done, when it should be done and what resources are
needed for a specific activity (Meredith and Mantel, 2011). The planning phase is where
all the issues regarding scope, time, cost, quality, communications, human resources,
risks, procurement, and stakeholder involvement are explored, planned and

documented (PMI, 2013).

Projects are initiated as a solution for a problem or as a way to capture opportunities.
Which means projects should add business value to an organization. This fact becomes
bull dozed when projects are being executed because problems arise internally or
externally the implementation and controlling of integrating business strategy with the
project was not planned at the planning phase. Most project failures arise from not

execution but poor management of the planning phase (Hartman and Ashrafi, 2004).

15



The planning phase is where alignment between business strategy and project can be
planned for and achieved but poor management of this phase leads to misalignment
between business strategy of the organization and the project. If the project manager
and the project team focuses the planning phase on effectiveness of the project
management process and not on adding business value for the organization, then
misalignment between the project and the business strategy is inevitable (Anderson and

Merna, 2003).

2.3.2.3 Implementation (Execution) Phase

PMI (2013, p. 55) defines the execution phase as “processes performed to complete the
work defined in the project management plan to satisfy the project specifications”. The
plan produced during the planning phase is used as a baseline and deviations from the
original plan are communicated and documented. The project manager uses the
information gained from the communicated and documented deviations to maintain
control over the direction of the project by measuring the performance of the project
activities and comparing the results with the project plan and takes corrective action as

needed (PMI, 2013).

2.3.2.4 Closure (Delivering) phase

PMI (2013, p. 56) defines the closure phase of the project lifecycle as “processes
performed to conclude all activities across all Project Management Process Groups to
formally complete the project, phase, or contractual obligations. This process group,
when completed, verifies that the defined processes are completed within all of the
Process Groups to close the project of phase, as appropriate, and formally establishes
that the project or project phase is complete”. The focus at this phase is on activities
that make the product or service ready for operations. Focuses on making sure projects
are completed according to requirements, according to the planned time, according to
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the estimated budget and whether the product or service adds a business value to the

organization.

2.4 Alignment
This section discusses the background of alignment and when and how alignment is

achieved.

2.4.1 Background of Alignment

There are many terms used synonymously with alignment which are “integrate” or
“strategic alignment” or “fit” in many researches and books. A general definition of
alignment was introduced by Nadler and Tushman (1980, p. 40) as “the degree to which
the needs, demands, goals, objectives, and/or structure of one component are consistent
with the needs, demands, goals, objectives, and/or structure of another component”.
However, a single definition of alignment does not serve as a baseline for every industry
or organization. There are different needs, demands, goal, objectives, and/or structure
from organization to organization, therefore a general definition of alignment will not

be applicable.

When alignment is mentioned there are two kinds of alignment. The first one is
alignment between various management areas like tasks, policies and practices. The
second one where this research is interested in is alignment between organizational
hierarchies, which is between corporate, business and function. Alignment in this case
is having a common understanding between the three levels of organizational hierarchy
concerning means and goals. Aligning functional departments with the business and
corporate level strategies is what most researches had focused on. However, the
functional areas most researches concerned with were human resource, 1T, marketing

or research and development areas. Project management is also like these functional
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areas and needs to be aligned with the business level strategy. Although, separately
many researchers has studied when alignment can be done in an organization. Englund
and Graham (1999) and Hartman (2000) focused their study on how organizations can
achieve alignment during project selection and highlighted project selection as a
process of alignment. Whereas, Turner and Simister (2000) focused on project portfolio
management for ensuring alignment between project management and business
strategy in an organization. Alignment at the functional level where the project is
planned and executed is not explored as can be expected which is what this research

aims to do.

Organizations are entities with people, products, business processes, departments,
strategies and goals under them. A successful organization is one that has a common
agreement in the above mentioned essentials (Preston and Karahanna, 2009). A project
success in an organization should not only be measured by the project management
process efficiency. When projects are aligned with the underlying business strategy of
the organization they add business value in which the project was intended for. Business
value like increases in revenue, customer satisfaction, better market position or any
other value the organization put in place for undertaking the project can be met when
alignment is obtained (Boyer and Mc Dermott, 1999). When the project manager and
the project teams are aware of the business strategy’s alignment with the project
management, it creates a sense of purpose and objectivity rather than being sucked in

in the day-to-day activities of the project.

There are three main crucial elements in achieving alignment in an organization. These
are executive’s commitment, communication in all levels of the organization and the
involvement of the project manager in the initial stage of the strategy formulation
(Williams and Samset, 2010). Therefore, achieving alignment is not easy but needs
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commitment and communication from all employees of the organization. Many
organizations lack to extend these courtesies and fail to achieve alignment between their
business strategies and projects. The major confusion that exist in achieving alignment
between business strategies and projects is how to translate the need to align projects
with business strategy and the actions that are required to make the alignment happen
(Morris and Jamieson, 2005). The business strategies that were formulated get lost in
the selection, planning and execution of the project since there is no alignment and
coordination in these activities and the people who are responsible in the organization
(Bower and Gilbert, 2006). Although, some independence is needed in the management
of projects there must be a common agreement on the means and goals expected of the
projects and how the project will integrate with the organization’s objectives and goals

(Larson and Gray, 2011).

2.4.2 Achieving Alignment

There are three main ways researchers and practitioners have tried to achieve alignment
within organizations. Some have focused on project selection by identifying it as an
alignment achieving process [Englund and Graham (1999), Hartman (2000)]. While
others focused on project portfolio management for achieving alignment (Turner and
Simister, 2000). However little research is available on achieving alignment during the

planning and execution phase of the project.

Theoretically upper managers and project managers select sets of projects that can
achieve organizational objectives and goals (Englund and Graham, 1999). Projects are
means for organizations to implement their strategy. Therefore, projects with no
strategic alignment or with no business value to the organization should not be
considered. It might not be easy to identify projects with no strategic value to an
organization. Tony Grundy and Laura Brown (2002) emphasized that the problems or
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opportunities that gave rise to the project should be thoroughly explored otherwise
organizations will end up a wrong strategy for the project in question or a wrong project.
They suggested diagnostics should be done on the scoping the project, defining the key
issues, identifying the key project objectives and anticipating the project’s key
stakeholders and difficulty before any project is selected. Thoroughly exploring
projects on their strategic importance to an organization prevents wrong projects not to
be undertaken or for projects not to implement wrong strategies or means. There are
many models and processes for organizations to undertake for selecting projects with
strategic importance. For example, Englund and Graham (1999) suggested answering
for questions in the selection of projects: what should we do, what can we do, decide,
and do it. These questions are used systematically to engage project managers and
project teams into identifying the strategic importance of projects to the organization.
While, Tony Grundy and Laura Brown (2002) put forward several models like gap
analysis, wishbone analysis, performance driven analysis and others to aid in the

decision making process.

Beyond the selection process project portfolio management can be employed to
maintain alignment with business strategy. While project selection focuses on
identifying projects with strategic importance and business value to the organization.
Project portfolio management focuses on effective strategy implementation. There are
three main objective of project portfolio management. Which are maximizing the value
of the portfolio, linking the portfolio to the strategy and the continuous monitoring of
the portfolio (Cooper et al., 1998). Project portfolio management focuses on aligning
projects with business strategy throughout the development cycle of the project
(Anyosa Soca, V., 2010). The development cycles of a project are selection,

prioritization, resource-balancing, initiating, planning, execution, controlling and
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closing. Many organizations assume that aligning business strategy during the selection
process guarantees the alignment would be sustained throughout the life cycle of the
project. However, projects should be constantly monitored and aligned throughout their

life cycle so that deviation from the alignment would not occur.

2.5 Empirical Evidences

The strategic importance of projects is being widely recognized for its role in increasing
the achievement of organizational goals, strategies and performance. However,
empirical evidences that guide and help in achieving alignment between projects and
business strategy is not widely available. Here are some empirical evidences that were

found helpful in the context of alignment.

Srivannaboon (2006), presented that the nature by which organizations achieved their
alignment to projects was through the competitive advantage the strategy was
formulated for (e.g. quality, cost, time to market, new technology...). Therefore, the
project management processes, tools, strategy and other components that make up the
project management were designed around the business strategy in question. This study
also identified a case where although alignment between business strategy and the
project was high, the project was not considered a success. Where the failure of the

project was attributed to losing the window of opportunity to market.

Alsudiri (2013), analyzed four telecommunication companies for their alignment
processes by interviewing senior managers and project managers who were directly
involved in the strategic planning and implementation. The study presented that the
organizations kicked off the alignment process at the strategic level where objectives
and goals where set for long-term. In addition to this, it was also observed that the

telecommunication companies used project portfolio process to select and match

21



projects that contribute to the organization’s goals and objectives at the strategic level.
At the functional level where planning and execution of the project were exercised, the
study presented that there exist variation in practice. However, presented the clearest
process among the cases. Which was at the planning phase project managers were
required to identify the link of the project to the business strategy and define the project
according to the business strategy. At the execution phase common practices were
observed where project management tools, metrics, project management offices and
pre-job meetings were used to maintain proper alignment. The research highlighted that
companies tend to focus on achieving alignment at the strategy level with little focus

on the functional level (execution phase).

Kibe (2016), focused on a study based on the influence caused by strategic alignment
in project selection performance. Which the study concluded strategic alignment plays
a major role in the process of selecting projects and was a driving force. While, Saeed
and Bigrn (2014), focused on identifying factors that contribute to the link between
projects and business strategy. Which led to the finding the project management process
maturity, skilled personnel, organizational culture, resources and communication to

have major effect in achieving link between projects and business strategy.

The above studies show that the application of alignment has not been practiced very
well. In addition, there exist a shortage of theoretical and empirical evidence that is
used for achieving alignment between projects and business strategy. It is clear from
the theory that alignment has benefits to organizations in achieving objective and goals
(Gundy, 2002). However, the gap between theory and practice is very evident in
organization. From the above studies it can be seen that many organizations found

practicing alignment to be challenging. Therefore, conducting a research on the practice

22



adopted for aligning projects with business strategy is needed to come up with a good

recommendation in this area.

2.6 Conceptual Framework
Figure 2.1 shows that alignment is expected to result in increased project success; which
in turn shows that misalignment is expected to contribute negatively on project success.

In addition, shows the relationship between enabling factors and the alignment process.

a Enabling Factors I

Executive Support

Involving project manager in BS development

\ Communication /

Alignment Process

[ Project success }

Figure 2.1. The relationship between enabling factors, alignment process and project

SUcCCess.
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CHAPTER THREE
RESEARCH METHODOLOGY

3.1 Introduction
The purpose of this chapter is to justify and summarize the methodology used to answer
the research questions. This chapter presents the research approach, research design,

population and sampling, and data collection instrument.

3.2 Research Approach

Research methods are classified into two: which are qualitative and quantitative
methods (Dawson, 2002). The two methods major difference lies with the data
collection and data analysis approaches taken. Quantitative research deals with testing
theories and hypothesis by examining the underlying relationship between variables
(Dawson, 2002). Qualitative research is defined as a research approach that “employs
methods of data collection and analysis that are non-quantitative, aims towards the
exploration of social relations, and describes reality as experienced by the respondents”
(Adams, Khan, Raeside and White, 2007, p 26). This research uses qualitative research
approach to establish background information, problem identification and data
collection instrument.

The reason this research used qualitative method is the nature of the research questions
and objectives. The general objective of this research is assessing the practices of
aligning business strategy with projects. Which is focused on the process of alignment.

The research focuses on answering “how” rather than focusing on “why”.
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3.3 Research Design

Depending upon the kind of information or knowledge intended to be extracted there
are three types of research designs. These are explanatory, exploratory and descriptive
researches (Dawson, 2002).

Exploratory research is a type of research where the subject matter under study is not
very well understood or there is very little researches available on the subject. Whereas,
explanatory research is a research where a research focuses on establishing cause and
effect relationship between the variables that makeup the research problem. The other
type is descriptive research which focuses on describing and representing accurately
the occurrences of variables relevant to the research question. It focuses on how
something is the way it is and it is not concerned with why it happened (Adams, Khan,
Raeside and White, 2007). This research uses descriptive research to answer the
research questions. Descriptive research aims to represent the situation as how it
appears and describe the situation in question. Therefore, descriptive research is used
to identify and describe the current status of practices undertaken by Ethio Telecom to
achieve alignment between projects and business strategy. Therefore, this paper uses a

descriptive qualitative approach to meet the research objectives.

3.4 Population and Sampling

Sampling is a process of selecting a representative unit from the population so that the
result, data obtained and analyzed can be generalized to the whole population (Dawson,
2002). The research uses non-probability sampling to obtain the desired data required
to answer the research questions. A non-probability sampling enables researchers to
describe how a particular trait exist in a population.

Non-probability purposive sampling was applied for this study. Purposive

(convenience) sampling indicates that a sample population is selected based on the
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convenience and availability of subjects for the researcher and the research time frame
(Adams, Khan, Raeside and White, 2007). The sample of the study was selected from
individuals concerned with strategic planning and project management activities of the
organization through purposive sampling. The key project stakeholders who actively
participated throughout the strategic planning and project management are the
population of this research. The research also combined snowball sampling to avoid
missing key informants. Snowball sampling is used to identify participants directly
involved in the case but were missed by the researcher.

Individuals who have direct contribution to the strategic planning and project
management activities in the organization were purposively approached. As a result,
this study will collect data from senior executives, project/ program managers and
assistant project managers in the organization who have direct participation in the
planning and execution of business strategies and project management.

3.5 Data Sources and Types

There are two types of data in any research. These are primary and secondary data:
primary data is a data obtained by the researcher for the purpose of the research to be
undertaken. While secondary data is a data obtained from other researches or literary
works which have done studies on the same subject matter (Dawson, 2002). The
primary data in this research was obtained through interviews. Interviews will be
conducted with executives, project/program managers and assistant project managers.
The secondary data that will be used to achieve the objectives of this research will be

obtained through document review.

3.6 Data Collection Procedures
The primary data necessary to answer the research questions will be obtained using

interactive semi-structured interviews. The interview questions will be open ended so
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that the interviewee could provide answers based on his/her experience more freely.
Hence, the interview will provide a detailed qualitative data. The interview will be
conducted from May 4-12. Morse (2000), recommends the number of interviews to
range between 5-50 participants depending on the scope of the research. This research
will interview 6 participants to achieve the research objectives. The interview will last
50-60 minutes individually. While the secondary data will be obtained using document
review.

3.7 Data Analysis

Data analysis is a process of extracting useful information from a collected data
(Dawson, 2002). During qualitative researches the data obtained from interviews,
observations and document reviews can be vast and may pose a problem during data
analysis. The qualitative data in this research will be analyzed using narrative analysis.
Narrative analysis allows the researcher to objectively interpret the data obtained within
the context of the research objective. It also enables the researcher to summarize and
compare the responses and reach to an objective conclusion relevant to the research
problem at hand (S. Kaufman and L. Kaufman, 2005).

3.8 Ethical Consideration

Confidentiality for the personal data obtained will be maintained and carefully dealt
with. As well as, permission will be attained from the organization and employees to
carry out this research. The willingness of the respondents was considered while

administrating interactive interviews.
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CHAPTER FOUR
RESULTS AND DISCUSSION

4.1 Introduction

This chapter presents the data analysis, results and discussion part of the research. The
research first began with the objective of assessing the practices of business strategy
and project alignment in Ethio Telecom. To achieve this objective primary data was
collected through in-depth individual interviews with program/project managers, senior
managers and assistant project managers. In addition, document review was conducted
to fill the information gap that might have occurred when collecting primary data. The
interviewees were selected purposively for their active participation of strategy
formulation and project implementation. The data obtained using interviews and

document review is analyzed and the finding and results are discussed in this chapter.

4.2 The alignment of projects with business strategy during project selection

The study in this section asked respondents to identify and explain the practices and
processes undertaken in Ethio telecom to ensure the alignment of the projects to be
selected with business strategy. The study asked the respondents whether the business
need of the project was identified, what specific business strategy the project aligned
to, the main objectives of the project and if factors that may affect the implementation
business strategy in relation to the project were identified.

Ethio telecom adapts and develops its strategy using the GTP (growth and
transformation plan) of the Ethiopian government development plan as a bench mark
as the organization is state-owned. Ethio telecom had established a three year
development strategy in 2019 to ensure the competitiveness of the organization. The
development strategy has been established after PESTLE (political, economic, social,

technological, legal and environmental) analysis was undertaken to identify in which
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areas the organization needs to focus on. Ethio telecom used both emergent and
deliberate strategy development approaches to ensure adaptability to the changing
environment focusing on the nature of the business and ongoing market reform.

The development strategy also known as “BRIDGE” was developed to increase the
competitiveness of the organization as the government has plans to liberalize the
telecom industry. “BRIDGE” stands for best customer experience, reputable brand,
innovative product/service and technology excellence, develop people oriented
learning organization, growth in financial capacity and excellence in operation. The
first year strategy was developed by keeping in mind that there will not be change in
ownership as well as no new operators in the telecom sector. However, the strategy was
flexible to accommodate any change that might have occurred.

The strategy has identified 20 major objectives, multiple objective measurement KPIs
and strategic means (projects) to realize these objectives. The strategy is developed to
addresses the ever changing and growing customer demand, to increase productivity,
increase the competency and knowledge of employees, to overcome challenges and to

grasp opportunities.

The study in this section asked the respondents if the projects were selected and initiated
based on the alignment they have with the business strategy. The respondents had
indicated that business need, objective and factors affecting implementation of business
strategy were identified before undertaking projects.

4.2.1 The Business Need of Projects

The interviewees replied regarding issue of the business need being identified before
undertaking projects. First when the business strategy of the organization is developed,

the strategy itself identifies objectives to be met. The objectives then use projects as a
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means to achieve the desired end. Therefore, projects in Ethio telecom are initiated from
the business strategy objectives developed.

Ethio telecom identifies the business opportunity of the project by identifying the
customer need and technological advancement. The most recent project 4G network
coverage throughout Addis Ababa, which was completed on February 2020, business
need was identified before undertaking the project. The business need of the project
was the customer’s need for an improved network service which provides data services
in a large and high speed network that allows high speed internet anywhere in Addis
Ababa. However, in the TEP (telecom expansion program) which is in the closing phase
where the strategy was to increase capacity and coverage throughout the country,
problems occurred where the need for increasing capacity was identified as a business
need in some parts of the country when in fact there was none. However, as Ethio
telecom is a state owned company, the organization has an obligation to serve the
community even if projects do not result profit.

4.2.2 Aligning Projects with a Specific Business Strategy

When the respondents were asked to identify the specific business strategies the
projects where the respondents directly participated aligned with different answers were
obtained. The interviewees that participated in the 4G network coverage project
stressed the fact that their project aligned with the satisfaction of customer need and
adaptation of new technology (network). While interviewees that participated in the
TEP program stressed the alignment of the program with the business strategy of
increasing capacity and increasing coverage of mobile network from 36 million to 56
million throughout the country put in place by the government. The respondents were

clear that the alignment of projects with the specific business strategy was ensured in
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the initiation and selection phase as they were identified as a means to achieve the

objectives of the business strategy.

4.2.3 The Main Objectives of the Projects

The interviewees specified the objectives of the projects in which they directly
participated. The 4G network coverage project main objective were competitive
advantage, meeting customer demand and new technology advancement. The chief
manager of the strategic planning and program management division stressed on the
fact that Ethio telecom is a state-owned organization and how everything the
organization does reflects on the country’s image. Therefore, the chief highlighted that
the 4G network coverage project main objective was to be competitive technologically
with other African countries since Addis Ababa is a center for African union meetings.
While the TEP main objective was derived from the GTP plan for the telecom sector
which where acquiring the latest technology, expanding the coverage of mobile

network and increasing quality of the telecommunication services.

4.2.4 ldentification of Factors Affecting Implementation of Business Strategy

When asked how the factors affecting the implementation of business strategy were
identified before undertaking projects the senior managers and project managers gave
different answers. The senior managers stressed on identifying the factors that affect
the implementation of the business strategy in the projects at the corporate level. Which
were the undertaking of SWOT (strength, weakness, opportunity, threat) analysis to
identify the internal strengths and weaknesses of the organization that aid or hinder the
implementation of the project. While scanning the environment for opportunities and
threats that exist in the implementation of the business strategy with the projects.
Forecasts were also done for possible threats or risks that might occur when

implementing the business strategy in the projects. The project/program managers
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focused on identifying factors that affect the implementation of business strategy in
projects at the functional level (execution). Which were the identification of possible
risks and putting forward their mitigation plans for future usage. The respondents
explained that risks that might occur internally like logistical issues were identified.
Other internal issue was lack of desired competency which was identified as a risk and
the mitigation plan was put forward. External implementation factors were also
identified like difficulty of land acquisition for building infrastructure and electrical
power shortage. The respondents stressed on the fact that identification of risks were
not only practiced at the execution phase of the project but when considering a project
to be a means for achieving a certain business strategy. The interviewees clearly stated
that difficulty of implementing business strategy in projects are identified at corporate
and functional levels.

4.3 Maintaining Portfolio Alignment with Business Strategy

This section asked the interviewees how Ethio telecom made sure that projects in
portfolio maintain their alignment with the business strategy. The study enquired the
interviewees to describe the practice of portfolio management (structure and
effectiveness) in Ethio telecom, the criteria used for evaluation and selection of projects
to be incorporated in portfolio and whether Ethio telecom employs monitoring and
evaluation practices to make sure portfolio alignment is maintained.

4.3.1 The Practice of Portfolio Management

The interviewees were asked to describe and explain the practices of portfolio
management focusing on the effectiveness and structure. The respondents first made
clear that there is no centralized or permanent structure that handles the portfolio of
projects that exist within the organization. The interviewees further explained that

projects are initiated at the corporate level to be incorporated in portfolios. According
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to the interviewees Ethio telecom has five technical domains that it specializes in: fixed
network, mobile network, power and tower, transmission and monitoring services. The
projects and portfolios initiated are domain based and specific. Each domain has a
division, departments including project management and sector under it. Therefore,
after project portfolios are initiated at corporate level for different domains, the program
management office takes over the design and setting technical requirements of the
portfolio. In addition to the PMO there exist a support office called a quality and process
division for risk management which focuses mainly on identifications of risks and
monitoring and evaluation of those risks on the portfolios. This office works on
identifying risks starting from the initiation of the portfolio throughout its life cycle.
These risks are then monitored and evaluated and the status of those risks are
communicated to the program manager and directors of the portfolios. Other support
offices mentioned by the interviews is that the establishment of steering committees
which involves the CEO, program directors, CTO, project managers and program
managers from supporting divisions. This steering committee was established for both
the 4G and TEP programs. The steering committee is responsible for making decisions
and uses escalating methods to facilitate decision making. In addition, communications
throughout the committee are two way and the fact that project managers were involved
in this committee made sure that the strategic objectives and goals were known and
implemented.

4.3.2 Evaluations and Selection of Projects to be incorporated in Portfolios

When the respondents were asked how projects were evaluated and selected that were
to be incorporated in the portfolio the first thing mentioned was that as Ethio telecom
is a state-owned organization the decision of which types of project portfolio to be

undertaken is provided by the Ministry of communication and Information Technology.
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The respondents added that because the government was keen to provide equal
opportunity of telecom coverage and capacity in TEP program throughout the country
resources were lost to areas where increasing capacity and coverage was not necessary.
The respondents also included that the 4G network coverage and TEP programs were
exceptionally well done when compared with previous projects and portfolios. Which
was due to good communication of the strategic goals of these portfolios. Interviews
with project and program mangers revealed that the goals of these portfolios were
communicated from top managers down to skill works. That all stakeholders knew
these goals are also the strategic goals of the business strategy of the organization.

Interview with the chief of strategic planning and program management division
revealed that their division is responsible for making sure the initiated portfolios are
aligned with the business strategy of the organization before the PMO office takes over.
Then the PMO office selects and prioritize projects in portfolios using the Boston
Consulting Group products/services matrix and growth/survival model. Both models
are well known models which have been used for many years where products/services
are defined based on their growth potential, survival and competitive advantage
(Wysocki, 2014). In addition to the above models cost/benefit analysis was done to
clearly state what the Ethio telecom is spending money on, how the money spent will
be returned, where the investment stands with pervious investments or competitors and
whether the cost and value of projects or portfolios is justifiable (Wysocki, 2014).

When evaluating the projects to be incorporated in the portfolio the alignment with the
business strategy is the main focus. Frist the alignment of the portfolio with the business
strategy then the alignment of projects within the portfolio. The interviewees explained
the projects that are to be selected to be in portfolios must share the same strategic goals.

In the portfolios the deliverable of one project is an input for the other projects.
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Therefore, the strategic goals of each project in portfolios must be aligned to achieve

the overall portfolio strategic goals and objectives.

4.3.3 Monitoring and Controlling Practices to Maintain Portfolio Alignment

When asked if Ethio telecom employed monitoring and controlling practices to make
sure portfolio alignment is maintained and who does this activity, the interviewees
responded that the PMO office is responsible for the monitoring and controlling aspect.
The PMO checks and compares the performance of each project within portfolios
against with that of the planned implementation plan and contracted agreement.

At the corporate level the monitoring and controlling activities were done by the
strategic planning and program management division whose main focus is on making
sure portfolios are aligned with the business strategy of the organization. While the
PMO focuses on making sure the projects within the portfolios are performing as
planned. The PMO uses KPIs, milestones, and action plan (master plan) to monitor and
control the cost, schedule and performance of the projects within portfolio. In general
the interviewees explained that the overall alignment of the portfolio with the business
strategy it derived from is made sure to be maintained by monitoring and controlling
activities.

The document review of the projects also reflected what the interviewees explained.
Which was that the PMO responsibilities included the monitoring and controlling
activities to make sure the portfolio maintained alignment. In addition to the PMO the
steering committee was responsible for making sure the alignment with business

strategy was maintained throughout the portfolio.

4.4 Aligning Projects with Business Strategy at the Execution Phase
Respondents were asked to describe and explain whether projects are aligned with

business strategy during the execution phase of the project lifecycle or at functional
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level. The interviewees were asked what the main focus was during the planning phase,
how projects in the planning phase were made sure to maintain alignment with business
strategy, how risks were identified and managed, and what methods, processes and/or

tools was used to achieve alignment.

4.4.1 Focuses of the Planning Phase

The interview with project and program managers revealed what the project manager
and project team was more concerned about during the planning phase. Both the 4G
network coverage project and TEP program was initiated to answer the growing
demand of customers for a better network quality and increasing coverage of mobile
network throughout the country. Therefore, the interviewees explained that during the
planning phase what was focused on was ensuring the project management process was
designed to be efficient and effective to result in a faster time to market duration. While
answering the growing demand of better quality of mobile and internet network, the
planning activities were concerned with the project management process resulting in
customer satisfaction. The interviewees specified that the planning and designing of the
projects and programs where made sure to obtain the result they were expected to
achieve.

The interviewees added that Ethio telecom is an organization like other organizations
where return of the investment is expected. However, since Ethio telecom is a state-
owned organization, most of the time the organization undertakes projects where
investment return would not be possible. The interviewees explained Addis Ababa is
the most profitable area for Ethio telecom and would still be generating the same
amount of revenue if other areas of the country were not users of the network provided
by Ethio telecom. Therefore, the interviewees explained that the motivation behind

most of the projects undertaken in Ethio telecom is customer satisfaction. Planning and
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designing those projects focuses more on the process resulting customer satisfaction
and meeting strategic goals put forward by the government.

4.4.2 How Projects in the Planning Phase were Made Sure to Maintain Alignment
Interviewees in senior positions were asked to explain and describe how projects in the
planning phase maintain alignment with business strategy. The respondents explained
that the system put in place by the organization itself ensures alignment of projects with
business strategy. After projects/programs are made sure to be aligned at the corporate
level and moved to the implementation phase the system itself makes it easier to
maintain the alignment. The senior managers said the system forces the deliverable of
one project to be a component for the next project. Therefore, when project managers
and project teams plan a project/program they keep this in mind. This forces project
managers and teams to make sure alignment with the strategic goals and objectives are
maintained when planning and designing the project. For example, the TEP was
initiated and the execution was ongoing when the 4G network coverage throughout
Addis Ababa project was initiated and began. One of the objectives of the TEP
according to the document reviewed was that introducing LTE (4G) in Addis Ababa
hotspot area. Which was the deliverable needed to start the 4G full coverage project
and the program/project managers in the TEP were responsible for making sure the
program resulted in achieving this objective which was essential in the 4G network
coverage project.

The interview with project/program mangers revealed that the planning took two years
which was very useful in setting a detailed technical requirement. During the planning
phase all key stakeholders participated which made the stakeholders to be aware of the

business strategy and how to achieve it.
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4.4.3 How Risks Were Identified and Managed

Document review and interview was conducted with project managers and program
managers to understand how project risks were identified, managed, what the risks were
and how the risks affected the project. Identifying risks that might hinder achieving the
strategic objective of the program was done at the initiation phase of the project. The
project charter specifies that risks should be identified at every phase of the program
and monitored and followed by the steering committee every month. Interview with
program managers revealed that risks were treated as factors that might derail the
achievement of the strategic goal and objective. In addition to this the document
specifies the communication plan between the internal and external stakeholders. This
communication plan was prepared to update the internal and external stakeholders on
the status of the program. Documents like quality assurance and program plans were
prepared and updated regularly to make sure risks were identified and dealt with before
causing repairable damage to the program and program objectives.

Several risks that believed would have had an effect on the progress and achievement
of the program’s objective were identified. The risks were classified into three
categories: before execution, during execution and during and execution. These risks
were identified rigorously with several mitigation plans laid out to resolve them. The
major risk identified during the TEP execution phase was that since the program was a
vendor financing program that the vendors might back out from the deal. Which
actually happened with ZTE backing out of the deal while the program was under
execution. However, the risk was already identified and the mitigation plan was already
in place. The interview with the program manager revealed that because the program
was outsourced the risks associated with the program were also outsourced. The

planned cost of the TEP program was 1.6 billion dollars but the actual cost incurred
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was 800 million dollars. Which the program manager said was because of the effort
made to monitor and control the performance of the vendors (Huawei, Ericson and
ZTE).

4.4.4 Methods, Processes, and/or Tools Used For Aligning Projects with Business
Strategy

The interviewees were asked to specify the tools, methods, processes used for aligning
projects with business strategy. Their response was that there exist a process system in
Ethio telecom called Think, Build, and Run in an effort to maintain the alignment of
projects with business strategy throughout their lifecycle. Where the design, initiation,
planning and implementation of projects are coordinated throughout the organization.
The interviewees highlighted that project management in Ethio telecom is not seen as
a separate entity where the responsibility lies with only the project manager or program
manager.

The respondents further explained the other proper coordinating method used by Ethio
telecom where the PMO is serving as a support office for maintaining alignment of
projects with business strategy because PMO has ownership over any program/project
that is undertaken by Ethio telecom. Other divisions and departments who are key
stakeholders in the program/project act as sub-contractors. Monitoring and controlling
performance of the sub-contractors with the baseline plan is the responsibility of the
PMO. In addition, reporting templates were used to constantly keep updates on the
status of the project and program. KPIs were also used as a tool to maintain business
strategy with projects. Meetings before and after the completion of activities also aided
in maintaining the project/program on the target of achieving the strategic goal and
objective. The interviewees stressed the fact that there was a two way communication

channel enabled the decision making process to be effective and efficient. Which in
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turn was helpful in keeping the project/program on the right track throughout the
lifecycle. Communicating the business strategy with all stakeholders was also one of
the ways in which alignment between projects and business strategy was able to be
maintained. The respondents said all stakeholders involved in the project/program was
on the same page on what needed to be done to achieve the strategic goals and
objectives.

4.5 Discussion of Findings

Based on the findings, in Ethio telecom there is in fact a practice of aligning projects
with business strategy during project selection. Before projects are selected to be
executed, the underlying business need of the project is thoroughly examined by
executives. This agrees with Kerzner, (2009) concept that business value measures
projects based on the impact on the organization’s goals and objectives. Both
project/programs that were the scope of this research were mega projects undertaken
by the organization. The TEP was derived from the GTP set by the government in an
effort to increase coverage and capacity. Therefore, the initiation of the program was
performed by the Ministry of Communication and Information Technology. Ethio
telecom then focused on identifying how customer satisfaction could be achieved
before undertaking the program which was the objective of the program. While in the
case of 4G network coverage in Addis Ababa Ethio telecom was more focused on
generating revenue and at the same time achieving customer satisfaction. Therefore, the
need for updating the technology was done before undertaking the projects. Both
project/programs were then derived from the strategy set by the government and Ethio
telecom.

In addition to identifying the business need Ethio telecom links any project or program

to be undertaken by the organization to a specific business strategy. As a result the
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design and planning of projects revolves around the specific business strategy it aligned
to. In 4G network coverage project, it was aligned with customer satisfaction and
adaptation of new technology. While in the case of TEP the program was aligned with
increasing coverage and capacity. This agrees with the concept that a project selected
should be aware of the bigger picture than getting lost in the day-to-day activities of the
project management process (Grundy and Brown 2002). Identifying the main
objectives of the project or program were practiced before the selection to make sure
the objectives of the project align with that of the business strategy’s objectives and
goals. Additionally, as Ethio telecom is a state-owned organization the projects it
selects and undertakes reflects highly on the country. This is taken in consideration
when projects are selected.

According to the findings the factors that might hinder or aid the implementation of the
business strategy in projects are identified when projects are considered to be selected.
At the corporate level SWOT analysis is done to identify the internal strengths and
weaknesses while scanning the external environment for possible opportunities and
threats. Forecasts based on previous experiences and lessons learned are also used to
predict the risks that might motivate or encumber the implementation of the business
strategy in projects. Project and program managers focus on identifying possible risks
that will affect the project at functional level. Ethio telecom practices risk identification
and management starting from initiation all the way to project closure. Understanding
the risks involved in a project will better prepare ways to deal with factors that might
hinder the implementation of business strategy in projects. This agrees with Grundy
and Brown, (2002) concept that before selection of projects the key project objectives

and difficulty of implementation should be diagnosed. In general the above activities
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were used by Ethio telecom to make sure the projects selected are the most valuable
projects that contribute to the organization’s goals and objectives.

The other finding was related to Ethio telecom’s practice of maintaining portfolio
alignment with business strategy. It was discovered that there is no centralized project
portfolio management structure. After the initiation of portfolios the execution is
divided to the technical domains that exist within the organization. Which results in
lack of coordinated efforts to maintain portfolio alignment with business strategy. PMO
is delegated the responsibility of designing and setting technical requirements. In
addition to the PMO’s many other responsibilities dealing with coordinating and
centralizing the project management is added to its plate. Establishment of other
temporary supporting offices like a steering committee eases the decision making
process related to the portfolios. The PMO and the steering committee work together
in monitoring and controlling the performance of the portfolios and decision making
process.

Based on the finding evaluating and selecting of the projects to be incorporated was
effectively practiced. Achieving alignment of projects with business strategy to be
incorporated in portfolios at the initiation phase is done by the strategic planning and
program management division. Then the PMO performs selection and prioritization
activities using Boston Consulting Groups product/service matrix and growth/survival
model. In addition to this models cost/benefit analysis was also used to identify what
Ethio telecom is spending money on, how it will be returned, where the investment
stands with pervious investments or competitors and whether the cost incurred will be
justifiable by the benefit (Wysocki, 2014). The study found that during the selection
and prioritization of projects to be incorporated in portfolios the main focus is on

aligning the projects with the business strategy.
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For monitoring and controlling the alignment of the portfolio with business strategy the
PMO used KPIs, milestones, action plans (master plan) to monitor and control the cost,
schedule and performance of the projects within portfolios. In addition to this meetings,
status reports and periodic reviews were used to track performance progress against the
planned. It was observed from the findings that every decision made was in respect of
the portfolio being in alignment with the business strategy.

Therefore, the study was able to find out that, even though there is no centralized
structure that is responsible for project portfolio management, the PMO is doing a
satisfactory job in communicating the strategic goals and objectives to key
stakeholders. In addition to, performing monitoring and controlling the portfolio’s
alignment with the business strategy. Which agrees with Cooper, (1998) concept that
portfolio management should focus on linking the portfolio to the strategy and
continuous monitoring.

Moving to the third objective of the study it was found there exist a lack of uniform
practice throughout the organization for aligning projects with business strategy during
the execution phase. It was found that during the planning phase project/program
managers and teams focused on designing the process on the specific strategic objective
the project aligned to. Project/program managers were required to establish a clear
direction for projects to achieve the business strategy goals and objectives. Which
agrees with Anderson and Mena, (2003) concept that the planning phase should focus
on planning for alignment. While agreeing with Larson and Gray, (2011) concept that
there must exist a common agreement on the means and goals expected of projects. The
participation of key stakeholders in the planning phase clarified the business need that
underlies the project from that the requirements were identified in detail which led to

the setting of clear specifications and finally the outcome to be clearly known.
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The other finding was that risks were effectively identified throughout the lifecycle of
the program/project. This led to effectively managing the risks that might have
obstructed the implementation of business strategy in projects.

On the methods, processes, or/and tools used for maintaining alignment projects with
business strategy during the execution phase the findings were that the PMO serves as
a supporting office to maintain alignment. In addition to this reporting templates, pre
and post job meetings and communicating the business strategy was the ways in which
alignment was maintained throughout the project’s lifecycle. Which highlights the
concept put forward by Williams and Samset, (2010) that communication in all levels
of the organization is a crucial element in achieving alignment. Nonetheless, the study
was able to find out that project management tools and metrics are not widely used
throughout the organization. There also exist a process system called Think, Build, and
Run that coordinates the project management processes throughout the organization.
However, it was detected that the focus is on achieving alignment at the corporate level
and that at the functional level the project and program managers are left to fend for
themselves. Which proves that organizations do not give the same attention in aligning

projects at the functional level as they did at the corporate level (Srivannaboon, 2006).
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CHAPTER FIVE
SUMMARY, CONCLUSION AND RECOMMENDATIONS

5.1 Introduction
This section of the study contains the summary, conclusion and recommendation based

on the findings and discussions in the previous chapter.

5.2 Summary

The findings show that Ethio telecom performs different activities to make sure projects
are aligned to the business strategy at the project selection phase. At the corporate level
the business need and the objectives of the project are identified to make sure that the
project addresses the strategic goal and objective it was initiated to address. While
project managers and program managers identify the possible risks that might hinder
the implementation of the business strategy in projects/programs before any project is
selected. The executives focus on identifying the factors that might affect the
implementation of the business strategy at the corporate level by using SWOT analysis
and forecasts.

It was found out that there is an effective practice in Ethio telecom for aligning projects
with business strategy. The decisions made before the undertaking of projects are all in
the effort of ensuring a link with the business strategy and understanding what needs to
be done to achieve the strategic goals and objectives.

The study also found out there is no centralized and permanent structure that is
responsible for project portfolio alignment. However, PMO is delegated all the
responsibilities of a PPM office. Other temporary support offices like steering
committees are established for maintaining alignment within portfolios with business
strategy. It was found out that many of the responsibilities lie with the PMO and it was

observed that the office was overwhelmed with too many responsibilities.
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However, it was found out that the PMO is doing a satisfactory and effective job in the
selection and evaluation of projects to be incorporated in the portfolio. The PMO
together with the strategic planning and program division is making sure that the
portfolio and projects within portfolio are aligned with the strategic goal and objective
of the organization. The PMO is also effectively monitoring and controlling the
performance of projects within portfolios using KPIs, milestones, and comparing
against action plans.

It was found out that Ethio telecom is maintaining portfolio alignment throughout the
lifecycle of the portfolio. Communicating and involving stakeholders in different
decision making activities was the main way alignment was able to be maintained.
The other findings was that Ethio telecom lacks the uniformity for making sure projects
being executed are maintaining alignment with business strategy. At the planning phase
project/program managers are required to establish clear direction for projects to be
able to achieve the strategic goals and objectives. As well as, designing the
project/program around the specific business strategy it aligns to. Participating key
stakeholders in the planning phase is one of the ways in which Ethio telecom maintains
alignment of projects with business strategy at the execution phase.

On the other hand, there is a lack of using formal project management tools and metrics
for maintaining alignment. The study also found out that executive support and
commitment was less at the execution and project/program managers are left alone to
deal with aligning projects with business strategy. Reporting templates, pre and post
job meetings and communication are the tools and processes used for maintain
alignment during execution. The study found out that there exist lack of commitment
from executives and senior managers in maintaining alignment at the functional level

as there is at the corporate level.
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5.3 Conclusion

The research began with the objective of identifying if projects are aligned with
business strategy at the project selection phase. This objective was fully met by
identifying the practices undertaken by Ethio telecom to make sure projects that are
initiated and selected are linked with the organizational business strategy. The practices
that are used to ensure alignment were discovered at the results and discussion chapter
of this study which is supported by the literature provided in the literature review.
Projects are made sure to be aligned with the business strategy by identifying the need
behind the project, by linking a project to a specific business strategy and by identifying
the factors that might affect the implementation of business strategy in projects.
Selecting projects that add value to the organization is one of the ways in which Ethio
telecom makes sure that alignment between projects and organizational business

strategy is established.

The second objective of the study was to determine if project portfolio alignment to
business strategy is maintained throughout the lifecycle of projects. This objective was
fully met by identifying and assessing the processes used by Ethio telecom to maintain
portfolio alignment. The methods and practices used were revealed in the findings and
discussion chapter of the study. The PMO is responsible for making sure portfolios
maintain their alignment with the organizational business strategy. The PMO uses
milestones reviews, KPIs and comparing the work completed against the action plan to
make sure portfolio alignment is maintained. In addition, communicating the strategic
goals to key stakeholders is one of the ways in which portfolio alignment is maintained

with the business strategy.

The objective of evaluating if projects are aligned with business strategy at the
execution phase was fully met. Ethio telecom requires project/program managers and
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teams to clearly establish a clear link and direction for projects to achieve the
organizational goals and objectives at the planning phase. In addition, the design and
planning is done around the specific business strategy the project is aligned to.
Involving key stakeholders in the planning phase of projects results in creating a sense
of ownership and commitment achieving alignment requires. Which was the main way
in which alignment at the planning phase is ensured in Ethio telecom. However, after
projects pass the planning phase and begin the implementation phase there is no formal
and clear processes and methods used by project/program managers. There is a lack of
using project management tools and metrics for maintaining alignment at the
implementation phase. Reporting templets, pre and post job meeting and
communication are the way in which projects at the implementation phase are made

sure to maintain alignment.

In general Ethio telecom practices an effective alignment activities to align projects
with business strategy at the corporate level. However, the lack of using formalized
project management tools and metrics makes maintaining alignment at the execution
phase (functional level) to rest upon the competency and commitment of the project
manager and program manager.
5.4 Implication for Ethio telecom
e Ethio telecom should establish a formalized standard practice that can be used for
all the project types to be aligned with business strategy all through their lifecycle
with room for flexibility and customization.
e Ethio telecom should create an environment where controlling and monitoring
activities are embedded in every project undertaken to make sure projects do not

derail from the intended outcome.
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e Ethio telecom should establish a separate and centralized PPM structure whose
responsibility will be managing the portfolios and maintain alignment of the
portfolio with business strategy.

e Ethio telecom should encourage for project management tools and metrics to be
widely used by project and program managers to ensure alignment is maintained
throughout the lifecycle of projects.

5.5 Limitation of the study

Many things can be raised as a limitation. The first limitation this research faced was
the time limitation. Typically MA researches require one full academic year, however
this study only had three months. In addition, at the time of this research a global
pandemic broke out which resulted in difficulty in collecting data and face-to-face
meetings with advisors for feedbacks.

5.6 Suggestions for Further Study

Since the concept of aligning business strategy with projects is new, further studies on

the practice of aligning business strategy with projects on different industry sectors are

important. Other researchers can develop frameworks for aligning business strategy

with projects.
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Appendix

The interview guide has been adopted to follow the themes of the master’s study, project
management, business strategy, and alignment. The first theme, business strategy is to
help the researcher understand the company business strategy and to identify the
priorities of the executives and the project managers. The second theme, project
management, is to help the researcher explore the project management efforts. The third
theme, alignment, is to explore the practices of aligning project management to business

strategy and the outcome of such alignment.

Interview Guide for Executives

Company Project title

Position

(BS: business strategy = competitive advantage; PM: project management; AL:
alignment of the project management to the business strategy = the compatibility of
priorities of the executives and the project managers)

Business strategy

(These questions are about your opinion with regard to business strategy)

BSEQ1. As an executive director, what is the main aim you would like to gain from the
above project?

BSEQ?2. What was the motivation behind the above project? (E.g. business opportunity,
identified need, competitive advantage, process improvement, any other motivation)
BSEQ3. What are the factors that affect the implementation of the business strategy in

the above project?
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BSEQ4. What is the company’s business strategy and competitive advantage in relation
to the above project?

Project management

(These questions are about your opinion with regard to project management)

PMEQD5. As an executive, in your opinion, how does the project contribute to company
development? (E.g. open future opportunity, customer loyalty)

Alignment

(These questions are about your opinion with regard to alignment)

ALEQ6. Did the company used diagnostic activities to ensure that the above project’s
objective were aligned to the company business strategy before undertaking it? How?
ALEQ?7. Based on your experience, please describe how projects in the planning phase
were made sure to maintain their alignment with business strategy?

ALEQS8. How do you describe the practice of portfolio project management of your
organization (structure and effectiveness)?

ALEQ9. What were the criteria used for evaluation and selection of projects to be
incorporated in portfolio?

ALEQ10. Does the organization employ monitoring and evaluation practices to make
sure the alignment within portfolios is maintained? Who does this activity?

ALEQ11. Based on your experience, please describe how projects maintained their
alignment with business strategy throughout their life cycle?

ALEQ12. What other practices are used to maintain the alignment between projects
and business strategy you think is worth mentioning?

ALEQ13. From your experience, how has the organization benefited from practicing

alignment?
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Interview Guide for the Project Manager

Company Project title
Position Year of experience
Project duration: Planned Actual

Estimate cost Actual cost

(BS: business strategy = competitive advantages; PM: project management; AL:
alignment of the project management to the business strategy = the compatibility of
priorities of the executives and the project managers)

Business strategy

(These questions are about your opinion with regard to business strategy)

BSPQL. As a project manager, what specific business strategy did your project align
to?

BSPQ2. As a project manager, what is the main objective you would like to gain from
the above project?

BSPQ3. What are the factors that may affect the implementation of business strategy
in relation to the project?

Project management

(These questions are about your opinion with regard to project management)

PMPQA4. Did the project meet its objectives? (E.g. time, cost and quality)

PMPQS5. What were the important factors that led to the project being a success?
PMPQ6. What kind of support did the executives offer to the project manager? At
which project phases did they contribute?

PMPQ?7. Have you experienced any problems that affect the implementation of the
company business strategy (e.g. time to market, cost, budget) in relation to the project?

What were they?
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PMPQ8. How did you manage the project? Please describe how you measured project
progress?

PMPQ?9. During the planning phase, what was the main focus (e.g., was it on meeting
cost, quality, time-to-market)?

PMPQ10. How did you identify and manage risks associated with the project? How
did they affect the project? (e.g., risk associated with the business strategy competitive
advantage such as time, cost, and quality)

Alignment

(These questions are about your opinion with regard to alignment)

ALPQ11. How did you align your project with the company business strategy, what
mechanisms, methods, processes, and/or tools did you use to make sure that alignment
was properly done?

ALPQ12.Were the business need identified before undertaking the project? How?
ALPQ13. As a project manager, in relation to the above project, did you or your team
participate in the development of the business strategy and what was your contribution?
ALPQ14. In your opinion, does the involvement of the project manager in strategy
development contribute to the success of alignment and project management processes
and to what extent?

ALPQ15. Have you experienced any problems that cause misalignment between
business strategy and project management? Please state?

ALPQ16. From your experience, what is the impact of alignment on the success of a

project?
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