
      

 

 

Sustainability in multinational construction 

projects: understanding the barriers and 

drivers, to increase sustainability inclusion 

via ecopreneurial leadership 





SUSTA INAB I L I TY IN MULT INAT IONAL CONSTRUCT ION PRO JECTS :
UNDERSTAND ING THE BARR IERS AND DR IVERS , TO INCREASE

SUSTA INAB I L I TY INCLUS ION V IA ECOPRENEUR IAL LEADERSH IP

A thesis submitted to the Delft University of Technology in partial fulfillment
of the requirements for the degree of

Master of Science in Construction Management and Engineering

by
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EXECUT IVE SUMMARY

Sustainability is an increasingly used term and it has become a focus point in al-
most any line of work, including construction practices. The construction industry
is one of the industries with the largest negative impact on the environment, which
is why this industry has the highest urgency to improve on sustainability perfor-
mance. Project management has been proven to be highly influential on project
performance, thus is seen as a key element in increasing the sustainability perfor-
mance of construction projects.

Management of projects can enable more sustainable business practices and op-
erations, thus has the opportunity to make a significant contribution to meeting
the global need of reducing the environmental impact of the construction industry.
To enable the opportunities for project management, thus to understand how to
steer towards sustainability in such projects, more knowledge is required. Namely,
knowledge on what drives the decision-making and what causes the current limited
sustainability performance of construction projects. So, this research explored these
drivers and barriers.

A qualitative methodology was used to explore these opportunities, by research-
ing and assessing the present factors, both in theory and practice, that influence the
decision-making towards limited to non-inclusion of sustainability in construction
projects. The aim of these research was thus to seek answers to two main research
questions:

Firstly, what are the barriers for inclusion of sustainability in construction projects? Sec-
ondly, how can an ecopreneurial leader drive sustainability in construction projects?

The key findings in practice, were similar to the findings in theory, but the practi-
cal findings were more extensive. So, to conclude on the answer to the first research
question, the barriers found in practice can be listed. These are:

• Lack of awareness
• Change
• Non-alignment
• Non-incentivised
• Constraints on availability
• Unsuitable management of visions
• Insufficient transparency
• Lack of leadership mobilization
• Insufficient presence and quality of instruments
• Insufficient cooperation and collaboration of different institutions

The answer to the second research question is multidimensional, as different lead-
ers, can drive sustainability in different ways. This answer can thus be provided as
a framework, shown in Figure 1. Which provides an answer to the second research
question for leaders of different institutions. In the middle the four different types
of influences, related to the four institutions are shown. This all influences project
management and how management of construction projects is able to include and
maintain sustainability.
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Figure 1: Opportunities Framework (source: Author)

The adopted qualitative methodology that resulted in these findings, entailed
several steps:

First, conducting a literature study, to define the relevant concepts and provide a
theoretical framework to which the rest of the research could be linked.

Then, interviews were conducted with Project/Program managers and project
consultants of construction projects, to understand the current management of con-
struction projects and the challenges they encounter throughout the project process.

Finally, these challenges were analysed with the use of Qualitative Content Anal-
ysis, to gather findings on which challenges form a limitation for inclusion of sus-
tainability. The analysis provided insight in the presence of two types of limitations.
Namely, factors of which the presence formed a limitation for sustainability inclu-
sion, the barriers, and factors of which the absence, or insufficient presence, formed
a limitation, so the requirements. As a result, a list was developed with factors of
which the presence needed to be reduced, and factors of which the presence needed
to be increased, to enable (more) inclusion of sustainability in construction projects.

By linking these two types together, opportunities could be noted of what needed
to be done, the requirements, to overcome which causes, the barriers. These oppor-
tunities were then listed in the form of recommendations, on what actions needs to
be undertaken and by which leader, to enable opportunities in practice.



Each Barrier and requirement followed from the data-analysis, that entailed sev-
eral steps. These steps can be summarized as: (1) Scanning the interview transcript,
(2) Marking quotes of each interview transcript that seemed relevant for this re-
search, (3) Comparing the marked quotes of all transcripts to notice repetition, (4)
Linking the quotes to a category that covered the content, (5) Assigning the cate-
gories with the most quotes to the coding frame as ”Open Codes”, (6) Grouping
these categories into Code groups, or ”Axial Codes”, and finally, (7) Specifying for
each Axial code whether it entails a barrier or a requirement. The outcome of these
steps was a framework, the coding pattern, which can be seen in Figure 2.

Figure 2: Coding Pattern (source: Author)

The coding pattern thus supports the aforementioned answer to the first research
question. In addition to the recommendations part of the answer to the second
research question, other recommendations also followed from this research. These
additional recommendations can be divided into two types:

Recommendations for Practice

• It is highly recommended to check the effectiveness of the proposed actions
and instruments, by starting to use and apply them on several construction
projects, and continuously provide feedback to make them most suitable for
application in practice and most effective for increasing sustainability inclu-
sion. To ensure full maturation of the suggested instruments and approaches.

• On the organizational level, it is recommended for RoyalHaskoningDHV (RHDHV),
but also for other consultancy firms in the construction sector, to set examples
with internal projects, to provide a learning experience for employees, and to
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improve the ability of advising clients as well as prove to clients the positive
impact of increasing the inclusion of sustainability. This can also contribute to
the training instrument, as it creates experiences and awareness and it man-
ages change. Possibilities for this are to start with projects of minimal risk
and minimal complexity, as these have more ability to deal with the addi-
tional complexity of sustainability. Think of an office, or multiple offices at
different locations, for internal use, instead of for a client.

• During the project process, there are always several moments of chaos during
which time pressure is increased. To prevent that such moments result in go-
ing back to old habits and limiting the use of instruments, it is recommended
to have additional people assigned to keeping track of the situation and how
sustainability inclusion is being maintained. They can then either host ses-
sions to get back on track, or provide insights afterwards on how to deal with
similar situations in the future.

• From the results it also became clear that employees are often just inconsid-
erate of sustainability inclusion, as they do what is requested and nothing
else. So, beside the use of instruments that are recommended, as the develop-
ment and implementation of those will take time, it is recommended to have
methods in place, or employees assigned, to keeping track and managing the
sustainability performance of projects. This will enable oversight and better
visibility of which types of projects or which project managers require more
guidance on including and maintaining sustainability.

Recommendations for future research

• The scope of this research was multinational construction projects, because
they often have more resources available, tend to be less risk averting and have
higher appetite for innovating. However, it is recommended to extend the re-
search into national construction projects, as especially educational projects
can also be very innovative and have many resources available. This can pro-
vide new insights on the possibilities for sustainability.

• This research focused on project management, so mainly the barriers present
in the initial phases of projects. But, it is also beneficial to focus on the execu-
tion phase in future research. As the findings of this research include that the
execution is a barrier due to several reasons, such as resource availability and
lack of expertise available. However, without further research into the execu-
tion barriers, so present at execution or construction companies, overcoming
these issues remains difficult.

• It is recommended to do further research into several of the instruments, such
as the measuring tools. As this research provides findings supporting the
need for improved measuring tools, and that this improvement can enable
more sustainability inclusion. However, what these tools should entail and
how to develop them, requires further research.
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1 INTRODUCT ION

In this chapter several elements are introduced. Firstly, some background informa-
tion about the topic of this research will be provided in Section 1.1. Next, the main
problem is defined in Section 1.2 and the research objective is stated in Section 1.3.
After that, the two main research questions are formulated and described in Sec-
tion 1.4. The chapter ends by explaining the theoretical and practical relevance of
this research in Section 1.5.

1.1 background
Over the last few decades, the urgency for governments, industries and organisa-
tions to deal with climate change has been increasing on a global level [Apanavičienė
et al., 2020]. One of the industries that has proven to have large negative environ-
mental impact, thus requires improvement on sustainability in order to deal with
climate change, is the construction industry [Allen et al., 2018; UNEP, 2021; Er-
shadi and Goodarzi, 2021]. Related to the construction industry, sustainability can
be defined in multiple ways, such as, as sustainable development (SD). A widely
used definition has been provided by Brundtland et al. [1987], as: “Development
that meets the needs of the present without compromising the ability of future gen-
erations to meet their own needs”.

Sustainability is also often defined as integrating social, environmental, and eco-
nomic responsibility, to use present resources in a rational way, so it doesn’t com-
promise the ability of future generations to satisfy their needs [Atkinson, 1999;
Kleindorfer et al., 2005; Armenia et al., 2019].

The need for sustainability inclusion in the construction industry regards every
organisation involved in, and with, the industry, with construction companies be-
ing pressured increasingly to increase their overall sustainability performances of
operational initiatives and report about them [Afzal et al., 2017].

So, corporations and organisations involved with construction, both during the
construction process and during operation of constructions, need to transition into
having corporate sustainability, which demands ”the integration of environmental
performance, social justice and economic efficiency” and, to put those ambitions
into company’s operational practices [Afzal et al., 2017].

The required improvement of the construction industry has resulted in that over
the last couple years ”In many advanced countries norms, laws and standards have
been adopted that define the life cycle of a country’s buildings from design to
demolition.” Apanavičienė et al. [2020]. However, countries and their governments
can not be forced to contribute to the switch towards more sustainable construction,
resulting in limited contribution from some countries. Thus, next to governmental
influence, additional approaches and changes are required to achieve the necessary
improvements of the construction industry [Apanavičienė et al., 2020].

To adopt such approaches and achieve change, the focus can thus be placed on
organisations operating in the construction industry, which is done in this research.
More specifically, the focus of this research is on construction projects. A main part
of this focus is management of such projects, because of the impact of sustainability

3



4 introduction

on project management and thus the relevancy of both sustainability and project
management for managers and organisations [Armenia et al., 2019; Kiron et al.,
2017; Silvius et al., 2017; Silvius and Schipper, 2014; Silvius, 2013; Nidumolu et al.,
2009; Lindgren and Packendorff, 2006; Hyväri, 2006].

This relevancy has resulted in that in the last decade, concepts related to and
aspects of, sustainability in the construction industry, have been significantly re-
searched [Apanavičienė et al., 2020]. Which has resulted in new tools and methods
to construct buildings more sustainably, and quantify the environmental impact of
a construction project in its entirety [Apanavičienė et al., 2020; Awadh, 2017].

These tools and methods can contribute to sustainability improvement, but re-
quire implementation and adaptation at the right time throughout the project pro-
cess, by project management [Gunduz and Almuajebh, 2020; Li et al., 2018]. As
long as project management does not include sustainability as an objective, the
tools won’t be used and they wont have any benefit [Silvius et al., 2017].

There is thus ”an increasing interest in developing and proving new managerial
practices for project management, and principles of sustainability dominate every
context of business and organizational management. Therefore, the integration of
these two fields represents the future for project-based organizations.” Armenia
et al. [2019].

So, beside an increasing demand for new or updated constructions and con-
struction methods, there is also an increasing demand for more effective and ef-
ficient project management, that allows for developing construction projects with
higher sustainability, while being resilient to risks, emerging trends and disruptions
[Gareis et al., 2013]. The requirements and needs to deliver sustainable construction
projects will not be lowered in the future, and managers along with consultants and
other stakeholders need to alter their strategies to improve the sustainability perfor-
mance of their organisations and projects to meet the changing and rising demands
[Turlea et al., 2010]. Construction projects have a high level of asset specificity and
multiple requirements to be met during the design and construction process, which
makes them uncertain and complex [Awuzie and McDermott, 2013; Ershadi and
Goodarzi, 2021].

Several factors are responsible for increasing the degree of complexity of a project
and its environment, and, especially for mega-projects, if this complexity is not
properly managed, can result in undermined project performance [Awuzie and
McDermott, 2013]. Five groups of factors have been identified by Wood and Ash-
ton, one of which is environmental factors [Awuzie and McDermott, 2013; Wood
and Ashton, 2010]. Environment and sustainability are related and overlapping be-
cause the three aspects of sustainability are identified as “Triple Bottom Line,” or
alternatively “Triple P: people, planet, and profit” which shows the balance or har-
mony between economic, social, and environmental aspects [Armenia et al., 2019;
Elkington, 2012]. This enables the conclusion that sustainability can make construc-
tion projects more complex. Meaning that achieving or including sustainability in
construction projects does not only require a focus on the technical aspects, and/or
use of the right tools and methods, but also requires a different way of managing
such projects [Awuzie and McDermott, 2013; Armenia et al., 2019; Gareis et al.,
2013; Schipper and Silvius, 2012; Wang, 2021]. It also means that the project owner
of such projects, thus the organisation responsible for managing it, should have
the opportunity to take risks and initiate trends, which multinational organisations
have due to their size and resources [Singh, 2015].

So, when organisations with sufficient resources to take risks and innovate, such
as multinationals, start to use effective methods of strategic project management, to
improve the sustainability of their construction projects, they can pave the way for
other organisations to do the same [Singh, 2015].
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There is thus not only need for new construction methods to cope with the in-
creasing sustainability requirements and ambitions, but there is also a need for
involvement of multinational organisations and effective application of these meth-
ods by project managers [Oke et al., 2019; Sertyesilisik, 2017]. This is why the focus
can be further deepened into not any organisation, but multinational organisations.
So, not just construction projects, but multinational construction projects. Effective
application requires commitment and collaboration of involved parties, and each of
them needs to play their part in the supply chain, so each of them needs to ”act as
components of a broader system and affect the outcomes” Xue et al. [2018].

Thus, it makes sense that the increasing demand for sustainable construction and
development comes with inclusion of it’s principles in project management as one
of the main development scenarios for companies seeking to ensure their stability
and investment attractiveness in the future [Wang, 2021].

1.2 problem description

As aforementioned, when aiming for inclusion of sustainability in construction
projects, project management changes and decision making becomes more chal-
lenging. This is due to the complexity of sustainable development and sustainable
construction projects, and the highly dynamic and less familiar environment in
which such projects are positioned. [Gareis et al., 2013; Wang, 2021].

The benefit of sustainable construction projects compared to non-sustainable con-
struction projects, for both companies and society, has already been proven by
Wang [2021]. The full positioning of different types of projects can also be found in
Figure 1.1. This proves that lack of benefit cannot be the cause of limited inclusion
of sustainability in construction projects.

So, this research focuses on the overall difficulty to decrease the environmental
impact of the construction industry. Specifically, the part of that problem that lies
in management of construction projects. Namely, that regardless of the proven
urgency and the extend to which the inclusion of sustainability in construction
projects has been researched, it remains to be unknown what is limiting the inclu-
sion of sustainability in construction projects. Without further research into these
barriers, suitable approaches can not be taken, thus inclusion of sustainability in
construction projects wont be increased and such projects wont be able to have a
positive contribution to the societal challenge of dealing with climate change. The
problem statement of this research is therefore:
Academia have proven that in large construction projects, complexities are a ma-
jor source of risks. Previous research has also suggested that sustainability could
increase the complexity, thus the risks. But, also that it could increase the project
benefits. Even though many studies have been done into the relations between
project management, project performance and sustainable construction, no at-
tempt was made at understanding the sustainability barriers present in construc-
tion projects. This limits the possibility of noticing opportunities for increasing
the inclusion of sustainability in construction projects. Thus, insufficient suit-
able approaches are being undertaken to increase the inclusion of sustainability
in construction projects, while the need for that is increasing.

1.3 research objective

The objective of this research is to make a scientific contribution to the existing
research on sustainability in construction projects. Also, to make a practical con-
tribution to organisations involved in the realisation and management of construc-
tion projects who are challenged by managing sustainability in such projects. This
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Figure 1.1: Diagram of project portfolio balancing (Source: [Wang, 2021])

overall objective can be subdivided into three objectives: (1) To develop better un-
derstanding of the extend to which, and how, sustainability is aspired and incor-
porated in construction projects, (2) To gather knowledge on what drives or limits
the leaders involved in construction projects, both directly, such as the project man-
agers, and indirectly, such as higher management, within organisations, to include
sustainability in projects, and (3) To develop recommendations for organisations, on
how to increase the inclusion of sustainability in construction projects by overcom-
ing barriers and enabling opportunities.

The research objective can thus be summarized as Understanding which factors
influence the inclusion of sustainability in construction project and how organ-
isations and leaders can deal with those factors to keep up with the increasing
urgency and necessity for higher sustainability of construction projects.

The approach to meeting this objective entailed three main steps.
Firstly, setting the scene for sustainability in management of construction projects
in the literature, by considering general management of construction projects and
sustainable management of construction projects.

Secondly, investigating the current extend to which sustainability is considered,
included and maintained during the process of construction projects, as well as the
ambitions and influence of leaders in organisations. So, management of projects
in practice. This helped to understand the current focus of practitioners on the
concept of sustainability and identify the important gaps, hindering them from
implementing sustainability (more) in their projects.

Finally, by filling these gaps and studying the relationship between the sustain-
ability barriers in theory and practice, present in construction projects, opportuni-
ties were found, that could be transformed into recommendations on how to enable
those opportunities. Thus, the requirements that need to be met.

This advise entails several actions, as well as who should undertake those ac-
tions, to enable practitioners to make more effective use of the resources present,
to overcome the apparent complexity of including sustainability in construction
projects, and to increase the inclusion of sustainability in projects through manage-
ment. Thus, advise on the actions to undertake and who should undertake them,
to enable en secure more sustainability inclusion in construction projects.
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1.4 research questions
The aim of this research is to explore the different factors that affect the inclusion of
sustainability in construction projects. By focusing on organisations, mainly multi-
national organisations, and the management of those organisations as well as of
their projects, and using scientific and practical knowledge for developing recom-
mendations suitable for practice.

Therefore, this research seeks to answer two research questions;
Firstly, what are the barriers for inclusion of sustainability in construction projects? Sec-
ondly, how can an ecopreneurial leader drive sustainability in construction projects?

1.5 research relevance
Historically, research into sustainability of the construction industry, and sustain-
able construction has paid great attention to analysing impact, and what that im-
pact should be [Bhave et al., 2014]. Meanwhile, limited attention has been paid to
analysing the causes of impact and how they are all connected. Resulting in also
limited attention on how to change the current impact and how to work towards
reducing it. However, in recent years, scientific research into sustainable project
management and sustainable development has increased.

So, by using that existing research, and building upon that with a more process
and change driven focus, an addition can be made to the existing research field.
Thus, there is a need for research into who and what could be part of the solution,
instead where to seek the solution or what the result of a solution should be.

To conclude, this research focuses not only on what needs to change in the indus-
try, but what needs to change within organisations and in projects, as well as how
that change could be achieved and what should be further researched to develop
methods and tools that enable change.

1.5.1 Theoretical Relevance

In terms of scientific and theoretical relevance, this research provides a theoreti-
cal and practical data driven approach for enabling sustainability in construction
projects with project management.

This expands the view on the sources of opportunities in large construction
projects. A shift towards focusing not only on increasing sustainability with new
construction methods and materials, but also on how to minimize the risks and in-
crease the benefits via project management and stakeholder alignment. This can be
considered as taking a new approach in finding ways to reduce the environmental
impact of the construction industry.

The emphasis of this research is also placed more on the people involved, and
how they can be stimulated and aided in undertaking positive actions towards re-
ducing the environmental impact of the construction industry. Instead of focusing
solely on objective and individual things, while there are so many subjective and
coherent matters involved. So, improving the understanding of not only individual
things, but also the coherence and interrelation of those things. Also, not solely
noticing the barriers, but also building upon that knowledge by understanding the
requirements for transforming them into opportunities.

In previous research, a description has already been given of sustainability as-
pects and also on how sustainability of construction influences project management
[Wang, 2021]. However, the problems of managing multinational projects when
aiming for sustainability, has not been studied sufficiently.

In addition, there is a gap in literature on the potential influence of project man-
agement on sustainability of construction and how to use this influence between
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the two positively [Armenia et al., 2019; Kiron et al., 2017; Silvius et al., 2017].
Hence, this research supports the theoretical findings on sustainability in and of
construction projects, as well as theoretical findings on project management. The
contribution of this research to those findings, thus the theoretical relevance is, ad-
ditional findings on the concepts their interrelations, as well as which factors affect
those relations.

1.5.2 Practical Relevance

The concepts in this research, and the research focus, are also of value for practition-
ers, as it analyses the way many construction projects are managed in practice, and
which real-life challenges are encountered related to sustainability. This is, opposed
to analysing solely what is expected and considered in theory, more beneficial for
practitioners, as it enables developing recommendations suitable for practical im-
plementation.

It is also believed that this concept, and research focus, is of value for practitioners
as it describes the way many modern industries and organisations work. In terms
of practical relevance, identifying opportunities is most of the time a harder task
for practitioners than identifying threats or problems [Johansen et al., 2015]. So,
by increasing the understanding of not only the common barriers, but also the
common drivers, and how to notice opportunities as well as how to take them,
concrete benefits for project managers and organisations can be provided [Hillson,
2016]. Benefits that are proven to be needed, but not yet provided [Dalcher, 2016].
The benefits include:

• More opportunities are identified and realized, since using a structured way
of looking into the possible opportunities will give the chance to tackle some
missed opportunities and perhaps capture some of them.

• Increasing the chances of project success since the identified opportunities
can lead to a better achievement of the project objectives, leading to increased
reputation and business growth of the organization.

• A change in the view of the Project Manager from “fearing” complexity to ex-
ploiting complexity, thus encouraging the team to think creatively about ways
to work faster, simpler, better or more effectively in complex environments, in
an attempt to search for opportunities that complexity can offer rather than
trying to reduce or avoid it.

• A more future proof approach to managing projects, and securing investments,
business relations and potential growth.
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Doing research into sustainability within the construction industry has a broad
range of possible perspectives and focuses. For any research or project, especially
one positioned in a very extensive research field, a major contribution to unsuccess-
ful delivery is the lack of understanding, so lack of clear definitions and a clear
scope [Mirza et al., 2013]. So, for this research, the meaning of the used terminol-
ogy and key concepts has been defined, and a clear scope, with clear boundaries,
has been set. This has ensured that this research would be both of scientific and
practical relevance, and was set up for success from the start.
This chapter presents the research approach by first, in Section 2.1, defining the
boundaries that have been set for this research, so the scope of the research. Then,
in Section 2.2, an elaboration is given on how and which research method has been
used for defining the research terminology and key concepts, as well as which other
methods have been used throughout this research, and how these were used to re-
trieve answers to the research questions. Finally, in Section 2.3 the outline of the
research is shown.

2.1 research scope

As was mentioned in the Chapter 1 is the construction industry one of the indus-
tries with the most negative impact on the environment [Allen et al., 2018; UNEP,
2021; Ershadi and Goodarzi, 2021]. The urgency for this industry to change, means
that research contributing to enabling that change is not only scientifically relevant
but also practically relevant. This resulted in the first boundary of this research;
focusing on sustainability in the construction industry, thus construction projects
and the organisations managing those projects. Meaning that management of other
types of projects is excluded from the scope, as well as researching projects from
a different point of view than the management point of view, such as the point of
view of contractors and suppliers.

A second boundary was set entailing construction projects of multinational or-
ganisations, further referred to as multinational construction projects. This entailed
construction projects of which the project owner is a multinational organisation.
This scope boundary was set, to increase the practical value of this research. Be-
cause, multinational organisations are known for having more resources and able
to take more risks thus be more innovative and open to change [Osabutey et al.,
2014; Singh, 2015]. Local firms have less absorptive capacity compared to multina-
tional firms [Eapen, 2012]. This boundary also increases the scientific value as little
attention has been devoted to multinationals in previous research on this research’s
topics, while that is considered to be of great importance [Söderlund, 2004].

The field in which this research is positioned is project management, which thus
is part of the scope of this research. But, an addition to this scope is the focus on
the influence of ecopreneurial leaders on project management. This focus requires
some elaboration as it stems from research on several topics.

What Antonakis and Autio [2007] mentioned about entrepreneurs is that they
are people that need to not only convince themselves but that they also need to
convince others, such as their clients, partners and employees. They mention: “En-

9
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trepreneurs need to paint a vision that is uplifting, convincing, and resonated with
the desires of those who need to comply with their vision.” In the problem descrip-
tion a reference has already been made to the research of Klein Woolthuis [2010], in
which was mentioned that entrepreneurs are key players in achieving sustainability
but that they encounter barriers. Especially ecopreneurs, which are environmentally
oriented entrepreneurs, are thus crucial in transforming the industry [Schaltegger
and Hansen, 2017; Schaltegger and Wagner, 2011]. Because this research focuses on
sustainability, ecopreneurship is included in the scope, instead of the general term
entrepreneurship.

Tabassi et al. [2016], and other academia, explained the potential influence of
leadership on sustainability [Kezar, 2012]. Research on leadership has also demon-
strated the importance of leadership throughout organizations for ”furthering goals,
meeting the mission, and creating change.” Kezar [2012] for which was specified
that it regards leadership at all levels throughout organizations [Astin and Leland,
1991; Conger and Pearce, 2003; Kezar et al., 2006].

The limitations of creating change by only relying on top-down leadership have
also been identified by numerous studies [Conger and Pearce, 2003; Kezar, 2012].
Adding to this, have academics also identified that broader leadership, including
bottom-up leadership, typically contributes to change. As it leads to increased
expertise to draw on, more complex solutions and ideas, greater buy-in and consen-
sus, thus more energy and enthusiasm for change [Conger and Pearce, 2003; Kezar,
2012].

That is why this research also focuses on the concept of leadership and leader-
ship on all levels within organisations is included in the scope. In the problem
description a reference has already been made to the research of Klein Woolthuis
[2010], in which was mentioned that entrepreneurs are key players in achieving
sustainability but that they encounter barriers. So, when keeping in mind what
Antonakis and Autio [2007] and Klein Woolthuis [2010] said about entrepreneurs,
what the meaning is of ecopreneurship and what the relation between leadership
and sustainability is, an expectation can be developed that it might be valuable to
combine ecopreneurship and leadership to overcome the known barriers for these
two actors separately, and achieve sustainability. Winston and Patterson [2006]
also considered this combination and Shafique and Kalyar [2018] confirmed the
joint influence of ecopreneurs and leaders on sustainability. So, this resulted in the
decision to include ecopreneurial leadership in the scope of this research.

So to add to the research objective, because the focus in this research lies on eco-
preneurial leadership, the objective can also be rephrased as which (ecopreneurial)
leader should undertake the actions, to overcome the different, most frequently
encountered, barriers, in order to increase the inclusion of sustainability in con-
struction projects.

2.2 research setting and methodology
This section presents the methodology that was used during this research to fulfill
its objective and answer the two research questions. The research is mainly divided
into three parts:

1) Literature study part: Defining the key concepts of this research by reviewing
previous research on those concepts. The literature study covered several studies
positioned in the research field of management of construction projects to not only
define the concepts but also to illustrate the relationship between the concepts and
their inter-dependency in the context of management of multinational construction
projects.

2) Empirical study part: Addressing the set of research questions with the use of
a qualitative approach. The approach entailed semi-structured interviews, during
which questions were posed, focused on gathering insights in the different per-
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ceptions and experiences of people involved in the management of construction
projects. The purpose was to find consistencies among the results that would pro-
vide valid data on the barriers, the drivers and the actors / leaders, influencing the
inclusion of sustainability, in construction projects. This data on drivers, barriers
and actors jointly thus provided insight in potential opportunities.

3) Development part: Analysing the data, linking theory to practice and trans-
forming barriers into opportunities. These opportunities were then transformed
into a list of recommendations that provide a structured approach to increasing the
inclusion of sustainability in multinational construction projects. Thus several steps
that can be taken and by which type of leader.

The research strategy is summarized in Figure 2.1.
A qualitative research methodology was adopted for the empirical study part as this
method ”enables a better understanding of people’s lived experiences and generates
closer and empathetic understanding of these experiences.” Ninan and Sergeeva
[2022]; Pink et al. [2010]. Since the research objective is to understand what in-
fluences the inclusion of sustainability in multinational construction project, and
how to overcome it, data is sought on experiences and examples from practice, so
subjective data. As this is non quantifiable, a qualitative research methodology is
preferred over a quantitative research methodology [Jemna et al., 2016].

The qualitative methodology consisted of interviews, because especially individ-
ual cases provide excellent opportunities to increase the contextual understanding,
and when combined, they enable in-depth data collection and analysis [Lundin
and Steinthórsson, 2003]. The interviews were face-to-face and semi structured to
collect data that is comparable and insightful, thus useful [O’Cathain et al., 2014].
During the interviews several insights were sought, mainly concerning the interests
and demands involved, but also, the ambitions, the extend to which those were
present, on what level, what they entailed, and to what extend they were achieved.
These insights contributed to increased understanding of the most common sustain-
ability drivers and barriers. Other insights that were sought were the role of leaders
in projects and organisations, and their influence on the decision-making or project
design, as well as insights on overall experiences and thoughts on opportunities for
sustainability.

The full research has been executed in three phases, a preparation phase, an
execution phase, and an evaluation phase. The first two phases focused both on
retrieving data.

The first phase entailed the retrieval of existing data on the relevant subjects from
previous research, which provided understanding of the research field, thus what
was yet unknown and needed to be collected during the second phase.

The second phase entailed the retrieval of new data on the relevant subjects
through the use of interviews. The set-up of the interviews was thus developed,
based on the data retrieved during the fist phase.

The third phase focused on analysing the interview data. This analysis was a
content analysis, which is an approach to analysing textual data from responses to
open-ended questions in interviews.
The content analysis was used for: Applying structure to the data, identifying com-
mon themes and concepts, identifying importance of themes and concepts, iden-
tifying patterns and relations in data, and exploring meaning in data. This type
of analysis is able to facilitate qualitative data, and it is recognised as an effective
technique for making valid and replicable inferences from data, which is why this
analysis was done for this research [Swann, 2020].

This entailed re-watching and re-reading the recordings and the transcripts multi-
ple times, comparing all the interview transcripts to notice repetitive elements, and
grouping these similar instances into categories of barriers. The result was an an-
swer to the first main research question. This process was then repeated to gather
similar instances for groups of drivers, which were then linked to the barriers to find
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opportunities. These opportunities were finally transformed into recommendations
of how to use those opportunities.

The data-collection conducted throughout the first two phases had a total dura-
tion of 4 months in 2022. The data analysis had a total duration of 1,5 months in
2022. The interviews conducted each had a duration around 45 min to one hour,
with the total duration of 16 interviews adding up to 15 hours of interview data. A
further elaboration on the methods used is provided in the sub-sections.

Figure 2.1: Research strategy: methods and to which of the main questions they contribute,
as well as the results (source:Author)

2.2.1 Literature Study

The number of journal papers and publications, both governmental and industry re-
lated, is increasing [Alwan et al., 2017] This has made reviewing previous research
an essential component for synthesizing the research field in which the concepts of
this research are positioned [Engert et al., 2016]. The research field is also very ex-
tensive, with a wide range of perspectives that can be considered and a wide range
of elements that can be included. This makes defining clear boundaries important
for maintaining a clear scope [Seuring and Müller, 2008; Mirza et al., 2013]. So,
reviewing previous research is not only essential but also very valuable. Because
it provides data and increases the understanding of the concepts and scope of this
research. Also, because it ensures that this research has scientific value by adding
knowledge to the existing research.
The review has been conducted by using structured keywords in established and
high quality databases and making use of academic journals, such as from Inter-
national Journal of Project Management (IJPM) and Project Management Journal
(PMI). The databases that have been used include Mendeley, Google Scholar, Sco-
pus, Researchgate and ScienceDirect. Some of the keywords that have been used are:
Sustainability, sustainable construction, entrepreneurship, sustainable entrepreneur-
ship, entrepreneurial leadership, leadership, ecopreneurship, sustainable develop-
ment, environmental development and construction process. So to conclude, re-
viewing previous research has provided the data that formed the foundation of this
research and ensured scientific value of this research.

2.2.2 Interviews

As introduced in the beginning of this chapter, new data has mainly been retrieved
through interviews. These interviews were set-up in the second phase of the re-
search, after sufficient knowledge was gathered in the preparation phase. This
enabled the interviews to be set up in such a way that useful and new data would
be retrieved. To explore the research questions, I studied how an organization in
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the Netherlands RHDHV managed sustainability. For this, I conducted 16 interviews
with project/program managers and project consultants.

The interviews were conducted to increase the understanding of the factors en-
countered by practitioners, in multinational construction projects, forming a barrier
for the inclusion of sustainability. The interviews were also aimed at understanding
where the opportunities lie for leaders to push and enable, so drive, sustainability
inclusion. The targeted practitioners thus included project managers, program man-
agers and practitioners. The reason for interviewing people from these three target
groups was their involvement with projects early on, as well as throughout, giving
them good insights in not only the project ambitions but also their performance.

An invitation was send to 20 practitioners, both from RHDHV and clients, out of
which 16 responded and accepted the invitation. The response rate was thus 80%.
From the 16 interviewees: 9 were project or program managers, 5 were both project
manager and consultant, 2 were consultants and 1 had been a project manager but
is currently in a higher management function.

Given the area of interest being multinational construction projects, most of the
interviewees are currently involved with projects from multinationals. Some of the
interviewees were also experts on sustainability. To have both the perspective of
sustainability experts and non-sustainability experts was a decision made to con-
sider whether having expert knowledge on sustainability influences how projects
are managed. Thus, this challenged the data and provided insights on the benefit
of having expertise knowledge on sustainability. So, whether the presence of sus-
tainability knowledge contributes positively to inclusion of sustainability in multi-
national construction projects.

A visual elaboration on the division among the interviewees within the interview
group has been provided in Figure 2.2 and the full list of interviewees with inter-
view details is provided in Table 2.1.

The interviews were used to gather additional data on the project process of
multinational construction projects. To fulfill the purpose of the interviews, an
interview guide, composed of 14 questions, was prepared. This guide is described
in Section 4.1. The main aim of the interviews was to gather more insights in the
problems that are encountered during the project process. By gaining insight in
what the project process entails in practice, opportunities could be noticed for a
wide range of projects even though each project has an individual approach.

Figure 2.2: Interviewee divisions (source:Author)
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Interviewee Date Designation Duration
1 15th of June RHDHV Project manager for multinational clients 00:51:47

2 16th of June RHDHV Consultant on sustainability for Dutch clients 00:46:16

3 17th of June RHDHV Project Manager of public clients and a Sustainability
expert

01:07:29

4 17th of June RHDHV Project manager for multinational clients 00:56:39

5 22th of June RHDHV Commercial Director and previous Project Manager for
multinational clients

01:00:36

6 23th of June RHDHV Consultant for multinational clients and a Sustainability
expert

00:59:23

7 29th of June RHDHV Project Manager for public clients 01:07:46

8 29th of June Project manager of a public client 00:42:38

9 7th of July RHDHV Project Manager and Consultant for Multinational
Clients as well as a sustainability expert

01:02:42

10 15th of July RHDHV project manager for multinational clients 00:51:19

11 22th of July RHDHV Project Manager and Consultant for Multinational
Clients

01:00:38

12 26th of July RHDHV Project Manager and Consultant for Multinational
Clients

00:54:25

13 18th of Au-
gust

RHDHV project manager and consultant for Multinational clients 00:59:21

14 26th of Au-
gust

Project manager of a multinational client 00:55:39

15 6th of
September

RHDHV Project Manager and Consultant for Dutch clients 00:50:45

16 13th of
September

Program/Project manager of a multinational client 00:50:46

Table 2.1: Interviews (source: Author

2.2.3 Analysis

All the interviews were recorded in Microsoft Teams and transcribed to text to
enable in-depth data-analysis. The data was then analysed with the use of the
Qualitative Content Analysis (QCA). QCA can be used for systematically describing
the meaning of the qualitative data that has been gathered, by allocating successive
parts of the qualitative content, to categories of a coding frame [Selvi, 2019; Schreier
et al., 2019; Mayring, 2015].

The main reason for using QCA is that it focuses on understanding the material in
relation to a particular context of communication [Mayring, 2015; Kracauer, 2022].
It requires that the interpreter specifies which part of the communication process
the conclusions from the material analysis relate to, thus the interpretation of text or
statements, is always done within its context, so the material is examined without
neglecting the origin and context [Mayring, 2015; Selvi, 2019].

QCA is suitable for the data analysis included in this research, because it can cope
with a large amount of data, which was generated by the 16 interviews, and aims
at reducing this data, which was necessary since not all the data gathered was rele-
vant [Flick, 2014]. QCA is also able to generate a coding frame which offers a valid
description of the data with regard to the material of the research [Flick, 2014]. This
point is further elaborated on in Chapter 4.

The steps that have been taken for the QCA are:

• Preparing the data for analysis; this included ensuring the transcripts were
correct by re-watching the video recordings while correcting the transcripts.

• Organizing the data; this included marking relevant parts and making correc-
tions to the quotes. The corrections solely were done for grammar mistakes,
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repetition of words (stuttering) and filtering words out such as: uhm, like, you
know, so yeah. It also included translating the Dutch data into English.

• Reporting the results; discussing the findings with the theoretical background
in mind to ensure the results were situated in theory.

The data was analysed on repetition of elements that could be marked as a barrier,
driver or opportunity. So initially words and short sentences were sought such as:
challenging, ambition, limitation, lack of, difficult, we should, we are not able and
in order to.

As the interviews took place after the literature study, basic knowledge had al-
ready been retrieved on the subjects, which reduced the need for going back and
forth between theory and data. The transcripts were analysed multiple times, as
repetition results in new insights and more understanding [Steger, 2007].

During the analysis repetition of other keywords were also noted, such as align-
ment, awareness, understanding, information management, change, driven, vision,
transparency and strategy.
From the open coding this enabled the creation of codes such as management of
change, absence of change and presence of change. After creating the open codes,
axial coding was employed and grouped these into a category ’change’. The codes
were not predetermined, but all emerged from the data.
For example, there were multiple statements related to resources, namely, time,
money, expertise, people, materials and technology. The initial thought was to
group those under an axial code resources, as resources were often part of the rea-
son for excluding sustainability or reducing the inclusion. But, when continuing
the analysis it became clear that resources are always a decision-maker, but not in
itself always a barrier for sustainability.

So, they were part of barriers, such as that changes in resources availability can
be a barrier, or that resources when not aligned with the ambitions can be a barrier.
Therefore, the different resources were not grouped under one axial code, but part
of the axial codes.
Another example is that initially it was expected that lack of visibility was a barrier,
until it was noted that it is not solely that the environmental impact is often not vis-
ible. As often the impact is not fully visible, but this is also often just an excuse. So
this was rephrased to transparency, as environmental impact should become more
transparent, internal, but also external, to prevent ignorance (barrier) and enable a
societal push (opportunity).

Thus, several revisions have been carrier out to ensure that the axial codes and
open codes were extracted to be exclusive and collectively exhaustive [Sonpar and
Golden-Biddle, 2008].

In Figure 2.3 a full overview is provided on the coding pattern. In Section 4.4 the
power quotes are discussed along with several proof quotes to show prevalence of
the category, following the suggestions of [Ninan and Sergeeva, 2022; Pratt, 2008].
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Figure 2.3: Coding Pattern (source: Author)
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2.3 research outline
In Figure 2.4 the research outline is presented, with a full overview of the different
chapters of this research report.

Figure 2.4: Research Outline (source:Author)





3 L I TERATURE STUDY

The main concepts of this research are sustainability and ecopreneurial leadership,
which, as previously explained, is a combination of environmentally oriented en-
trepreneurship and leadership. To understand the meaning of these concepts, this
chapter considers several definitions, provided by academia. The chapter continues
with reviewing the existing research on these concepts and where this research is
positioned within the research field.

3.1 terminology
The first part of the literature study focused on defining the key concepts. In this
section these definitions are provided. The concept of sustainability has been de-
fined by considering the definitions of sustainable development and sustainable
construction. This was done to ensure that a definition for sustainability, most suit-
able in relation to the scope of this research, would be adopted for this research. The
concept of ecopreneurial leadership has been defined by reviewing research on the
concepts of ecopreneurship and leadership separately, and the definitions provided
for these separate concepts in the existing literature. As ecopreneurial leadership is
a concept that hasn’t been researched, nor defined, frequently. Thus, the definition
for ecopreneurial leadership has been developed by combining the definitions of
ecopreneurship and leadership.

3.1.1 Sustainability

Sustainability is almost always seen in terms of three dimensions: social, economic
and environmental [Kuhlman and Farrington, 2010; Purvis et al., 2019]. Within
these dimensions, several meanings are given to sustainability. So, to understand
the meaning of sustainability, several definitions, that academia often refer to, thus
are widely accepted, will be provided. Firstly, Dillard et al. [2008]; Heinberg and
Lerch [2010] defined sustainability as being a composition of three mutually de-
pendent goals. Namely, (1) to live in a way that is environmentally sustainable, or
viable over the very long-term, (2) to live in a way that is economically sustainable,
maintaining living standards over the long-term, and (3) to live in a way that is
socially sustainable, now and in the future.

However, defining sustainability as broad as Dillard et al. [2008]; Heinberg and
Lerch [2010] did, does not cover the meaning of sustainability relevant to the scope
of this research entirely. So, definitions that focus on sustainability in relation to the
construction industry, also need to be considered. These definitions are given to the
terms Sustainable Development SD and sustainable construction (SC).

Sustainable development

Defining SD is difficult since it is a contestable concept that has a basic meaning
that almost everyone is in favor of but is surrounded with deep conflicts on how
it should be understood or fostered [Jacobs and Stott, 1992]. However, several
academia have provided definitions for SD that do provide a better understanding
of what it means, thus why the term is often used when referring to sustainability

19



20 literature study

Figure 3.1: Conceptual Framework Sustainable Development (source: Jabareen [2008])

in construction projects. Some of these definitions are:
The definition of SD by Brundtland et al. [1987], was proposed by the UN World
Commission on Environment and Development as: “development that meets the
needs of the present without compromising the ability of future generations to
meet their own needs”. The Brundtland report in which this definition was given
also was mentioned that development and the environment need to be reconciled.
So, sustainability is needs versus resources, or short versus long term [Brundtland
et al., 1987; Kuhlman and Farrington, 2010].
The definition for SD has also been proposed by Jabareen [2008] through creating a
conceptual framework for SD. This framework visualizes seven concepts that jointly
represent the meaning of SD. It shows, as can be seen in Figure 3.1 that SD is the syn-
thesis of Equity, Natural Capital Stock, Integrative Management, Utopia, Eco-Form,
Global Agenda, and Ethical Paradox.

A third definition of SD was given by Rogers et al. [2012]. They stated that the
literal meaning of SD is maintaining development over time. Further on they sought
a definition for SD by comparing various definitions. They also included the linkage
between SD and environmentalism. Their conclusion on the definition entailed that
the concept of SD nowadays ”embraces a comprehensive critique of the ‘governance’
of environment and development that includes substantial rethinking of the pro-
cesses of decision making and the values underpinning the actions of international
institutions, governments, bankers and individual consumers”.

Sustainable construction

Another elaboration relevant for this research is on the meaning of sustainable con-
struction projects (SCP), as this explains what is in theory considered as sustain-
ability with regards to construction projects. This is a necessary addition to the
meaning of SD as development and construction are not identical. With the mean-
ing of construction referring to: ”the process or method of building or making
something, especially roads, buildings, bridges, etc.” [Dictionary, 2009; Stevenson,
2010]. While development refers to growth or overall progress [Dictionary, 2009;
Stevenson, 2010]. The difference also comes forward in research by Drewer [1980],
in which he stated: ”Building and infrastructural works are essential to the satis-
faction of many development objectives; therefore, the importance of the role of
construction in a coherent development strategy is self-evident.”. So, this explains
why SC requires further specification of its meaning. SC has principles that can be
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divided into four dimensions: social, economic, biophysical and technical [Hill and
Bowen, 1997].
SC has also been explained by [Kibert, 2016]: “Considering the role and potential
interface with ecosystems to provide services in a synergistic fashion. With respect
to materials selection, closing loops and eliminating solid, liquid, and gaseous emis-
sions are key sustainability objectives.”
A third, very suitable, definition of SC was given by Bajjou et al. [2017]: ”Sustainable
construction is mainly defined by the industry that ensures the conservation of natu-
ral resources throughout the life cycle of the building (energy, water, non-renewable
materials), optimizing the consumption of raw materials in purpose to reduce the
deterioration of the environment and to ensure social and economic comfort”. Ba-
jjou et al. [2017] also explained that a construction project which is both sustainable
and ecological, has to take the objectives of SD into account at every state of deci-
sions: design, construction, use, and demolition. Which further proves the purpose
of explaining both SD and SC.

3.1.2 Ecopreneurial leadership

Ecopreneurship

Ecopreneurship is the recognition and enaction of opportunities for creating and
sharing multiple forms of value [Rae, 2016; Rae et al., 2014].
As has been mentioned in Section 2.1 is ecopreneurship also often explained as
sustainable entrepreneurship or environmentally orientated entrepreneurship. So,
ecopreneurship is a type of entrepreneurship with the core motivation and main
goal of: “earning money through contributing to solving environmental problems.”
Schaltegger and Wagner [2011]. For ecopreneurs: ”Economic goals are the ends
of the business, whereas environmental goals are considered as an integrated part
of the economic logic of the business.” Schaltegger and Wagner [2011]. What is
said about sustainable entrepreneurship, or ecopreneurship, is that it is based on
long-term values, but is likely to be unsuccessful if it solely entails unconnected, in-
dividual actions [Rae, 2016; Greenberg et al., 2013]. Ecopreneurship has to become
a movement for systemic cultural, social and economic transformation, collectively.
It needs to progress from the foundations of communities and social enterprises, not
solely on a local and immediate scale, but also on a global scale, to enable change
at corporate, governmental and international levels [Longhurst and Chilvers, 2019;
Rae, 2016].

A given addition to this is that the organizational challenge of ecopreneurs is bet-
ter integrating environmental performance into the economic business logic [Klein Woolthuis,
2010]. When using the concept ecopreneurship in this research, what is meant is
thus running a business, or managing a project, with not solely the purpose of
generating financial benefit, but also contributing to a reduction of environmental
impact, so environmental benefit.

Leadership

Defining leadership is difficult, it has even resulted in a statement by Stogdill [1974]
that “there are almost as many different definitions of leadership as there are per-
sons who have attempted to define the concept” (p. 7).
To provide understanding on what is meant when using the term leadership, a
reference will be made to several definitions. The first definition that will be consid-
ered for this research is given by Silva [2016]: “The process of interactive influence
that occurs when, in a given context, some people accept someone as their leader
to achieve common goals.”
Another definition was given by Kruse [2013]: “Leadership is a process of social in-
fluence, which maximizes the efforts of others, towards the achievement of a goal.”
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Winston and Patterson [2006] concluded that leadership is about two things, pro-
cess and behaviours. They also stated about a leader that in the process of leading,
a leader: “enables the follower(s) to be innovative as well as self-directed within the
scope of individual-follower assignments and allows the follower(s) to learn from
ones own, as well as others’ successes, mistakes, and failures along the process of
completing the organizations’ objectives.”
The focus of this research is on multinational construction projects. Such projects in-
volve multiple leaders, at different positions within organisations [Von Billerbeck,
2022]. Because, on a project level there is at least one project manager, but this
manager operates within an organisation that also includes higher management
[Von Billerbeck, 2022]. Another reason for this is that this research covers not only
organisations that are project owners, but also external, consulting, organisations.
So, when referring to a leader or leadership, the definitions provided are accepted,
but who this leader is of who these leaders are, depends on the size of the project
and the organisation that owns the project.

Leaders within multinational organisations: ”can influence member state prefer-
ences and policy making and shape the overall strategic direction of the organiza-
tion.” Von Billerbeck [2022] and they are thus crucial for maximizing efficiency, but
can also be crucial for steering towards more sustainability [Oyarzún Serrano, 2006;
Reinalda and Verbeek, 2014; Cox, 1969; Von Billerbeck, 2022]. So when referring to
leaders, people with certain responsibilities and influence are meant.

A last elaboration on the meaning of leadership is the distinction between top-
down and bottom-up leadership. Bottom-up leaders are individuals that have no
position of authority, but make change without formal power [Kezar, 2012]. These
leaders can make relevant contributions to improving institutions and organisations
through meaningful change [Kezar, 2001; Kezar et al., 2006; Conger and Pearce,
2003; Astin and Leland, 1991]. Top-down leaders are the people in positions of au-
thority, that define the change agenda and direction of the organisation. They only
include others in the leadership process when seeking advice or for implementation.
This type of leadership revolves around the will of the ones in positions of authority
and sees followers are working at that will [Kezar, 2012].

When keeping this in mind, leadership will be referring to the behaviour of lead-
ers in organisations, on all levels, so both of top-down and bottom-up leaders, that
influences the inclusion of sustainability in projects.

Conclusion

What can be retrieved from previous research into ecopreneurship and leadership
and was also explained by Rae [2016] is that successful ecopreneurship depends on
the development and interconnection of three aspects. Namely, leadership, learn-
ing, and a supportive cultural, political and economic context. Leadership in this
context does not refer solely to the levels of the individual organisation, but also to
intellectual and political levels. As leaders on all these levels need to interconnect
to articulate the essential vision and longer-term ambition for change [Bagheri and
Pihie, 2011; Rae, 2016]. As was also stated by Rae [2016], ecopreneurial leadership
should be seen as a ”socially responsive, shared responsibility, analogous to the no-
tion of distributed leadership where people at different levels and roles within an
organization assume and demonstrate leadership towards a common set of goals.”
[Ancona et al., 2005].

When combining the definitions of ecopreneurship and leadership, the joint def-
inition of ecopreneurial leadership comes forward. It is being a leader while also
being an ecopreneur. It is leadership with an ecopreneurial vision. So, it is using
your authority, or influencing bottom-up people with authority, to enable business
continuation with not solely the aim of generating financial benefit, but also aiming
for environmental benefit.
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3.2 management of construction projects

In this section a review is provided on management of construction projects in
theory. This review focused on previous research into the challenges, risks and
strategies both general and sustainability related, present during management of
construction projects.

The knowledge gaps this research aims to fill are which factors influence the
inclusion of sustainability in multinational construction projects as well as what
can be done to increase this inclusion. Next to that the aim includes to increase
the understanding of how an ecopreneurial leader can drive this. Which is why
also the relation between ecopreneurial leadership and (sustainable) management
of construction projects in theory, has been part of the focus. So this could be
extended to the relation in practice, done in the next research step.

3.2.1 Risks in project management

Risk is ”uncertain event or condition, that if it occurs, has a positive or negative
effect on a project’s objectives” Richardson and Jackson [2018].

Management of these risks is thus a very important process for achieving project’s
objectives, not only in terms of time, costs and safety, but also in terms of environ-
mental sustainability [Befrouei and Taghipour, 2015].

The main risk encountered during project management are related to complexity,
and as sustainability inclusion increases the complexity, sustainability inclusion in-
creases the risks for management of construction projects [Gareis et al., 2013; Wang,
2021]. To cope with such risks, and to cope with project management and decision
making becoming more challenging when including sustainability, a different way
of managing such projects is required [Armenia et al., 2019; Awuzie and McDer-
mott, 2013; Gareis et al., 2013]. Otherwise the sustainability inclusion wont result in
benefits, or opportunities for increasing value, but will result in undermined project
performance [Awuzie and McDermott, 2013; Wang, 2021].

When reviewing theory on the definition of risk, risk includes both threats and
opportunities, so in the risk management process, thus for understanding risks
involved with management of construction projects, both threats and opportunities
should be addressed [Denney, 2020; Hillson, 2019; Johansen et al., 2018; Olsson,
2007].

Threat

”Threats have unwelcome or adverse effects on achievement of objectives” Hill-
son [2019]. As mentioned in Section 1.1 several factors can increase the degree of
complexity of a project and its environments and when these are not properly man-
aged, they can undermine the project performance [Awuzie and McDermott, 2013;
Wood and Ashton, 2010]. So, previous research has proven that during manage-
ment of construction projects, the biggest challenge, and potential threat, is com-
plexity [Crawford, 2006]. Project complexity determines the appropriate project
organizational form as it influences the selection of project inputs, such as the re-
quired expertise and experience and it affects the project objectives, mainly of time,
cost and quality. The degree of project complexity also influences the project out-
comes, and the higher the degree of complexity, the greater the time and cost [Bac-
carini, 1996; Tatikonda and Rosenthal, 2000]. Thus high complexity is often one of
the main threats, as it can result in unwelcome or adverse affects on achievement
of objectives, especially when complexity increases throughout the project process
[Williams, 2005].
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Opportunity

When defining opportunity in terms of risk, it can be stated that opportunities have
helpful or beneficial effects on achievement of objectives [Hillson, 2019].

Opportunities for project management are diverse, and different for each project.
The main requirement for opportunities is noticing them and managing them in
a suitable way to enable the opportunities. In this research the term opportunity
mainly refers to the opportunities for improving sustainability inclusion. So op-
portunities for overcoming barriers through enabling drivers with the help of eco-
preneurial leaders. However, sustainability is not always an objective in construc-
tion projects, which is why for this research the term opportunity mainly refers to
a possibility, or possible actions to undertake.

3.2.2 Challenges of Sustainable Project Management

Conventional practices for management of projects, construction projects included,
are not suitable for sustainable project management [Chofreh et al., 2019]. So,
academics are starting to focus on how to integrate sustainability principles into
project management, thus with the aim to preserve natural resources while generat-
ing positive societal and economical impacts [Armenia et al., 2019; Dobrovolskienė
and Tamošiūnienė, 2015]. A main challenge with this is that conventional project
management often has short-term economic profitability as a main priority, while
sustainability can interfere with that [Marcelino-Sádaba et al., 2015]. The objectives
of life-cycle economic, social and environmental aspects are also usually competing,
so it is necessary to find a solution for this, by making compromises on all these as-
pects, not just on environmental aspects (sustainability related) [Sabini et al., 2019].
Even though this makes the implementation of sustainability in management sys-
tems even more difficult [Azapagic, 2003; Carvalho and Rabechini Jr, 2017]. So,
different types of problems, barriers and obstacles are present, significantly limiting
sustainable project management and the inclusion of sustainability in construction
projects [Fellows and Liu, 2008; Hwang and Tan, 2012; Kiesnere and Baumgartner,
2019; Robichaud and Anantatmula, 2011].

3.2.3 Overcoming sustainability barriers

Many academics have attempted approaching the sustainability barriers, by doing
research on sustainability in project management, with many different approaches.

Such as Brook and Pagnanelli [2014] who developed a framework for integrat-
ing sustainability in project portfolio management processes, based on a case study
in the automotive industry. Marcelino-Sádaba et al. [2015] proposed a framework
aimed at assisting project managers when dealing with sustainable projects. Car-
valho and Rabechini Jr [2017] developed a new model that adopted both project and
product approaches, for project sustainability management. Silvius and de Graaf
[2019] approached the role of project managers when addressing sustainability is-
sues, by identifying the main factors that trigger project managers to discuss sus-
tainability issues with higher management. Silvius and Schipper [2020] did similar
research, but identified the main factors that trigger project managers to include sus-
tainability issues in their projects. Dobrovolskienė et al. [2021] approached the dif-
ficulty of assessing sustainability in projects by proposing a new index, which was
also done by Dobrovolskienė and Tamošiūnienė [2015], however that one aided
in decision making. While other research focused on determining the skills and
knowledge required among project managers for achieving sustainability in project
management [Toljaga-Nikolić et al., 2020].

So, many studies exist on managing sustainability ambitions, during manage-
ment of (construction) projects, but results of these studies in practice are lacking.
This proves the existence of sustainability barriers, and the urgency to overcome
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them. Nonetheless, most of the research focuses on the environment, what is lack-
ing in the conventional management approaches or how to modify the management
functions (scope, time, cost, etc.).

Even though this won’t add much value to project management in practice, as
it doesn’t provide clarity or recommendations on how to use theory to overcome
sustainability barriers in practice.

3.2.4 Strategies

When reviewing existing research on sustainability ambitions or strategies, both on
a project and organisational level, it becomes clear that the ambitions and strategies
are currently lacking. For example, [Pinelli and Maiolini, 2017] highlighted that
sustainability agendas often lack ’strategic thinking’. To which was added that sus-
tainability agendas are ”the set of all the actions and strategies that an organization
designs in order to have some positive impact on social-environmental challenge”
Pinelli and Maiolini [2017]. These agendas thus turn out to be ineffective and inade-
quate, which forms a barrier for the fulfilment of SD [Baumgartner and Ebner, 2010;
Porter and Kramer, 2011]. To conclude, most strategies are currently still lacking
on sustainability performance. As they create the illusion that a positive environ-
mental impact will be achieved, even though they are insufficient to truly achieve
that, making the existence of current strategies a barrier for sustainability inclusion
instead of a driver.

3.2.5 Ecopreneurial leadership

Even though Adams already stated in 2006 that: ”Sustainability needs to be made
the basis of a new understanding of human aspiration and achievement.”. And even
though ecopreneurship and its benefit, as well as how it can contribute to achiev-
ing environmental change, has been researched extensively over the years [Dixon
and Clifford, 2007; Moon, 2013; Underwood et al., 2012]. There is still insufficient
knowledge on how to incorporate it properly within organisations to achieve that
interconnection and benefit [Rae, 2010].
So, several conclusions can be drawn from the existing literature. Both on the theo-
retical meaning of ecopreneurial leadership, but also on the opportunities linked to
ecopreneurial leadership. Namely, that ecopreneurial leadership means that leaders
on different levels, behave in a way that is aligned with the ambition of not only
generating financial benefit but also environmental benefit. And that ecopreneurial
leadership can help organisations with their transition, as well as that it can con-
tribute to achieving sustainability, but that there is still insufficient knowledge on
how to enable the theory in practice [Rae, 2016].

Sarabia et al. [2020] mentioned that ”Entrepreneurs as innovators and leaders
create their own knowledge creation, their own learning processes and own their
culture’s construction.” So, the knowledge gap on how they can create that, thus
how ecopreneurial leaders can drive change needs to be solved.
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3.3 conclusion
The literature study has focused on researching management of construction projects
in theory. The findings have been used as the input for the next research steps. The
key findings of the literature study are discussed in the subsections.

3.3.1 Knowledge gap

The main gap between theory and practice that came forward in the literature study,
lies in knowing, but not doing. As the theory does not provide clarity on how to
use it in practice. Such as that Toljaga-Nikolić et al. [2020] provides theory on
the skills and knowledge, managers need to have to enable sustainability inclusion,
but it doesn’t explain how to provide managers with these skills and knowledge.
Another example of this is that Dobrovolskienė et al. [2021] proposed a new index
for assessing sustainability of real estate projects, and adopted a simple additive
weighing approach to aggregate the criteria they selected. A new sustainability
index was also constructed by Dobrovolskienė and Tamošiūnienė [2015], primarily
for the construction industry, to help decision-makers with resource allocation and
project portfolio selection. However, these studies on sustainability indexes do not
include how to incorporate them within standard management practices, or within
entire organisations.

3.3.2 Barriers

It can be concluded that a lot of research has been done into both sustainable and
general project management. The main challenges or barriers that can be found in
theory are:

Complexity: Which is seen as a threat and something to deal with, even though
sustainability is complex, thus this approach or perception reduces the sustainabil-
ity inclusion.

Strategies: Sustainability agendas with insufficient strategic thinking, making
them ineffective and inadequate for including, and maintaining the inclusion of,
sustainability.

Conventional project management practices: They are not suitable for sustain-
ability inclusion, as the focus then lies on short-term economic profitability, which
sustainability is not (yet) able to deliver. The factors to manage then remain the stan-
dard ones, which are scope, time and cost, even though more sustainable options
are unable to come out at best when comparing options based on those factors.

Limited understanding of sustainability: Because many different meanings are
given to sustainability, there is limited consensus on the meaning of sustainabil-
ity. Even the sub-definitions of sustainability, thus of sustainable development and
sustainable construction, lack consensus. With research proving that they are con-
testable concepts, surrounded with deep conflicts. Having limited understanding
of what sustainability means, is a barrier for sustainability inclusion, as this makes
considering options and opportunities even more challenging.

What also comes forward is that existing research lacks useful actions and lead-
ership. This, at best, leads to small sustainability improvements to projects and
products [Goel et al., 2019]. Therefore, general conclusions of the current state of
knowledge are not flattering [de la Cruz López et al., 2021]. Which is why further
research into project management in practice is necessary.



4 RESULTS EMP IR ICAL STUDY:
INTERV IEWS & DATA ANALYS IS

This chapter provides the results from the empirical study. So the results that were
retrieved by interviewing employees of RHDHV and clients of RHDHV. In the first
section, Section 4.1, a description of the interview guide is provided with the general
line of questioning. In Section 4.4 the findings are presented, for the barriers and the
requirements for enabling opportunities. Then in Section 4.5 conclusions are drawn
on the most common barriers and requirements for improvement opportunities.

4.1 interview set-up
To understand the opportunities for implementing more sustainable elements in
projects, focusing solely on theory does not suffice. It is necessary to consider
the theory and the most common management challenges throughout the project
process, but due to the uniqueness of each project, it is also important to increase the
understanding of project management in practice by gathering knowledge based on
experiences from practitioners.

This increases the understanding of how the decision making takes place through-
out the projects process, which challenges are involved, and which factors and ac-
tors, influence the decision making. This jointly contributes to developing a better
understanding of the project process and the decision making process. Thus, where
the causes lie for limited sustainability inclusion, what is required to overcome these
limitations and how to enable opportunities for driving the inclusion of sustainabil-
ity in multinational construction projects.

Several questions were set up to form a red thread throughout the interviews, this
ensured that comparable input was generated during the interviews and prevented
straying from the subject. The interviews also allowed for open conversation on
relevant subjects, to ensure that the benefit of interviews over surveys would not be
lost. The standardized list of questions can be found in Appendix A. In preparation
of the interview an invitation letter was send to the interviewee Appendix B, as
well as a consent form Appendix C. This form was signed before the start of the
interview to ensure that the interview data could be used with consent.

4.2 interview guide
1. Job specifics and work experience: This question was posed to verify that

the upfront knowledge on the position of the interviewee was correct. It also
provided context on the perspective from which the interviewee would answer
the questions.

2. Managing the decision-making throughout the project process: This question
related to the theory on how stakeholders manage decision-making in general
construction projects [Yang et al., 2014]

3. Challenges that are often encountered related to the decision-making: This
question was posed to make a distinction between sustainability and non-
sustainability related challenges. As the decision-making process is often chal-
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lenging with, or without inclusion of sustainaility [Gareis et al., 2013; Wang,
2021]

4. Whether authorization is often required, potentially delaying on complicating
the decision-making process: This question also related to general manage-
ment of projects and how that involves several stakeholders, throughout the
process [Klinger and Susong, 2006]

5. How sustainability is encountered and perceived: This question was to un-
derstand the perception and understanding of sustainability, as sustainability
is often given several meanings and ones perception and understanding can
influence ones experiences [Jacobs and Stott, 1992; Kuhlman and Farrington,
2010; Silvius et al., 2017]

6. Experience with sustainability inclusion: This question was to build upon the
understanding of sustainability by starting the conversation on how practi-
tioners encounter sustainability in practice [Gareis et al., 2013; Schipper and
Silvius, 2012; Wang, 2021]

7. Management of and drive for sustainability: This question focused on un-
derstanding to what extend practitioners push for sustainability and to what
extend they have the opportunity to do so [Baba et al., 2021]

8. Intend & outcome misalignment: This question helped the understanding
of the extend to which sustainability ambitions are also achieved in practice
[Pinelli and Maiolini, 2017]

9. Challenges of sustainability inclusion: This question was to steer the conver-
sation towards their experiences on including sustainability and what they
consider as reasons for excluding or limited including sustainability.

10. Sustainability drivers: This question was to hear about experiences of projects
in which sustainability was part of the ambition and what frequent reasons
for those ambitions are [Silvius et al., 2017; Pinelli and Maiolini, 2017]

11. Influence leaders: Projects are initiated and owned by organisations, which
have higher management or leaders at the top. These leaders are often not
directly involved in projects but they can have influence. So this question
focused on how practitioners experience the influence of such leaders and how
they can potentially drive the transition towards more sustainability inclusion
[Winston and Patterson, 2006; Sarabia et al., 2020].

12. Ecopreneurial leaders: This question focused on the leaders involved in or-
ganisations and whether they only focused on financial benefit or also on
sustainability as a focus point in itself, as well as to what extend practitioners
experience this as an influence [Schaltegger and Wagner, 2011].

13. Earlier inclusion of authorized leaders: To challenge the earlier input on the
influence of leaders and potential of ecopreneurial leaders and consider the
benefit and feasability of including leaders earlier on in the project process
[Schaltegger and Wagner, 2011; Winston and Patterson, 2006].

14. Additions: This final question was posed to round up the interview and give
the interviewees the opportunity to add anything. this also had the purpose
to ensure they stood behind their statements.
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4.3 coding frame
As explained in Section 2.2, the analysis of interview data are performed according
to the QCA approach. This method entails several steps, during which material seg-
ments are assigned to main and sub-categories of the coding frame [Flick, 2014].
The first step was preparing the data, which entailed transcribing the 16 interviews,
familiarizing with the data and highlighting the ”quotations”; segments that con-
tained information relevant for this research. This first step resulted in the creation
of 257 quotations. The second step was organizing, or describing the data, which
entailed assigning codes to the quotations. Describing the data by coding is done to
enable retrieving data segments by topic or subject in a later stage, to group them
[Friese, 2019].

Code creation was done in a data-driven way using a subsumption strategy,
which implies going through the quotations one by one following four main steps
[Mayring and Fenzl, 2014]. These steps are:

1. Summarizing the quotations, by reading them and assigning them to concepts
or ideas.

2. For each quotation reviewing whether a code that covers its concept or idea
has already been generated.

3. If a code exists, adding the summary of the concept or idea to that code, if
not, generating a new code that covers it.

4. Repeating the steps until all the quotations are summarized and assigned to
a concept, and a list of codes is developed covering all the concepts or ideas,
considered relevant.

The outcome of the coding process was a total of 266 codes. While the cod-
ing process was done in a data-driven way, the code groups were developed in
a concept-driven way, so they were based on theory and knowledge from prior
research [Schreier et al., 2019].

4.4 findings
The results of the coding process is a total of 40 open codes, each covering the
content of multiple power quotes and proof quotes. These codes were assigned to
10 code groups, or axial codes, who jointly contributed to answering the two main
research questions.

As has been shown in the coding pattern in Figure 2.3, several axial codes rep-
resent factors limiting the inclusion of sustainability in multinational construction
projects and several axial codes represent factors that are required to provide oppor-
tunities for inclusion of sustainability in multinational construction projects. Two
axial codes are partially a barrier while also being partially an improvement require-
ment as it shows that they can have a positive contribution to including sustainabil-
ity, when the use is better safeguarded and they are improved. In this section each
of the axial codes are substantiated with ”Power quotes” and ”Proof Quotes”. Each
quote is supported by mentioning the interviewee number, this has been done to
prove that similar quotes came forward in different interviews.

4.4.1 Unawareness

In organisations and among the people involved in the process of projects, aware-
ness of sustainability is insufficiently present. So, the lack of awareness, of the ur-
gency for sustainability inclusion, the meaning of it, the possibilities for it, and what
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is demanded when speaking of sustainability inclusion, is a barrier for including
sustainability initially and maintaining the inclusion throughout the project process.
As this results in less consideration of sustainability, and lack of management of sus-
tainability, thus less inclusion of sustainability in the final construction projects.

As quoted from Interviewee 4 on lack of consideration :
”If the client doesn’t consider it, then it’s just not going to happen,”

Quoted from interviewee 1 on lack of awareness of what is demanded:

”We go from very high up to more and more detailed. So we start with the little infor-
mation we have, and we need to work towards a final product that satisfies the requests of
the client. And we manage along the way non-stop the aspects of money, time, quality and
planning, so that everything stays clear for the client. To ensure it remains clear for each
phase what that phase has delivered on those aspects and that it is continuously aligned with
the plan in place.”

This awareness is crucial for achieving sustainability inclusion, so this makes un-
awareness a major barrier for sustainability inclusion, regardless of the front on
which awareness is lacking. Awareness thus needs to be created on all sustainabil-
ity related aspects, to enable more ambitions for sustainability inclusion, as well as
more achievement of those ambitions. As also stated by interviewee 7:
”We are in a transition, aren’t we? So we also have to make this transformation, so it is very
important that we also create a lot of awareness within our organization. And that we will
also make project managers aware of the fact that these advisors have to step in and not just
the standard advisors and this is actually possible on any project.”

Awareness is also not something that can be created later on in the project pro-
cess. It is crucial that it is present in the initial phases of the project, as developing
sustainability ambitions throughout the process instead of early on, reduces the
possibilities and opportunities. With interviewees 2 and 6 stating:

”Over the course of time, decisions have continuously less influence, so at the start of the
project, you actually do most of the decisions, with the most impact, with the least amount
of information.”

”Sustainability has to be at the start of the conversation. It cannot be right in the middle
or at the end, because again, it is too late to do so much, it can’t happen in the end.”

So this awareness needs to be present to even consider sustainability, and it needs
to be present from the start.

The awareness of sustainability is mainly lacking on the significance of including
it, what it means, what the possibilities are and what is demanded when aiming for
sustainability inclusion. This lacking awareness of the significance results in includ-
ing sustainability as an add-on, instead of as a main factor, incorporated within the
project. This was also stated by interviewee 4:

”Normally we don’t think like for example, let’s not use concrete because that is better
with the environment...Normally we will just think of what can we add on top of what we’re
doing to make it more sustainability.”

There is also a lack of awareness on what sustainability means, so what is meant
when talking about sustainability, and what it entails, so the requirements, such as
the resources required. This results in wrong interpretations or different interpreta-
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tions. Which was also quoted from interviewee 6 and 1:

”There is perhaps one component here of how people understand sustainability and there-
fore project managers understand sustainability. The way how I see project managers and
construction work is that they have to be efficient and cost effective and whatever corner they
can cut on one side, they can add it later on in the stage where its going to be needed, which is
almost at the end. And there is a lot of failures I have seen that. So sustainability ranks very
low because they might think, I have to rethink the whole process I have, I can not work with
these materials. This is going to cost me a lot of time. People are not trained to work on this.”

“There was a mismatch in that we had it clear that there was a sustainability ambition,
but we couldn’t precisely explain what that ambition was”... ”And then the people that
were working it out for us, were thinking from the limitation of return of investment, and
then you notice that you don’t have the same premise for sustainability in the design of the
building”

A third and fourth point on which the awareness is lacking is what is possi-
ble, so how sustainability could be included and what organisations want, not due
to wrong interpretations but due to lack of knowing what sustainability actually
means so what they want when claiming to want sustainability. This was also
stated by interviewee 4 and 11:

”Maybe it’s my own lack of knowledge, I wouldn’t know what I could do to make it sus-
tainable... I don’t know what I can do or maybe what I should be looking for or what I could
be proposing.”

”In practice you often see that they as an organization don’t know what they want. Some-
times they don’t even know what each others role and responsibility within the steering
group is.”

So due to lack of awareness, sustainability is included as an add-on, sustainability
is considered but disregarded later on, or not considered at all. Overall awareness
thus needs to be created on how sustainability can be included, what needs to be
done to include it and how it can be ensured that everyone has mutual understand-
ing.

Instance Proof Quotes

Significance
“In the method of working from high up to detailed are also choices you
can make in the beginning. Those can be influenced quite easily, but as you
continue the decisions become more difficult to influence and more costly”
(Interviewee 1)
“It is like we should have foreseen this as well. But kind of our thought was
like oh you didn’t tell me, so I didn’t think about it.” (Interviewee 4)
“Even if money wouldn’t be a problem, because money is most of the time
universally a problem, a constraint, even if it wouldn’t be a problem, then it
comes to the knowledge, to the awareness of the real internalization of the
significance of sustainability. Most of them are not trained for that. They
are trained for making strong structures. . . Many times the decision maker
doesn’t have that knowledge.” (Interviewee 6)

Table 4.1: Proof quotes for Unawareness of the significance
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Instance Proof Quotes

Meaning
“We do encounter difficulties regarding the decision-making, a lot of times
what happens is what they’re asking for, we will interpret it as something
else.” (No. 12)
“Pretty hard to think about it because I don’t know what do I need to think
about.” (No. 4)

Table 4.2: Proof quotes for Unawareness of the Meaning of sustainability

Instance Proof Quotes

Possibilities
”So sometimes we exclude sustainability because we don’t know that it’s
there, we just don’t know what they need to do.” (No. 4)
“The main barrier is that they don’t know about sustainability, so that they
are avoiding these kind of conversations because they don’t have background,
they don’t have even the vocabulary sometimes to approach the topic.” (No.
9)

Table 4.3: Proof quotes for Unawareness of the possibilities

4.4.2 Change

As has been mentioned throughout this research report, the construction industry
overall and construction projects, need to become more sustainable, thus change
needs to happen. But, change in itself, can be a barrier, as not everyone appreciates
change. Which was also mentioned by interviewee 6 :

“So that is the reluctance to change, and those are the misconceptions that you might
think it requires more time, it might be more expensive and all that. . . .But there is also just
reluctance to change like, I don’t trust this.”

This hesitancy stems for change being linked to uncertainty, something that or-
ganisations and project managers, often want to prevent, as they associate this with
challenges and a potential threat for the project performance. Because changes
happen all the time, due to the dynamic environment of projects, which is what
management of projects focuses on; managing several aspects continuously and
deal with changes that affect these aspects. This was also stated by interviewee 11,
10, 4 and 16:

“We often manage based on the GROTIK aspects, so that is money (Geld), risks, organiza-
tion, time, information, and quality (Kwaliteit). And those also correspond with each other,
so those 5 aspects, or sorry, 6 aspects, often are those triggers due to which you can come to
scope changes.”

“I think that is quite an issue with the network happened to kind of explain it to them that
every day it’s such a booming industry, that every day they come up with new data and new
materials and things like that. And for us to assess them and give you good value, you need
to constantly flush in that money as well, of course, so we can sort of give you that input.”

“Then we need to review the cost for example and then go back to the client and say,
hey, we are noticing the costs were going higher because this and this and this and this is
what shall we do. Let’s make a decision together. Do we implement changes, do we change
materials?”

”I would say of course on the construction during the construction, little decisions are
already made. So I would say in there, the freedom it’s well, you stick to what you designed
but but of course we start with the design where there’s a lot of interest iterations, we have
input from different stakeholders. So wherever it’s a very long process. Because we wanna
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Instance Proof Quotes

Demands
“In practice it shows that it is very easy to set very high sustainability am-
bitions, but in that phase, it is sometimes difficult to estimate the financial
impact of those, those sometimes become clearer later on, which can result in
costs increases and then sometimes it is decided to reduce those ambitions.”
(No. 1)
“When you’re really at that ground level, sustainability is really the least
of your concern. Like why should they do it you know? And that’s yeah
because it also doesn’t have to be just material or change the way you build,
it can just be things that you do on site as well, just the overall process of
construction as well, and that awareness maybe is lacking somewhere.” (No.
10)
“The multi-criteria analysis actually just hasn’t been filled in entirely, because
you then well in the early phase haven’t judged a certain aspect, and when
you figure that out too late, well then I can’t think of an alternative anymore,
or the budget is already set and then there has to be said no.” (No. 2)

Table 4.4: Proof quotes for Unawareness of what is demanded

make sure that the all the stakeholders provided their input and we have all the information
from them that sometimes when we go to construction and we have somebody coming in and
saying like ohh by the way, I actually for my equipment this, this, this and that. So that’s
the one we say. Well, that was like few months ago that’s very we needed the information
and he of course we are flexible because if they need it then as long as we can still provide it,
we’ll try to accommodate the the requirement. So I I would say because of the character of
Nike where dynamic and the amount of stakeholders you have to stay flexible.”

So, change towards more sustainability, is seen as a challenge, an additional
complication for project management, instead of a main management aspect. This
means that sustainability is often not included, or reduced later on. Because when
scope changes thus happen, sustainability is often one of the first elements at risk
of being reduced or excluded, either due to lack of support, or due to it being the
easiest solution for overcoming challenges with resources. This also came forward
from the interviews with interviewees No 7 and 11:

“Sometimes it is also difficult for them, because you can not always foresee every potential
consequence. And that is not nice, because perhaps it is going to cost a bit more, but as I
mentioned it will always add more value in the future, but we don’t always express every-
thing in terms of money, so the image isn’t complete.”

“Meanwhile it is for the people in operation, in the execution, often very difficult. Be-
cause, how are we going to jump over that incredibly high threshold of sustainability that is
imposed on us. So they will say, yes, if we can take turns somewhere, then we can execute
more easily, or then maybe we have more money available for other things in the project.”

So, change needs to happen, but positive change, so change of behaviour, or-
ganisations, operations, a full transition, which also requires a mindset change, as
mentioned by interviewee 6:

“If a project is not intended to be sustainability driven, it is very difficult to steer it, to
change it. And again, its not just dictating just a couple of hours to it, no it is to work
sustainably, and sustainable processes and sustainable products requires a lot of mindset
change.”

To enable this, change needs to be managed, not how it usually is managed in
projects, but managed in how people deal with changes, how to align people on
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including and maintaining sustainability in and throughout projects. With intervie-
wee 7 stating:

“But how do you cope with that within an organization, and what impact does that have
on management and maintenance? And what if we want to store those things ourselves and
how? So the transition is not only on how to build a circular building, no it also has impact
on the entire asset management, on the entire establishment matter.”

So, change needs to happen, but it won’t happen if it is not managed properly
and if it remains to be seen as something negative. Otherwise, people prefer to
continue doing things how they are used to doing them, as that is less uncertain
and familiar. With interviewee 12 and 16 stating:

“The other challenge I see with these industrial type projects for multinationals is time is
always under tremendous pressure and a lot of times the client or the project owner they typ-
ically don’t have big appetite for experimenting with new things on such a project because
this project is part of a whole portfolio or a whole program. It has to be up and running by
a certain time, it’s got to be predictable, you know, it’s got to fit into a very specific frame
of timing, cost requirements, deliverables, other criteria, so it’s not that they aren’t open to
trying things, but those things have to be already tried and proven.”

”We’re not gonna use anything else because we know that this one works. This what has
been approved by Nike. We know where it comes from. We know the sourcing and every-
thing. So. Same with certain furniture. We know that we’re gonna go with this producer
because we know how they are sourcing and so they’re just things like ohh we do it this way
because already somebody has established it before. So maybe it’s also because I just don’t
six months ago that I just like hey, I work with the tools that are already there.”

To conclude, change is a barrier, as sustainability is not one of the main aspects
that is focused on during project management. This makes sustainability the easiest
aspect to do concessions on to compensate for changes affecting the main aspects.
The opportunity is often taken as people are not eager to divert from standards, and
sustainability does require a diversion from the standards. So, change is a barrier
due to three factors: Firstly, the absence of internal change: when its needed, the
mindset, the organisation. Secondly, the presence of external change: As it can re-
duce the ability or willingness for sustainability inclusion. Thirdly, the approach to
change management, as it focuses insufficiently on sustainability, how to maintain
it and what it brings about.

Instance Proof Quotes

Management
“Also, just very simple, change management. How do people cope with the
changes the project brings about? How do you ensure that people accept the
end result?” (No. 11)
“I think another challenge that comes with it is change management, basically
putting everyone up to the same.” (No. 4)
”We go from very high up to more and more detailed. So we start with the
little information we have, and we need to work towards a final product that
satisfies the requests of the client. And we manage along the way non-stop
the aspects of money, time, quality and planning, so that everything stays
clear for the client. To ensure it remains clear for each phase what that phase
has delivered on those aspects and that it is continuously aligned with the
plan in place.” (No. 1)

Table 4.5: Proof quotes for Change management
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Instance Proof Quotes

Absence
“Sustainability does not always bring money, it brings different type of intan-
gible benefits and that’s very difficult to link to KPI’s. And if it’s not measur-
able then they don’t, they cannot manage it and then they get confused. Or,
it’s not an incentive.” (No. 6)
“If we continue with the behavior of acting as if everything is limitless, then
you can make the most amazing models and promote those, but then sustain-
ability is not going to be achieved.” (No. 3)
“The client also should get a different mindset, which he doesn’t get at once,
so the strength lies in repetition.” (No. 7)

Table 4.6: Proof quotes for Change absence

Instance Proof Quotes

Presence
“It requires a lot of changes in processes. It requires a lot of changes in
supply chains and pretty much on business models. And not all companies
and individuals are ready for that change yet.” (No. 6)
“What you often see is that the market, materials, staff capacity, that they
interfere. Inflation, scarcity of products, logistic obstacles.” (No. 11)
“Depending upon the level of impact that a given decision has, usually money
related, it can require escalation to other people. . . The challenge that comes
with that is sometimes when the escalation happens to the next person, you’re
bringing in somebody who hasn’t been as close to the topic of discussion as
yourself and the other person. So you have to catch them up, which is OK
but then what happens is, you need more time. So time is going by and
you’re not making benefits but also you’re now bringing in another set of
perspectives and sometimes with more decision making power, and what
can happen is the requirements might actually be readdressed.” (No. 12)

Table 4.7: Proof quotes for Change presence

4.4.3 Alignment

Part of standard project management is not only coping with change, but also con-
tinuously ensuring everyone and everything is aligned. Alignment is thus also
crucial for sustainability inclusion. But, as has come forward, sustainability inclu-
sion is not a standard yet, which makes the absence of alignment a large barrier for
achieving sustainability. Without alignment, knowing that sustainability should be
included, will not result in including sustainability. Interviewee 9 also explained
this:

“Knowing and doing are the best and the worst enemies sometimes. I know I have to do
it, but I don’t know how to do it, so I’m procrastinating the whole time and also the system,
it is a cost, it has to be embedded in my PNL, profit and loss, so at the beginning it is only
seen as a cost. Sometimes its seen as an investment. But in the end, you don’t see immediate
results they submitted, doesn’t provide short term results. Of course, you can have some
low hanging fruit, but its more sustainable development and it means long term strategies,
it means long term commitment.”

To aim for inclusion of sustainability, and also to ensure this aim is achieved, or-
ganisations need to become mobilized, to ensure everything and everyone is aligned
on the sustainability ambition. This thus requires alignment on several aspects.
Firstly, alignment of actions, so the actions need to be aligned with sustainability
inclusion, to ensure this ambition can become a reality, secondly, stakeholders, with-
out support and consensus from stakeholders, no decisions can be made, thirdly,
expectations, everyone’s idea of the project, so what is expected when agreeing on
something, needs to be aligned with what is possible, and also the same should be
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expected among the involved parties, finally, resources, if the resources (made) avail-
able, are not aligned with the demanded or aimed level of sustainability inclusion,
then it won’t be possible. This also came forward in statements from interviewee 4,
1 and 10:

“I think the way that I experience it, where I have the most challenges is scope demar-
cations, there is a way that we understand what we’re doing and there is a way that they
expect the deliverable to be or there’s their expectations and there is our expectations. And
then I think at the beginning of the project, we don’t have so much time for clarifying exactly
what is it that we’re delivering, exactly what is it that they expect to receive.”

”The main challenge is deciding how to achieve the requests and ambitions, because some-
times people involved are not aligned or the resources are insufficient to achieve the ambi-
tions, causing conflicts. This sometimes is caused by insufficient leadership from the client
side, and can require higher up leadership involvement, so getting them on board.”

“People can care about like sustainability and the environment on an individual level, but
if your company is not aligned with the same thinking, even though they say so, then it can
be really hard also to find that balance, because then you’re limited with what you can do.”

This is partially because without organisational support, the resources will be lim-
ited, either because the budget is to limited or there isn’t enough time for example.
Alignment is thus essential to enable sustainability inclusion. Which was stated by
interviewee 6, 4 and 12:

“Projects are not meant to take time and reconsider things, not they are meant to start
one day and finish the other one, and if they have delays, somebody has to pay for that.”

“I think the biggest challenge is money, I think or investment costs. . . so its always a little
mismatch on their own end, that they want to do it fast, they want to do it cheaper and
they’re thinking about the initial investment and a lot of times, they’re not thinking about
the operational investment.”

“But then, quality of information about, OK, how does this solution actually work and
where does it actually fit into our supply chain. . . .Show me data, show me financial data
about how much it actually costs. . . So having more information, higher quality information
and strong leadership will definitely help out, that’s all got to be aligned.”

Instance Proof Quotes

Ambitions
and actions

”If you have not included in your real estate strategy your ambition that this
is an important point, then it remains a lot of chit chat without actions.” (No.
7)
“A lot of the companies, the way that I see it, this is a high management
decision and I think that happens with other companies as well, it’s a high
management decision but to the day-to-day employee it’s a bit hard to trans-
late.” (No.4)
“If you haven’t linked it to the organizational objectives, it can disappear very
easily, and then it is more difficult, or more expensive, when you pick it up
later on.“ (No. 5)

Table 4.8: Proof quotes for Action nonalignment
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Instance Proof Quotes

Stakeholders
“When it comes to applying it in the real world, you have to take into account
that a lot of people have to be aligned and brought to the same table.” (No.
1)
“There are some clients that have an approval process in which a lot of dif-
ferent stakeholders have vote. And the problem is when not all those stake-
holders are involved from the start, then sometimes later on in the process
there come demands or wishes to the table, that we just can’t implement any-
more. So stakeholder management at the client side is very important for an
effective process.” (No. 2)
“There are of course the first agreements that have to be written down by
both parties, and some clients understand that, while the other client might
be less organized, or there might be a lot of people in the steering group who
all see themselves as partial client, and you see that they are not aligned” (No.
11)

Table 4.9: Proof quotes for Stakeholders nonalignment

Instance Proof Quotes

Resources
“But it’s often really limited by how much money they can spend, and I think
that that balance is not really out there in the industry at where you can get
your Schmitz building, and still make it sustainable. And that’s where I think
sustainability ends up taking a hit.“ (No. 10)
“So they have only freedom within certain boundaries, especially financially,
that have been set, and that is where you often encounter problems, that
those boundaries just don’t fit.” (No. 2)
”I think we have very structured approach to the project scale. So depending
on the project budget, basically it’s budget related. So up to that budget you
need only approval from let’s say one or two level above you then next budget
would goes up. So we try even purposely to keep the project under certain
thresholds because that just makes things easier. So if you have the estimation
for like slightly over the that budget you say OK now we have to find. To
bring it down just under that line, because that will make everybody’s life
simpler” (No. 16)

Table 4.10: Proof quotes for Resource nonalignment

4.4.4 Incentives

Decision-makers are performance driven. So, they have several incentives on which
they base decisions. These incentives are Data, risk mitigation, compliance, costs,
benefits and image. So as long as these factors are not showing the benefit of sus-
tainability, then it won’t be considered, thus these incentives will remain a barrier.
In practice, some ecopreneurial people are present. These are also incentivised to
think outside the box and with a more sustainability oriented focus. However, of-
ten doesn’t enable enough incentives and support from others and leaders, as they
need to run entire operations, which requires them to be performance driven. So
these leaders require proof of benefit before going for sustainable options. As was
also mentioned by interviewee 12 and 6:

“I would say, for the level of people that I’ve been exposed to the most over my career, are
usually the operations leaders and the business leaders for individual branches or groups of
factories and things like that. So most of them are usually performance driven, like they
have targets that they have to hit. Not just to make money and keep themselves going, but
to really stretch and grow and get better in all things, performance efficiency, sustainability,
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environmental impact, everything. So most of them are performance driven. But also for
their position, they have to be, because they’re in charge of running whole operations, so they
rely on people who can really focus and do the research and set good targets for those lead-
ership people to execute and at the same time I have also worked with people who research
and set the targets, and I think to do that job well and enjoy it you have to have that kind
of mindset of ecopreneurial, you have to be thinking well outside the box, not constrained
by operations nor constrained by money or legality or politics or whatever, but really about
what is possible, what is the right thing to do and how far can we really push it?”

“Sustainability does not always bring money, it brings different type of intangible benefits
and that’s very difficult to link to KPI’s. And if it’s not measurable then they don’t, they
cannot manage it and then they get confused. Or, it’s not an incentive.”

So, as has come forward, decisions are made with as much certainty as possible,
to mitigate any potential risks. This is required for leaders as they can’t risk the op-
erations. So the more unknowns an option has, the less likely it is that that option
will be selected. This was also mentioned by interviewee 7 and 3:

“Sometimes it is also difficult for them, because you can not always foresee every potential
consequence. And that is not nice, because perhaps it is going to cost a bit more, but as I
mentioned it will always add more value in the future, but we don’t always express every-
thing in terms of money, so the image isn’t complete.”

“I think there is only one bottom line, actually only one type of driver, that is that we
don’t enforce it, it’s not going to happen.”

That decisions are made based on the investment vs return of investment. So
with the focus on comparing investments with the added value. The result of this
is that when benefits are not visible, not backed up by data, numbers or other proof
such as examples, the investment won’t be made. As is then is a gamble they are
not willing to do. Interviewee 5, 6, 10 and 13 stated about this:

“You always need to be able to reference everything you do to how it benefits the organiza-
tion and the goals and benefits that they have, and then only the organization but also their
context. If you can’t refer your decisions to that, then you’re on drift sand. . . . If you do
that, but you don’t know why or how you can link that to the organization goals, then that
decision can easily be written out later on.”

“The standards are also being used like, ok, this is my medal of honor, and now this allows
me to just flaunt it how good it is, while the standards are not perfect at all.”

“So I’ll be awfully brutal here. It is definitely. It’s not one of the requirements. It is like
one of the requirements and they have really stringent requirements sometimes put what
they want to do because a lot of it is like related to, you know them getting approvals. The
municipality saying, yes you can go ahead with this project. So there is a driver behind it.
How it also reflects o their company.”

“So that is also often a driver, budget, so bankability of sustainability. . . So we seek the
shared interests between funding and developing, which we called the tripe value... Banks
should start to see that sustainable objects become more valuable over time and more prof-
itable, because they get reused. ”
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Instance Proof Quotes

Data
“There has to be enough reason for everybody, who needs to be at the table,
to get some skin in the game and keep working together. . . To really back
it up and follow it through, we need to have real world proof of it actually
happening and not just one or two instances, but it needs to be happening
everywhere. “ (No. 12)
“You can’t get EPDS, which are environmental production data, or something
like that, that come with every material. . . ..So if I was to tell someone to
replace the rooftop with something else, I have nothing quantifiable to show
them and then how do I convince someone, because there’s just no data out
there.” (No. 10)

Table 4.11: Proof quotes for Data as an incentive

Instance Proof Quotes
Risk
Mitigation

“It is also a question of training finance people because you have to reflect
these costs from a sustainability point of view. So it is not only the business
activity of the company, it is also how the company is impacting environment
and society and you have to be able to measure this impact to allocate this
costs or impact in your PNL or in you risk assessment.” (No. 9)
“The other challenge I see with these industrial type projects for multination-
als is time is always under tremendous pressure and a lot of times the client
or the project owner they typically don’t have big appetite for experiment-
ing with new things on such a project because this project is part of a whole
portfolio or a whole program. It has to be up and running by a certain time,
it’s got to be predictable, you know, it’s got to fit into a very specific frame
of timing, cost requirements, deliverables, other criteria, so it’s not that they
aren’t open to trying things, but those things have to be already tried and
proven.” (No. 12)

Table 4.12: Proof quotes for Risk mitigation as an incentive

Instance Proof Quotes

Compliance
“The second one is that our project managers and also designers and engi-
neers, there are enough people that say, yes but it isn’t legislation yet, and
they only do what must, and they don’t cross or exceed that.” (No. 5)
“Some just want to comply with laws and regulations and don’t really feel
the need to put more money into it than necessary” (No. 2)

Table 4.13: Proof quotes for compliance as an incentive
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Instance Proof Quotes

Finance
“In my experience, finance has always been the decision-maker.” (No. 10)
“I’m not going to say that it’s limited, but all the infrastructure is there they
all we’re always opt for the I don’t know. I think the cheapest solution. And
they already took the decision.” (No. 4)

Table 4.14: Proof quotes for finance as an incentive

Instance Proof Quotes

Benefits
“The alternative would have been profitable, but no, they wanted their office
building there and weren’t prepared to invest in more sustainability than
they needed for their own benefit.” (No. 13)
“We do have like the options, but the implementation cost versus gain is
something that we don’t have just yet” (No. 15)

Table 4.15: Proof quotes for Benefits as an incentive

Instance Proof Quotes

Image
”So you have to adapt your offices, you have to adapt the way you look, your
stores, your showrooms. So it needs a very often refit that is not driven by the
fact that the office is outdated or something really needs repair. It’s just that
well. The passion change the the way we approach this, our clients change
the strategy of the company change so you’re Adapting something that was
maybe renovated four years ago, again so on what that that site, let’s say this
is maybe not the most sustainable approach.” (No. 16)
“The standards are also being used like, ok, this is my medal of honor, and
now this allows me to just flaunt it how good it is, while the standards are
not perfect at all.” (No. 6)

Table 4.16: Proof quotes for image as an incentive

4.4.5 Constraints

Experiences of practitioners explained that one of the barriers for the inclusion of
sustainability, is the presence of constraints. Which are factors constraining the pos-
sibilities for inclusion. This was also explained by interviewee 2:

“Sometimes you need a very long breath to achieve things. It can occur that when you
have explored the possibilities and then conclude that its not possible, that you have to wait
for a new project or innovations in the technique because the stakeholders aren’t ready for it
yet. So you sometimes have to come up with a lot of proof and arguments to say clearly like
these are all the limitations for everyone and to take those away, to get everyone on board.”

These constraints can be divided into Four types, (1) market constraints, mean-
ing the market is just not enabling enough opportunities or enough stimulus. (2)
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Resource constraints, meaning the resources required for including sustainability
(more) are just not present sufficiently. (3) Power constraints, meaning that the peo-
ple aiming for sustainability inclusion lack the power to do so. (4) Expertise con-
straints, meaning there just isn’t enough expertise, so knowledge and experience,
present throughout the project process, to achieve sustainability inclusion. These
different constraints were mentioned by interviewee 6, namely budget constraints,
interviewee 11, mentioning market constraints, interviewee 10, mentioning multiple
constraints and interviewee 1, mentioning power constraints:

“So it is budget, it is the availability of materials that perhaps there are very little options,
and the disconnection between design and implementation, even if a designer will design
something with lets say wooden beams, then it comes to that the client actually wants a high
rise building and this is not possible to embed it, so we have to go back to steel. So kind of
that mismatch of the intentions and reality is also another thing.”

“Those are things you are now confronted with, that not everything is common good yet,
in terms of the high sustainability ambitions, not everyone has set up their business opera-
tions and their network of sub-suppliers for that.”

“So, it’s like there is the corporate ambition and the money and time. But there’s also that
the sustainability industry has not progressed and if you take concrete as an example, like
how many years that we’ve been working with concrete.”

“What you also see, is the level of trust. You see that a lot is involved when construct-
ing a building, and there are a lot of details, so if you then have to report on that, about
the progress and also the extend to which sustainability is being considered, then often for
the top-level management, it is being brought back to an abstraction level quite broad, even
though that sometimes detracts what is involved.”

The fourth element, constraining the possibilities, is the lack of expertise available.
This expertise absence is also linked to the other constraints, as they each make the
impact of the other constraints higher. Without expertise there are less means to
influence people with power, to enable sufficient resources and to find executors on
the market that are able to execute sustainable projects. This also came forward in
statements from interviewee 9 and 11:

“People that we are talking to in our clients and this is a disadvantage because normally
our people, our engineers, they talk to mainly technical people. So they don’t have access
to sustainability managers or decision making managers within sustainability field. So they
are either commercial people because our bids, our account manager, they talked to commer-
cial people in our clients. So sometimes they don’t have any access to the right people, and
this is something that we are trying to force. How can we get the right people to the table?
We need people with power, with enough power to make decisions and we really want to
have this kind of conversation with people that are making decisions to inform them and to
help them to make conscious decisions.”

“On the side of the execution there are often companies that have less domain knowl-
edge. . . So some market parties say yes but such a high ambition, we can do some, but we
cant do everything and we don’t have the network yet to do that. So not every market party
is suitable to join at the highest level of ambition. “

So to conclude, four types of constraining factors are present during project man-
agement and also throughout the project process. As they influence the affect of
each other, it is crucial to overcome all constraints, but already very beneficial to
overcome or limit the presence of one or several constraints.
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Instances Proof Quotes

Market
“Or when such a high ambition is set that it has never been tested in the
market at all. How can you get this feasible at all?” (No.11)
“I don’t see a lot of major innovations that are also cost effective that we can
use on multinational projects like that.” (No. 12)

Table 4.17: Proof quotes for market constraints

Instances Proof Quotes

Resource
“I always see the assignment as a puzzle, and it never fits, because there are
always more ambitions, than what is possible for the available budget. So you
always have to compromise. And the biggest challenge is when the client
asks for very contrary things, that are technically impossible. . . the second
challenge is when we say it is all possible, but not within the budget, then I
need to prioritize as well, what is more important for him?” (No.2)
”So one is the material. The other one is resources, because I think you’re
well aware that right now the contractors are in a very good position like the
market is still very hot. I know it’s been hot already for I know a few months,
maybe even a few years. It is a, it is still a reality. So you see that they are not
pushed to lower their prices because they know they will have work and you
are in a tender when they say well actually you have to make decisions over
you want us or not because we are running free our 10 there’s at the same
time and if you don’t appoint us the work we’ll go somewhere else, so it’s
quite competitive also to get good partners, yeah.” (No. 16)

Table 4.18: Proof quotes for resource constraints

Instances Proof Quotes

Power
“If you are the constructor, and you want to steer towards one thing, you can
propose it. You can work very much, you can have the supply chain in place,
but if your employer doesn’t want it, the one who pays us, then that’s it.”
(No. 6)
“Depending upon the level of impact that a given decision has, usually money
related, it can require escalation to other people. . . The challenge that comes
with that is sometimes when the escalation happens to the next person, you’re
bringing in somebody who hasn’t been as close to the topic of discussion as
yourself and the other person. So you have to catch them up, which is OK
but then what happens is, you need more time. So time is going by and
you’re not making benefits but also you’re now bringing in another set of
perspectives and sometimes with more decision making power, and what
can happen is the requirements might actually be readdressed.” (No.12)
“And in all honesty, the decision of the sustainability for this type of work is
that I’m working on at the moment they come from the client side. Normally
the decision is already made way before we come into the table. And we
are trying to push this behavior to change and we’re trying to position our
own sustainability in there a bit more. But for a project they will already
hosted the design the define themselves, because they have already their own
sustainability target.” (No. 4)

Table 4.19: Proof quotes for power constraints
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Instances Proof Quotes

Expertise
“I’m lacking experts in sustainability, of course, and experts in business man-
agement. Because you really, the financial also needs to understand what the
client is saying, to understand how you can help them in a different way, so
you really need to have some structure about how a business works.” (No. 9)
“I think where the issue lies currently, is what delays it, is that we have to
many people in the design teams that are very good in one area. . . . but they
can’t provide a more holistic concept. We only have a few of those and then
you notice that such a design takes more time, and we cannot provide that
effectively and efficiently to the client.” (No. 5)
“Meanwhile it is for the people in operation, in the execution, often very diffi-
cult. Because, how are we going to jump over that incredibly high threshold
of sustainability that is imposed on us. So they will say, yes, if we can take
turns somewhere, then we can execute more easily, or then maybe we have
more money available for other things in the project.” (No. 11)

Table 4.20: Proof quotes for expertise constraints

4.4.6 Vision

When the vision of people with decision-making power, leaders, is not in favour of
sustainability, either due to focus on financial benefit and being ignorant for envi-
ronmental benefit, due to the focus on being as much risk averting as possible, so
non-innovative, or due to the focus being solely on short-term benefit and not on
long-term benefit, the vision functions as a barrier. As the environmental benefit
or the financial benefit of sustainable options and constructions, are often uncer-
tain and present in the long-term, not short-term. This causes projects to include
sustainability only to the extend that is required, or enables the appearance of sus-
tainability, such as with sustainable add-ons. This came forward from statements
from interviewee 7, 9 and 5:

“From the business community and especially from the industry, that incentive is even
less. There it is also more on the window dressing, so the problem is that there is not yet felt
in all those board rooms the urgency to really take big steps here now and that starts with a
vision and an ambition”.

“So it’s something that has to get some internal buy in and this is the question of being in-
fluencing but also open minded to make it happen because if there is no policies, if there is no
real commitment, if there is no understanding of what this systematic entails, the company
is not going to embed sustainability into the corporate strategy and this is instrumental.”

“People are often focused on the assignment in front of them, for that year of perhaps also
the second year, and that might be part of ecopreneurship, that you look a bit further across
the horizon, and see how you can bring that into the world of today, because only having
dreamers is also useless, but yes that means that also our project managers in such teams,
so having professional, that are also open to ideas and that they say, before we start, lets first
review the program of requirements to see whether it is future proof.”

When leaders are focused on mitigating risks as much as possible, and want to
follow innovations instead of initiating them, sustainability also remains limited. As
sustainability inclusion comes with uncertainties, requires a transition, and requires
innovative, because the current approaches don’t enable sustainability enough. This
also came forward from statements from interviewee 12, 1, and 6:

“When considering how to make being innovative more attractive, it’s all about the per-
ception and the mitigation of risks. So the first one to go through the gate, always gets beat



44 results empirical study: interviews & data analysis

up the worst, but the one who follows him, he has an easier time so when you’re on the
global stage with these big multinationals unless they have a very high tolerance for risk and
they have really deep pockets to cover it up and not worry about it in case something does
go wrong nobody wants to be the first one through the door. They wanna wait and see. OK.
Somebody else tried this. This is what happened. Let’s look at the data and let’s figure out
if this makes sense for us. Especially nowadays where everything is more expensive. Supply
chains are tighter. There’s more disruptions out there. The people who are willing to take
the calculated risk and not lose too much, they could potentially gain a lot. They might go
for it. But if the risk reward is more even or more shifting towards greater risk and not as
good a payoff, they’re not gonna have too much of an appetite for it.”

“As clients, you might have two types, you have the accountants and the believers, and
the believers they make an internal connection from personal motivation and drive. . . they
are people often not difficult to convince. With them its more about how can I facilitate
those people in an optimal way so they can convince their internal network to provide the
resources. With accountants they are approaching it in a business case kind of way, so you
have to prove on the one side the benefits, and those are complicated because its difficult to
express the benefits in terms of money which is something you often end up with, costs are
quantitative, while the benefits are qualitative, which makes them difficult to convince.”

“Sometimes clients are the ones that want the high mark, they say no I want this certifi-
cate. I want to look into my adversity and this and that and then the story changes, because
i’m just following the client. The client sometimes has such high UMA standards of sustain-
ability, and not just, environmental, but also social and governance, and again, the client
pays you, we just have to follow and even learn from them.”

So, the vision needs to be noticed, approached suitably and managed properly.
As different visions require different approaches and not all visions and type of
leaders are suitable for all opportunities of sustainability inclusion.

Instance Proof Quotes

Ecopreneur
“I have worked with some of those people before, but for me, they are less
common than the people who are operationally in charge.” (No. 12)
“The people I work with have this to a large extend. Yes, they have broader
scope on that more has to be measured than just costs. . . But that is then I
think at this moment because I am involved with a client who is unfortunately
not decisive for the market. “ (No. 15)

Table 4.21: Proof quotes for Ecopreneurial vision

Instance Proof Quotes

Type of
organisation

“In my understanding, the very high tech developed companies, they have
that profile of innovating. . . they tend to adopt this because they are the ones
that, perhaps see a niche market, and they want to be there, but for the rest
of the construction company, so the builders or whatever, they just want to
do the traditional thing.” (No. 6)

Table 4.22: Proof quotes for innovator vision
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Instances Proof Quotes

Type of
ambitions

“Its two-sided, either companies want to comply with the legislation, so its
mandatory, so they have to do it, there is no more procrastination. Or they
are taking voluntary actions just to be ahead of the game.” (No. 15)
“Some have certain corporate ambitions for sustainability, entire separate
from the laws and regulations” (No. 2)
“There is a part that do not want to be ahead, but they want to be ahead of
the laws and regulations, so they have somewhat sustainability in their core”
(No. 1)

Table 4.23: Proof quotes for Client Vision

4.4.7 Transparency

Transparency can be a good thing when it stimulates inclusion of sustainability, as
transparency can enable things such as benefit by satisfying the incentive of image,
better management, more awareness and more data on impact. But, currently trans-
parency is limited, so these ”pro’s” of transparency are not sufficiently achieved.
Also, to achieve the ”pro’s” full transparency and tools to enable that are required,
but the existing certifications and measuring tools are not able to provide that yet.
Interviewee 1 also mentioned this by mentioning that the current system provides
insufficient visibility of environmental impact, and that certifications are often miss-
used:

“If we do business in the usual way, then our system is made in such a way that a lot of
the impact, negative environmental externalities, is just not visible.“

“Even though in the initiation it was explicitly discussed to not surrender this, to not buy
CO2 certificates, it was the escape plan, to say there are two expensive designs and one so
much cheaper than the difference with the CO2 we emit, we solve it with a certificate. And
you then don’t choose for the optimal design, but it is actually to buy off your guilt.”

So, certifications are being used to appear sustainable, while the certifications
are not able to show the full sustainability performance. These certifications also
become a driver to construct more when that’s not necessary, which defeats the
purpose, as also stated by interviewee 6 with the following 2 quotes:

“The standards are also being used like, ok, this is my medal of honor, and now this allows
me to just flaunt it how good it is, while the standards are not perfect at all.”

“How I see this is that these aren’t little arguments, you know, it still helps the narrative,
we have to keep on building because we can make things amazing, yeah, and tell me how
about all those materials, that were used in the glass, in the stell, in the sand, in like every-
thing, even the materials of the solar panels. . . It is pretty much greenwashing to say, this
amazing building, it is diligent and all that. Now tell me all the carbon footprint, of every
single component of that building, and then you make the assessment.”

Nonetheless, the existing certification methods do prove that having certification
methods can drive sustainability, as was explained by interviewee 13:

“Sustainability has also become more measurable and comparable, thus tradable with the
introduction of several measuring tools, standards for sustainability. In the beginning we
had the green calc method, then BREEAM, LEED so several methods. And all these methods
have of course created a certain level of transparency in the concept of sustainability”
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This proves that certification methods provide opportunities for driving sustain-
ability inclusion, but until the methods improve, they remain a barrier for sustain-
ability as some organisations will use them to pretend transparency, while the true
impact is not visible. To enable the benefit of certification methods it is required
that they become a standard. This means that it should become an obligation or
necessity for every construction project to have a certification, which either requires
a governmental push, or a reduction of costs. Interviewee 11 also made a statement
about this:

“Where I also see turns in certification, so for example if you have a sustainability label
on your building such as BREEAM or LEED, that companies say, you know we are going
to meet all those requirements, but we leave the certification out of it, so we approve for the
certificate, but we don’t receive it. Because they say, we are using it for ourselves, so we
can answer for ourselves that it is good, and the outside world won’t be able to see the label.
Because sometimes we are talking about tons of certification costs, and what is the advantage
of a piece of paper.”

When more organisations start to report about their sustainability performance,
it will become a bigger driver, as it will enable competition on sustainability perfor-
mance. Which is also what happens already for some organisations. As added by
interviewee 11:

“You also have more often that a company adds a layer to that, especially with multina-
tionals. They nowadays have to answer for themselves for their social and their eco footprint.
I believe they even have to report about that in their annual reports.”

So, to conclude, transparency can be a good thing, when there is full transparency
and not only the appearance of transparency. But, to overcome the barrier of appar-
ent transparency, certification methods and measuring tools need to be improved
and more and better visibility of overall performance should be enabled and stimu-
lated.

Instance Proof Quotes

Certifications
“Some are a step below and they especially want certain certification “ (No.
2)
“What helps are the certification methods such as BREEAM and LEED, to
measure sustainability in a way of, you want a building with BREEAM out-
standing, or excellent, or very good, then you can place the costs alongside it
which is very clear for someone from the board of directors. “ (No. 1)

Table 4.24: Proof quotes for Transparency via certifications

Instances Proof Quotes

Visibility of
Performance

“I personally think that most of it is greenwashing. . . It looks amazing on the
photo, but tell me what is the real benefit of it.” (No. 6)
“Those measuring tools are of course still very far from ideal, so I hope that
an update of that comes soon.” (No. 7)
“These details of adding sustainability features into buildings, it is just a way
how companies can present themselves to society, to the competitors, to the
community around.” (No. 6)

Table 4.25: Proof quotes for Transparency as visibility of performance
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4.4.8 Leadership

As was stated by interviewee 5 in two statements is one of the key elements for suc-
cessfully including sustainability in construction projects, to have leadership. Not
just high level leadership but mobilization of leadership, so leadership on all levels
of an organisation:

“If there is either no ambition or no leadership, or not the right people in the team, then it
can quickly fail.”

“Leadership needs to do that themselves, they need to jump on stage and say, for our
business, this and this and this is important and that is why these 3 points are crucial for
our new project. . . ..And leadership needs to say this and preferably also on every level.”

This means that someone with decision-making power and influence needs to be
involved, to enable the requirements for sustainability inclusion and to overcome
the presence of barriers. This was also explained by interviewee 12:

“So having someone involved with enough authorization to make decisions that are not
only financially beneficial has potential. Especially if they’re involved at the steering com-
mittee level from the very early stages of a project. So I’m talking prefeasibility even just like
business case justification, so fail zero or fail one if they’re present and they’re part of the
team who sets down the main project requirements, the main restrictions and assumptions.
And if they stay connected. But that’s still kind of a high level, I think that’s got a good
chance of success. Because the further you get in the in the in the engineering development,
you know fell to fail 3 you sort of have to minimize the amount of discussions and increase
the amount of decisions and execution, especially when you get to the point where full fund-
ing is released, you’re buying equipment, you’ve bought land, you’re breaking ground, a
building is going up, then it’s all about execution time, time for discussions is almost over.
You can’t really be doing that anymore.”

One statement of interviewee 6 and two of interviewee 3 also stated that lead-
ers have to lead the way, not only by driving sustainability and using there power
in favour of sustainability inclusion, but also by positioning themselves accessible.
Both for transparency and for input on sustainable options. So providing direct
leadership and accessibility to leadership:

“They are the ones that are supposed to be, they are leaders for a reason, leaders got to
lead, because project managers are just executors. They have so little room to reengineer, to
rethink, to rework our concept, even to change drawings, it is so difficult. Those decisions
are made by higher management. These people have to move towards ecopreneurship. They
have to see the value of it or either they have to be forced by the market or by the regulation
or by society or by the values of the company in itself.”

“So higher management needs to position themselves admissible for transparency, every-
thing about this I want to know, because I need to make a decision, and everything that
is under it, shouldn’t feel shouldn’t feel burdened to put anything there, so eventually a
decision can be made.”

“If you know all this, and you know the impact, and you don’t pass it on to your boss,
what will your boss think of that? Because in fact your depriving him of information on
the basis of which he can make good decisions. So you should say, this is coming towards
us, that is going to cost this much, which will have this impact, and you need to make the
decisions. But he never does. So there are two things. You present my decision and he
makes the decision, or you present my decisions and he decides differently, but at least it
will be his decision. So you need to be careful that you don’t deprive higher management of
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decision-making, and higher management should also line up as I want to be informed, even
if it costs 100 million, I want to be informed on what this is about, I don’t want you to filter
for a decision I have to make.”

But, the challenge with this requirement is that having leaders involved with the
right intentions, there is still no guarantee of success. As they can only provide
good leadership when other requirements are met. Which was also explained by
interviewee 9 and 6:

“And this is where the challenge comes. So how to train mindsets about always including
environmental impacts in every final statement that they are doing, even though in terms of
funding, so you can also bet in blue bones, green bones and all these kind of things of finance
I think is the main mistake holder in a private company to get their buy in. Because other-
wise you are completely lost. So first you don’t have visibility. Second, you don’t measure
and 3rd you can’t communicate on a trust-able basis. So finance is super important to get
on board. ”

“If you are trained to embed sustainability, to speak sustainability and to identify sus-
tainability opportunities with your clients, with your contractors, with your suppliers, you
are very likely to make a very impacting project, but if you are not enabled to have those
conversations, so even to have those ideas, to embed into projects, then its working very
blind. How do you get to this point of company policies, you have to be empowered to do
that and also clients have to be willing to understand.”

Instance Proof Quotes

Top-down
“You need a market segment and a client, that is leadership, that is exemplary
behavior, that is someone that just says, I know I won’t earn it back, but I
don’t have the heart to do it differently.” (No. 3)
“Higher management is like the brain, of everything, and they are the most
important stakeholders in construction projects, and in the end, they are the
ones that are going to sign the checks to be paid, for construction contractors
and subcontractors. I see the role of project managers very powerless.” (No.
6)
“I see mainly when considering sustainability, a positive influence from the
top, so because at a corporate level it is so high on the agenda, that top-down
it is being pushed into projects. “ (No. 11)

Table 4.26: Proof quotes for top-down leadership

Instance Proof Quotes

Bottom-up
“So when you pick it up to late, than it dies, then it is much more of a
struggle. . . parallel to that its important that by leadership in several levels
within the organization, that the organization is mobilized. That people cre-
ate awareness, this is what we want for this reason, and that a sort of com-
munity and drive develops to do it.” (No. 5)
“This is really a big conversation because you have to have many people on
board. Double top down and bottom up.”(No. 9)

Table 4.27: Proof quotes for Bottom-up Leadership
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4.4.9 Instruments

As also followed from the findings on leadership, several instruments are required,
to enable successful leadership, and to enable opportunities and capabilities for in-
cluding sustainability. This was also explained by interviewee 13 and 1:

“So I think that what has come forward is answer to that it’s not about one thing or
one owner of that, but it’s about creating a sort of spiderweb in which everyone has their
own role, and thus that the government needs to ensure with laws and regulations that
buildings become more durable for longer. . . So the interest analysis should ensure that the
instruments are being used optimally to enforce sustainability.”

“If the sustainability ambition is recognized at a high level, and the added value of a
project, makes it easier to realize those ambitions.”. . . ” They have the resources, those are
needed for it, and they are ultimately about that, so resources in the form of time, of people,
but also the special form of money and resources in terms of planning, and if they find that
very important, that contributes significantly.”

Right leadership thus requires instruments, and instruments require leadership.
However, management, not necessarily by top-leaders, but project leaders or man-
agers, can also be instrumental for including sustainability. As this can enable more
consideration and more awareness on the possibilities and opportunities. This was
also mentioned by interviewee 7 and 11:

“You can frame it in a lot of ways, and sometimes you should really frame it as a sus-
tainability assignment, but more as: you want good advice and its useless to give real estate
advice while only looking a few years ahead, while you have a real estate portfolio that lasts
longer, and you don’t want to spend your money three times because you took the wrong
decision right, so what’s your plan?”

“Actually, at every step in the process you should take it with the sustainability question
in mind. So that with each step that you take, you check again, have I done everything of
sustainability. So, you should actually add that to each checkbox in your process, could I
have done more about sustainability here. And if not, adjust. That is then the follow-up
question, if you feel you have not done enough or yes you have made yourself too easy, then
you really just have to do that phase again.”

Another instrument that is required is a strategy. Not just an ambition, but also
an action plan on how to achieve that ambition. As this makes sustainability more
a requirement instead of an option. This was also mentioned by interviewee 9 and
3://

“You need to have a strategy, so the ambition can be there, but if you don’t have the
sustainability study embedded in the corporate strategy, this is not going to happen. . . .You
can’t be open with the strategy, you need to stick to a plan, stick to KPI’s, stick to measure-
ment tools.”

“The second is what are the sustainability ambitions of the company, and those ambitions
are often quite ambitious, but regarding timeline they are often quite far ahead. . . .So those
companies need to get more serious ambitions and they need to start acting on it, they need
to be transparent about it.”

Another instrument that is required is for making organisations more incen-
tivised to include sustainability. Which requires measuring tools to make the bene-
fits visible, and a legal framework. As also mentioned by interviewee 3:
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“Almost all multinationals I know have shareholders, almost all of those multinationals
have as a goal so much percent EBITA, so much percent profit targets, If we reach that, then
the shareholders are satisfied, if the shareholders are satisfied, money gets invested into that
company, and then they can continue with investing. . . So indirectly your making a legal
framework, or sort of economic conditions, for which it becomes more interesting to invest
in preservation and sustainability.”

Information should also become more accessible, all information, so information
about materials, about sustainability performance, of buildings but also individual
elements, about possibilities, for more sustainability and reuse, about costs and ben-
efits, short and long-term, about experiences, so people can use those experiences
to learn from them or use them as examples, etc. So an improved information net-
work is required, but also material passports should be made for every material. To
increase both the knowledge and the access to knowledge. As mentioned by inter-
viewee 7 and 3:

“For example, you also want material passports, because you want to know what do we
have later on in our buildings. Because then we can also, because that then has value, if you
can remove that, you can reuse or sell it.”

“Sustainability is, how can we detach ourselves from our behavior of pretending that ev-
erything is limitless, and also developing constructions as such. . . how can achieve the same
thing you want to do, in a different way, and sustainability is for me that those limited-
edition materials, become available again, so that we can then do other things with them.”
Gerard

What also came forward is how organisations are often driven by the incentive
of image. It can be their way of marketing, publicity, recruitment or part of their
brand. As also referd to by interviewee 1, 9 and 5:

“You have the leader of the pack. . . they want to be ahead, because for those companies
it is also of importance because it is part of their image, but also because it is their way of
recruiting people.”

“So marketing is also key and instrumental for sustainability. . . .Its corporate reputation
and brand equity.”

“Yes it can be about branding, or also talent attraction, you often see that for more and
more young people it is relevant to not work at a company anymore who don’t have their
things in order.”

Thus when publication of performance becomes a requirement, this incentive will
push towards sustainability inclusion. It does require full transparency to achieve
success, as otherwise it can be miss-used and apparent sustainability can be en-
abled again. But, the benefit of publication of performance and ambitions is already
proven, as it already happens in some organisations. As mentioned by interviewee
13:

“Most of the big multinational players, they have mapped out their sustainability journey
quite well, of course they broadcast it to the public so their shareholders are aware of it. So
they have motivation.”
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Instance Proof Quotes

Managing
“We need to also come up with the value case, so why do we do it, and what
is going to bring is compared to costs, so cost benefit analysis. “ (No. 5)
“It will never become a trick where you can check things off. The dialogue
always remains very important.” (No. 15)
“You really need to remind people to use it. So if they are working on the
quotation phase, there should have been a lot more guidance of hey, here you
have our purpose matrix and you have already spoken with this customer
and here you have the 4 questions, have you already done something with
that? “ (No. 7)

Table 4.28: Proof quotes for Management as an instrument

Instances Proof Quotes

Strategy
“Yes I think so, not that they have to be involved in a specific way, but that can
also be in the way of having a sustainability vision and having a sustainability
ambition. So with ambitions and having a clear direction, that it can also be in
the form of I have been able to derive this from your sustainability framework,
and our project fits into that in this way, so you can prove to management
that its in line with their ambitions.” (No. 1)
“It is very helpful, it has a huge benefit, if there is a target set by the board-
room, on what needs to be achieved, so if on a corporate level it is being said,
we have this ambition and we want to accomplish at least this, that helps a
lot, because it gives people that have to execute it a focus, boxes that have to
be ticked, so there automatically comes attention for it.” (No. 7)
“It should be our corporate goal, of course, and this is precisely what I’m
saying, that we don’t have a strategy. So right now the risk is the risk of not
doing sustainability or not approaching sustainability from the very begin-
ning is there and we are missing commercial opportunities because of that.
So if our top management will think differently, like OK sustainability is a
tool to be sold. That’s it. We will increase our profit for sure. Because it is
an additional commercial tool to sell. So why we are not doing that? Why?
Why there is not a commercial manager saying hey guys out of the discus-
sion, sustainability is mandatory. That’s it is not just something that you feel
inside. It is something that is in the protocol in the checklist, in the whatever
you name it, but it has to be there. This is why I’m saying until we don’t have
sustainability KPI’s because this affects money. Of course, our salaries, our
payrolls, until this is not going to happen.” (No. 9)

Table 4.29: Proof quotes for having a strategy as an instrument

Instances Proof Quotes

Measuring
Tools

“When looking at what sustainability measuring tools really measure, then
they measure at most the sustainability of a given artefact, of the given prod-
uct. . . .We need to give everyone plank, ever brick, every screw, a passport, so
that when we demolish a building after 50 years, the plank with that passport
should resurface, so it won’t be an anonymous piece of trash.” (No. 13)
“You have to make a lot of assumptions, because you actually don’t know
perhaps what materials you are using, so what you choose becomes a bench-
mark, so if you change things, you see okay this has a more positive impact
than that. And you can know that in your gut, but if you really start measur-
ing it, then you become able to substantiate that and that’s what we want.”
(No. 7)

Table 4.30: Proof quotes for measuring tools as an instrument
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Instances Proof Quotes

Legal
framework

“The law is improving. . . But enforce more legally.” (No. 13)
“There is actually only one main driver, and that is especially for multination-
als important, you need to make a law which says that you have to. . . .I think
the law, and the legislator, has the responsibility to ensure things happen that
need to happen right now.” (No. 3)
“You notice with multinationals, such as with Shell, that they now have to
give an energy label to their offices, so that in that sense laws and regulations
work.” (No. 7)

Table 4.31: Proof quotes for Legal framework an instrument

Instances Proof Quotes

Information
Network

“But having a differently structured database that would be a good one, I
think for me that would be interesting because if if a client comes to me and
asks a question that they have of have you tried out this, it’d be nice if I could
go look somewhere in a in a simple database for a previous example like
that. Now of course I can go ask anybody in my network and hey, have you
done this before and and I will continue doing that. But if I can go find it
would save a lot of time. It’s never a problem of people not being willing to
help out. Everybody’s always willing to help and share their stories. And Oh
yeah, we did this and this and they and they get excited about it because they
did it but then you know I have go to them for information and hope that
they have it. And I’ll still do that because that’s how you build and maintain
your network. But if there was another alternative, where if I just needed to
go and look up a quick solution example by myself in 5-10 minutes, man that
would save me some time.” (No. 12)
“We encounter a lot of things that don’t work yet, that’s not an issue, some
things indeed don’t work, which is not a bad thing, as long as we can get
to the surface what we run into, and what does not work, so we can take a
decision on how to progress. Because it is also an awareness process.” (No.
7)

Table 4.32: Proof quotes for an information network as an instrument

Instances Proof Quotes
Material
passports

“Everything should be detachable and separable so that it can be reused
again.” (No. 3)

Table 4.33: Proof quotes for Material passports as an instrument

Instances Proof Quotes

Training
”Our finance people have to be trained in knowing how to measure costs
related to sustainability.” (No. 9)
”If the decision makers, if those high managers, have a cost effective saving
mentality, it recalls out all the way to that and its reflected in quality... It is
how those decision makers are trained. What are the visions and the innova-
tions.” (No. 6)
”We need a bit of support. There’s a project manager to put these things on
the table. We have experienced it and put in the digits that are transformation
that we started already with the company two or three years ago. That all
this is happening top down, but we still don’t know what we need to do as
project manager.” (No. 14)

Table 4.34: Proof quotes for Training an instrument
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Instances Proof Quotes
Publication
of
performance

“That often is also what happens in the corporate industry that they see their
competitor doing something like, oh I got to get on to this trend, because
surely he’s doing something that there’s a benefit. And so yeah like that
definitely helps, giving them examples of like where, you know things have
been done like this and everything, but at the end it’s always helpful to be
able to show them what it means for them.” (No. 10)
“The main driver is there, there’s quite a marketing and PR and all these
things involved here.” (No. 4)
“Who also want to do this kind of storytelling. . . it is more often for compa-
nies also a sort of way of communicating to the world, look at us and how
sustainable we have our operations in order.” (No. 11)

Table 4.35: Proof quotes for Publication of performance as an instrument

4.4.10 Institutions

Not all leaders can enable or enforce all instruments. It is required that each in-
stitution takes responsibility, thus operates as a leader or has a leader within the
institution, providing, enabling and enforcing the required instruments. So every-
thing needs to come together. This need for involvement of different institutions is
also mentioned by interviewee 16:

”I think it’s always a mix, of course, from the business, from the business perspective.Yes,
there was a push. The social push. So the moment somebody makes any mistakes, it will be
in the news. So there is a societal push for the sustainability that’s. Not questionable, but I
have to see the people I have to send the people I work with are also like I think we are that’s
in the society. That is aware that if you don’t act sustainable you will just cross ourselves.
So I think everybody is aware that there’s no other option either we act like this or or we’re
not gonna have much more time on this earth so.”

The required involvement of the government has come forward multiple times
during the interviews. It was also stated by interviewee 13 an 6:

“If you want sustainability improvements in projects, then everyone has their own in-
terests. So in a project context, well I’m not sure about the difference between push and
pull factors, but the drive in project context should be very close to the primary goals of
an organization. So only with the business process. With the government that should lie
in safeguarding certain future focused qualities of the building stock, and set those market
ambitions high. . . .I think the government is actually the quality manager in the triangle.”

“I don’t think there is going to be substantial change in this until governments really step
up and make really tough regulations because, the standards are mostly voluntary.”

The outcome that co-creating is required, thus that every institution needs to take
responsibility was also mentioned by interviewee 3:

“If we’re going to put the dialogue that we have into practice, if they’re going to innovate
and digitize that innovation and things like that. That means that we need the capabilities
and training that we need for that, that we’re going to continue that, right? And that means
that we have to co-create more instead of managing single and say, we’re going to do some-
thing beautiful. How fantastic is that for you?”

The required involvement of organisations and the industry has also come for-
ward in statements of interviewee 9 and 12:
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“So for me the global report that they produce together with the benchmark of the sector,
they are operating in like 2 strategic tools that has to be in the first stages of the conversation
with the client before the project is even discussed in terms of scope. “

“Status is one thing, and that’s part of it, but I would say that a lot them are displaying
some of their own initiative to say, OK, we can do this better for ourselves it’s going to save
money, maybe it’s even going to make our processes more efficient. It might even make some
of them safer. It’s better for our clients. Our clients are watching us very closely. So we
need to be responsible about that and there are also some of them are really taking their roles
as big businesses that they’re taking a role of stewardship over resources.”

Instances Proof Quotes
Government “If there is say incentive, I think everybody is happy to receive subsidies, to

receive tax cuts, if they adopt certain technology. For example heat pumps,
the government is paying for it, so then it’s less risk, so that’s exactly the
point that you are making and the adoption of all these innovations. There is
a transition and well, there is a reward for the front runners. But also, there
is a lot of followers, and then we have to speak about those transitions and
innovations. “ (No. 6)

Table 4.36: Proof quotes for government as an actor

Instances Proof Quotes

Industry
“So I think concretely that If the value of materials goes up terribly. Then
making that construction, costs a lot of money. Only if that construction is
reactivated or disassembled again. Then all that money will be released again.
So then the cost for housing is almost nothing. So I think you have to make
material like that and labor a lot cheaper, so tax on material up, tax on labor
down considerably.” (No. 3)
“For example your building system eventually falls out, but if there is a type
of coolant in there that suppliers don’t deliver anymore, then you wont be
able to start it back up again. So you will have to make the step towards a
more sustainable, cleaner, system. So there are several triggers, also just very
simple the technical side, to take that step.” (No. 11)

Table 4.37: Proof quotes for Industry as an actor

Instances Proof Quotes

Organisation
“The project manager needs to have it in there dna that what is demanded is
a new attack on those limited materials.” (No. 3)
“From a personal drive I have tried to increase that ambition”. . . .”You can
challenge the ambitions of the client also throughout the process.” (No. 1)
“Lately its really been almost more a given. But that’s also because of the type
of clients, multinationals are often clients who have more budget to spend,
so they can more easily make it possible” (No. 11)

Table 4.38: Proof quotes for an organisation and their employees as an actor and actors
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Instances Proof Quotes

Society
“With the power of (social) media, with the power and speed of how we are
communication now with each other, the most important stakeholder that
needs to be managed for this kind of large projects, is the public” (No. 3)
“You see exponentially that clients are saying, we want to have the lead posi-
tion, because then we can distinct ourselves from the competition or because
they are pressured by society.” (No. 5)

Table 4.39: Proof quotes for Society as an Actor

4.5 conclusion
It is already clear that multinational construction projects are not sustainable enough
and that this has multiple causes. This fact is explained by the existence of multiple
major barriers. Many barriers were mentioned more than once by different practi-
tioners, which resulted in the identification of 7 major barriers. An explanation of
each barrier is provided in Table 4.40.

So, there are 7 major barriers present in multinational construction projects, lim-
iting the inclusion of sustainability. These 7 barriers are not mutually exclusive, as
they enforce the extend to which other factors limit inclusion of sustainability. Such
as that without awareness, change can be managed worse, alignment can be even
less, which will make people less incentivised on sustainability. And, also, without
incentive, transparency will not be required and without transparency awareness
will be less.
To conclude on the barriers; During project management and throughout the project
process awareness is often lacking. This entails awareness on several aspects, such
as what the possibilities are for including sustainability. This is mainly caused by
lack of knowledge available, lack of expertise or lack of experience. It also en-
tails awareness on meaning and demands of sustainability, so what is expected
when talking about sustainability inclusion, and what is required. So when peo-
ple express a sustainability demand or ambition, they often aren’t aware what this
requires, such as the resources and investments necessary, and other people often
misunderstand what is meant. Lastly, awareness on urgency is also lacking, which
results in that people don’t see sustainability inclusion as a necessity, or a require-
ment, reducing the consideration of sustainability inclusion.

The changes happening during the project process influence the project. Such as
the possibilities, the demands, the availability of resources and the duration. This
often results in scope changes, which allows for a reduction or exclusion of sustain-
ability. The change that is needed towards more standard inclusion of sustainability
is not yet happening enough, and also not managed properly, as people are reluc-
tant to change and change has a huge affect on several aspects of organisations.

The alignment of stakeholders, resources and actions, on, and to enable ambi-
tions, is a challenge for standard project management. However, for inclusion of
sustainability this performance a bigger challenge as more uncertainties, less capa-
bilities and less clarity is linked to sustainability inclusion. This results in more
frequent non-alignment which forms as a barrier for the opportunities to include
sustainability, as often the extend of inclusion is reduced to achieve the necessary
alignment for what is perceived as successful project performance, thus successful
on the main project requirements but not successful on sustainability inclusion.

The decisions made for projects are driven by several incentives. Data shows that
these incentives exclude sustainability and are also unable to successfully incorpo-
rate the benefit of sustainability within one of the present incentives. The result of
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this is that decision-makers are not incentivised to include sustainability as a target,
or at least not include it higher than what is enforced. Which is why the present
incentives form a barrier for the inclusion of sustainability.

The market, availability of resources, availability of expertise and the access to
or ownership of power constrain inclusion of sustainability. By limiting the pos-
sibilities, reducing the need and decreasing the overall capabilities for including
sustainability in projects.

Organisations and people within organisations, involved directly and indirectly
with project management, have a vision that is often not sustainability oriented and
also limits the ability to push for (higher) inclusion of sustainability. As long as a
short-term vision can’t be shifted towards a long-term vision, the focus on financial
benefit and/or risk aversion can’t be compensated with data in favour of sustainabil-
ity inclusion and the lack of willingness to innovate can’t be overcome by sufficient
examples, such visions remain a barrier for the inclusion of sustainability.

Sustainability performance, or aspects of that such as environmental impact, are
not visible enough, as they don’t provide full transparency of the overall perfor-
mance of organisations and construction projects, but only on specific aspects. This
makes decision-making in favour of sustainability difficult and less urgent, while
also reducing the benefit of the existing certifications and the meaning of what is
made public about performance. The current level of transparency provided and
possible is thus a barrier for sustainability inclusion, as it enables miss-use and ap-
parent sustainability.

What has also become clear is that multinational projects are not sustainable
enough, but that there are already some trends happening towards more sustain-
ability and that some projects do have an ambition and perform better than most
on sustainability inclusion. This fact is explained by the existence of multiple major
opportunities, which are based on examples of projects that did aim for sustainabil-
ity inclusion. These projects proved the presence of several drivers for sustainability
inclusion and also why inclusion was achieved, or what could have been done dif-
ferently to achieve (higher) inclusion. This thus resulted in the identification of 5

major opportunities. An explanation of each opportunity is provided in Table 4.41.
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Improvement
requirements

Explanation

Enabling visions
accordingly

An opportunity for sustainability inclusion lies in realising that there are
different types of visions that can be present among stakeholders. As this
understanding enables a more suitable approach to influencing the decision-
making. If the visions are short-term and focused on benefit, provide the
long-term benefit to make them understand why the sustainable option is
still beneficial and in the long-term potentially more beneficial. If the vision
is more ecopreneurial, and an organisation is not hesitant for innovations, use
this by pushing for sustainable innovations, as these are the organisations and
projects able to provide examples for less visionary organisations and people.

Improving Trans-
parency

The sustainability performance is already something that organisations
broadcast and certifications are already being used. So the opportunity lies
in improving the transparency of how organisations perform on sustainabil-
ity and by improving the certifications. This can then prevent miss-use and
make transparency of sustainability performance a standard, instead of an
option.

Leadership Leadership is required to push for sustainability, as decision-making power
is crucial for enabling inclusion of sustainability. Thus mobilization of lead-
ership is needed with both top-down and bottom-up leadership to help
decision-makers and to make decisions in favor of sustainability.

Use of instruments Several instruments are needed to enable the inclusion of sustainability.
These instruments are mostly present already, but they need to be improved
to be of use for higher inclusion of sustainability.

Actors There are several actors who each have a key role in enabling sustainability
inclusion. Either because they need to enforce the use of instruments, en-
able the availability of resources and instruments, or push for sustainability
inclusion.

Table 4.41: The requirements for effectively including sustainability in multinational con-
struction projects

So, there are 5 major requirements in multinational construction projects, that
could enable (higher) inclusion of sustainability in multinational construction projects.
These requirements are also not mutually exclusive, as they are the tools required,
how they should be acquired and by who they should be used as well as by who
enforced. So the requirements are now explained as separate elements, but they are
actually sub-elements who jointly can enable opportunities for (higher) inclusion of
sustainability in multinational construction projects.

The first requirement thus is understanding the vision of the organisation and
people involved with a project, to use the right approach for project management
and providing the right arguments for realistic sustainability ambitions.

The second requirement is improving transparency of sustainability performance,
of both organisations, their operations and of projects.

The third requirement is having leadership directly involved, so people with
power or access to power. This means better mobilization of leadership, both top-
down and bottom-up and also having leaders that push for sustainability on all
levels of an organisation, and not just with words, but also with actions.

The fourth requirement is having the right instruments available. This means
better management of sustainability, having clear organisational strategies, not just
ambitions but also actions included on how those ambitions will be achieved so
projects can be related to strategies, developing measuring tools able to measure
and quantify sustainability, having more and better legislation to enforce sustain-
ability, having a better information network to make the available information more
accessible, giving passports to materials so they can be reused and will become of
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value, providing more training so expertise available will increase, and having more
transparency and publication of performance.

The fifth and final requirement is having the right actors involved. So organisa-
tions, the market, the industry and the government, all have a role in the transition
towards higher inclusion of sustainability in multinational construction projects,
and they should all, jointly, push for sustainability.

To conclude, the results provide an answer to the first main research question:
What are the barriers for inclusion of sustainability in construction projects?

This answer can be summarized as:

• Lack of awareness
• Change
• Non-alignment
• Non-incentivised
• Constraints on availability
• Unsuitable approach to managing different visions and lacking presence of ecopreneurial

visions
• Insufficient transparency
• Not meeting the requirement of leadership mobilization
• Insufficient availability and existence of required instruments
• Required but insufficient involvement and cooperation of institutions
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Barriers Explanation
Lack of awareness The people involved in the decision-making process and throughout the

project process lack awareness on several sustainability related matters. This
lack of awareness results in unwillingness and/or inability to include sustain-
ability (more) in projects. Either by not or limited aiming for sustainability
or not undertaking actions to achieve the aim.

Change Changes are always present when managing projects, as they take place in a
dynamic environment. The type of changes currently present and how they
are managed, form a barrier for inclusion of sustainability. As the manage-
ment of changes isn’t to enable change of people and change of operations,
to enable sustainability inclusion, but it is to manage changes in preferences
and circumstances. The focus of change management is thus not on enabling
the absent change, towards sustainability, but is on mitigating the present
change. Thus, not putting the focus on sustainability.

Non-Alignment Part of standard project management is aligning all stakeholders and align-
ing the ambitions with resources and actions. This alignment is always a
challenge during project management, but when sustainability is involved,
alignment on these aspects is frequently lacking. This thus forms a barrier
for inclusion of sustainability.

Not incentivised Sustainability is rarely one of the incentives. The incentives that are driv-
ing the decision-making are not sufficiently able to drive decision-makers
towards (more) sustainability inclusion. This thus makes the incentives a
barrier for inclusion of sustainability until sustainability becomes one of the
incentives or sustainability can be better included in the incentives.

Present constraints To enable sustainability inclusion market support is required, resources and
expertise needs to be available throughout the project process, and power to
make decisions on how to enable sustainability inclusion is necessary. Cur-
rently these four factors are constraining the possibilities for including sus-
tainability in projects, making them a barrier for sustainability inclusion.

Wrong Vision To include sustainability (more) in construction projects, people and organi-
sations need to have a certain vision, namely a long-term vision, one that wel-
comes innovation and one that does not only focus on financial numbers but
also on environmental benefit. Currently organisations and people involved
in projects have a short-term vision, are hesitant to innovate and solely focus
on how their investments benefits them, not the environment.

Insufficient Trans-
parency

To achieve more inclusion of sustainability, it is necessary to have full trans-
parency of the impact of materials, operations and processes. Without trans-
parency, comparing options does not guarantee the decision for higher sus-
tainability, and without transparency miss-use of available certifications and
pretend sustainability is possible, which thus happens and remains a barrier
until transparency is increased.

Table 4.40: The barriers for effectively including sustainability in multinational construction
projects (source:Author)
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After findings were gathered both on management of projects in theory and in prac-
tice, the findings were analysed to find several opportunities. These opportunities
are presented in this chapter.

5.1 mobilization of tooling and enforcement
In this section is explained how the requirements for improving the inclusion of
sustainability can enable opportunities for overcoming the barriers. You could con-
sider referring to the requirements as drivers, but as they don’t drive sustainability
in itself, but need to be met by a leader in order to drive sustainability, the most
suitable term is requirements.

First, for each requirement an explanation is provided on how this requirement
once met, can enable opportunities for driving sustainability. So which barrier each
requirement approaches. Then, in Figure 5.1 the full overview of relations between
the requirements and barriers is provided.

5.1.1 Visions

When considering visions as a requirement, what is meant is understanding and
approaching the different visions accordingly. So visions of people and organisa-
tions involved with, and of influence on, management of multinational construction
projects, and the decision-making part of that.

As people and organisations with an ecopreneurial vision or with a vision to inno-
vate, can drive sustainability more efficiently and successfully, compared to people
and organisations without an ecopreneurial vision or with the tendency to be the
crowd instead of the innovator, the barrier of change can be overcome by focusing
on understanding these visions and approaching this accordingly. This will reduce
waste of effort and resources and drive sustainability inclusion.

Changing management approaches based on the vision of people and organi-
sations involved with construction projects, also improves the understanding on
what awareness is lacking, as people without an ecopreneurial vision lack more
awareness. When this is approached accordingly with management, the level of
unawareness can be better estimated and understood, thus overcoming this barrier
will be made possible.

This ensures that when an ecopreneurial vision is present and an innovative or-
ganisation is the project owner, the project is approached with a higher sustainabil-
ity aim, so such projects can become an example. This enables that the limited
resources available will be used more consciously and more efficiently. Which also
aids in overcoming the barrier of constraints. Next to this, this also contributes to
overcoming the barrier of non-alignment. As the project intentions will be set based
on people and organisations involved, which will improve the alignment.

61
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5.1.2 Transparency

When increasing and improving transparency, apparent sustainability is reduced.
Because it reduces the opportunities and possibilities for having apparent sustain-
ability as true performance and impact will be made more visible. This then re-
duces the waste of resources on apparent sustainable options, thus makes resource
use more efficient and effective, which reduces the barrier of constraints.

In addition to this, when the sustainability performance becomes more transpar-
ent, the demand for sustainability will increase among project initiators and owners,
which will make the executing parties more eager to increase their expertise, as they
need to comply with demand. Thus, confirming the benefit of transparency to over-
come the barrier of constraints.

It also approaches the barrier of unawareness, as transparency makes the impact
and performance of options, operations and projects more visible, which thus in-
creases the visibility of the significance of sustainability and where the possibilities
lie for improvements.

Next to that, it will transform the incentives from barriers into drivers for sustain-
ability, such as that the data accessibility that comes from increased transparency
overcomes the issue of decisions being data-driven, makes sustainability less uncer-
tain and risky and can enable higher requirements from shareholders, government
or the public, increasing compliance. Transparency will also make the incentive of
image being a true driver instead of a trigger for miss use and apparent sustainabil-
ity.

Lastly, the barrier of non-alignment will also be approached, as having people
and organisations more incentivised, more aware and more capable to deal with
change, all improves alignment.

5.1.3 Leadership mobilization

Mobilizing leadership within organisations makes access to power easier, thus over-
coming the power constraint. This enables opportunities for sustainable innovation
and increases the ability to challenge ambitions and push them towards higher sus-
tainability inclusion.

Mobilized leadership also increases communication and information sharing, which
thus benefits the access to, and use of, the information network, while also creating
more alignment, as misconceptions and misinterpretations will be reduced. It thus
contributes to overcoming the barrier of nonalignment.

It also enables more clarity on sustainability ambitions, as well as the signifi-
cance and demands for sustainability, which helps with overcoming the barrier of
unawareness and enables more efficient and effective strategies for achieving ambi-
tions via sustainability inclusion in projects.
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5.1.4 Instruments

Refers to improving the existence and use of instruments that enable sustainability.
Each of the instruments make sustainability either more enforceable, manageable
or measurable. Which each drives sustainability inclusion, and jointly will enlarge
the driving capabilities exponentially.

Each of the tools make sustainability more accessible and less uncertain. Thus
mitigating the threats and enabling opportunities.

The instruments also approach the problem of material constraints as the instru-
ments can reduce waste of materials, increase reuse of materials, while also in-
creasing the demand for more sustainable materials, which makes materials and
especially sustainable materials more valuable and tradable.

Also approaches the other constraints as information and expertise on the mar-
ket will also become more valuable and tradable. Thus making organisations and
people more incentivised to meet the demands.

The barrier of unawareness will also be approached with the instruments, as they
either create awareness due to legal enforcement, due to more data presence, more
focus on sustainability or more information sharing.

Finally, the instruments approach the barrier of change, as the instruments either
make change a necessity, or easier to manage due to having more information, data
or examples available, limiting threats.

5.1.5 Institutions

Having several institutions involved, and collaborating, helps to increase coherence
within the construction industry and ensures that the right parties provide and en-
force the right instruments to enable the opportunities for sustainability inclusion.

Collaboration and cooperation of institutions thus supports the benefit of the
other requirements, making it a way to overcome all of the barriers.

Each institution overcomes different barriers, but jointly, they can increase aware-
ness, enable the required change, make alignment easier, make organisations and
people incentivised, overcome constraints and provide good management of visions
and improve transparency.

So collaboration or cooperation of institutions indirectly helps to overcome all
barriers, but, directly, even with only limited collaboration or cooperation, it con-
tributes to overcoming the barrier of limited transparency, as more information is
shared when collaboration or cooperation takes place.
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Figure 5.1: linking requirements and barriers (source:Author)

5.2 the project process

For management of projects, the early phases of the project process are crucial for
increasing sustainability of multinational construction projects. As most of the de-
cisions are made at the earlier phases of the project. Decision-making is not only
based on project requirements, but is also influenced by several factors, as possi-
bilities are not limitless, and each project takes place in a dynamic environment.
So, the opportunities lie in increasing the understanding of, not only what barriers
are present, but also on what is required to enable opportunities and who needs to
provide those requirements for overcoming that barrier.

This means that the opportunities are positioned in a spiderweb, or framework,
as everything is coherent with each other. So, the extend to which requirements
are provided depends on the enabler. This means that opportunities increase expo-
nentially as the number of institutions and leaders contributing, and collaborating,
increases, and as the degree to which requirements are met, increases. This doesn’t
mean that opportunities can only be enabled when everyone takes their responsibil-
ity, but the extend to which opportunities result in increased inclusion does depend
on it.
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5.3 discussion and evaluation

As has come forward from the results and has been explained, is the limitation of
the opportunities that their benefit depends on the involvement of multiple leaders
and the presence of several instruments. As it all works together and with one
leader driving the inclusion of sustainability in multinational construction projects,
the sustainability performance of projects will increase, but multiple barriers will re-
main, thus the inclusion of sustainability will remain to encounter many challenges.
In addition to this, having ecopreneurial leaders driving sustainability, compared
to non-ecopreneurial leaders, increases the benefit, but doesn’t generate benefit in
itself, as they as well need to meet the other requirements to overcome the barriers.

So, to enable the opportunities for leaders to drive sustainability inclusion, mobi-
lization of leadership is also required, within organisations and also among institu-
tions within the construction sector, so all organisations, the industry, the govern-
ment, and society.

Next to the limitation linked to dependency among leaders and the construction
sector, there is also a limitation linked to dependency among instruments. As man-
agement can be used as an instrument, but it requires training, strategies to manage,
an improved information network to enforce the expertise gathered with training
and to have easier access to data which benefits the management approach, as well
as that it is beneficial for management to have material passports, improved legisla-
tion and more publication of performance.

This all means that the opportunities should be taken with awareness of them not
being a quick-fix or a one size fits all solution. Challenges will remain, and time is
required, as transitions take time.

5.4 conclusions

A conclusion can be drawn on what the opportunities entail and what should be
done by which leader, to drive sustainability inclusion. The opportunities thus lie in
meeting the requirements, which entails provision and enforcing use of several in-
struments, by several leaders, who need to mobilize leadership within and between
organisations, the industry, the government and society.

So, with the results on opportunities, the second research question can now be
answered:
How can an ecopreneurial leader drive sustainability in construction projects?

The answer entails several sub-answers, entailing which leader, and how different
leaders can drive sustainability inclusion in multinational construction projects. So,
firstly, Which leader?, is for leaders within organisations a combination of top-down
and bottom-up leaders, and refers to leaders with power or easy access to power.

In addition to this, leaders do not need to be ecopreneurial, but ecopreneurial
leaders can drive sustainability better, thus overcome barriers more successfully. As
involvement of top-down ecopreneurial leaders, reduces the need for quantification
of sustainability elements, and makes bottom-up leaders, reporting to such top-
down leaders more incentivised to aim for sustainability inclusion. Nonetheless,
lack of ecopreneurship can be compensated by the presence of instruments, and
presence of ecopreneurial leaders is no guarantee for success, as it reduces barri-
ers but doesn’t overcome them, as long as not every stakeholder and leader with
decision-making power involved is ecopreneurial.
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Secondly, How can a leader drive sustainability in construction projects?, can be an-
swered identical to How can an ecopreneurial leader drive sustainability in multinational
construction projects.
Namely, by (1) Managing sustainability better to maintain inclusion of it, (2) De-
veloping a clear strategy, with not just a sustainability ambition but also how to
achieve that ambition, (3) Developing measuring tools to quantify sustainability
and environmental impact as well as benefits, (4) Improving and enforcing legisla-
tion, (5) Improving the information network to make knowledge and experiences
more accessible, to enable provision of examples and to draw lessons for future
improvements, (6) Developing passports for materials to make them reusable and
valuable, (7) Provide training to increase the availability of, and access to, expertise
and knowledge on sustainability, and make following the training a requirement, (8)
Require that sustainability performance gets published in a fully transparent way.

Which institution is supposed to enable, enforce or use which instrument is
shown in Figure 5.2.

Figure 5.2: Opportunities Framework (source: Author)



6 THEORY VERSUS PRACT ICE

After researching management of construction projects in theory, during the litera-
ture study, and researching management of construction projects in practice, during
the interviews, the findings can be compared. This fills the knowledge gap between
theory and practice, and is the final step to enable the development of recommen-
dations, both for future research and for practice.

6.1 barriers in theory
The main barriers found in theory have been mentioned in Section 3.3, and are the
following:

• Complexity
• Inadequate and insufficient strategies
• Non-sustainable project management practices
• Limited understanding

6.2 barriers in practice
As was summarized in Section 4.5 are the barriers encountered in practice the fol-
lowing:

• Lack of awareness
• Change
• Non-alignment
• Non-incentivised
• Constraints on availability
• Unsuitable approach to managing different visions and lacking presence of ecopreneurial

visions
• Insufficient transparency
• Not meeting the requirement of leadership mobilization
• Insufficient availability and existence of required instruments
• Required but insufficient involvement and cooperation of institutions

6.3 linking theory and practice

6.3.1 Barriers

When comparing the findings on sustainability in management of projects, in the-
ory and practice, several conclusions can be made:
Firstly, the barriers found in theory, are also found in practice.
In addition to this, in practice, multiple other barriers were found as well, so prac-
tice increased the insights into influencing factors, compared to theory.
Thirdly, in practice more external influences came forward, proving that the focus
should not only be on management of projects, but also on the indirect and external
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influences. Such as organisations involved and governmental support.
To elaborate on this;
Complexity was mentioned specifically, in theory. In practice it came forward more
indirectly, such as that it is part of the barrier of non-incentivised. As dealing with
complexity happens in a risk averting way, which is also part of the barrier non-
incentivised encountered in practice.
Complexity is also overlapping with the barrier of change, as change is seen as a
challenge, something to mitigate, and as complex. Which is also why change is a
barrier for sustainability in practice. Changes, complexity, and uncertainties, need
to be mitigated, as they are seen as a threat, more than as an opportunity.
Inadequate and insufficient strategies came forward in practice as part of non-
alignment. Which includes non-alignment between ambitions and actions.
Non-sustainable project management practices was mentioned as part of non-
incentivised as this included that in practice management and decision-making
the focus is on several factors, incentives, such as risks, costs and benefits, which
are the standard project management elements, and not on sustainability.
Limited Understanding is part of lack of awareness, as the lack of awareness in
practice is also on the meaning and possibilities of sustainability.

6.3.2 Ecopreneurial leadership

In theory ecopreneurship is the recognition and enaction of opportunities for cre-
ating and sharing multiple forms of value [Rae, 2016; Rae et al., 2014]. This has
been linked to leadership, which in theory refers to a process of influence, with
which the effort of others is stimulated, or maximized, towards the achievement of
a goal [Winston and Patterson, 2006]. In theory ecopreneurship and leadership are
of positive influence on achieving higher sustainability inclusion. Also, the posi-
tive influence of ecopreneurial leadership, on improving sustainability inclusion by
project management has been stated in theory. However, in practice, this positive
influence doesn’t come forward. The findings of the interviews do prove that in
practice the focus is mainly on financial benefit, which proves a non-ecopreneurial
perspective. This thus shows that the barrier for sustainability inclusion is a non-
ecopreneurial vision, which confirms theory. But, the findings also include that
when working with ecopreneurial leaders, the benefit is limited, as this can only
overcome some barriers, but not all.

6.3.3 Requirements

As came forward in theory, are several tools required, some of which already exist
but require improvement, and some of which need to be developed [Oke et al.,
2019; Sertyesilisik, 2017]. In addition to this, it came forward in theory, that the
requirement for effective application of instruments, thus for sustainability, com-
mitment and collaboration of involved parties. For which stated that each of them
needs to ”act as components of a broader system and affect the outcomes” Xue
et al. [2018].

This thus aligns with the requirements that came forward in practice. Namely,
the involvement of several institutions, the several instruments and mobilized lead-
ership.
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6.4 conclusion
As already came forward, there are many barriers, which is the consequence of that
each project and organisation, faces many external and internal influences. So, to
significantly improve the sustainability performance of the construction industry,
each institution needs to take their responsibility. However, each and every organ-
isation can contribute, regardless of the contribution of other organisations and
institutions. So, a more in-depth conclusion can be drawn from both the theoretical
and practical findings.

As this research focused on management of multinational construction projects,
the findings do not enable in-depth conclusions on other institutions. But, for or-
ganisations a so called action-plan can be developed. Which entails a proposal on
how to prioritize the steps for meeting the requirements and driving sustainability.
Even though some steps should have higher priority than others, it is advised that
the steps mostly occur simultaneously, as they influence each other and this will
generate the highest probability that significant sustainability improvement will be
achieved, even when other institutions are taking their responsibility less or de-
layed.

Action-plan

1. Prioritize management of visions, so start to implement consideration of vi-
sions of people involved, within project management. Which means project
management should involve analysing whether people influencing the decision-
making are ecopreneurial and/or innovative. As well as whether organi-
sations, collaborating with on projects, are ecopreneurial and/or innovative.
As this enables more efficient and effective inclusion of sustainability within
project management.

2. Use the knowledge of which visions are involved, thus of influence, to assign
expertise and resources to projects. Which means assigning project managers
with sustainability expertise, to projects with higher sustainability potential.
As sustainability inclusion will increase overall, when the innovators are en-
abled in setting examples, that less innovative organisations and people can
follow.

3. Provide training on what sustainability means or what it can entail, first as an
option, and over time as a requirement. This also provides insight in who is
ecopreneurial or at least driven on sustainability, which helps with assigning
the right people to the projects with the highest potential.

4. Make sustainability a standard topic in each negotiation and decision-making
related conversations. So don’t only discuss the standard project elements,
such as budget, time and project requirements, but make the consideration of
sustainability a standard. This will increase awareness and help with under-
standing the visions involved.

5. Keep track of the transition and progress, as sustainability inclusion won’t
increase over night, keeping track of the process is important. This provides
stimulus to everyone aiming for improvement of sustainability inclusion.

6. Mobilize leadership, by starting to connect bottom-up leaders and top-down
leaders more. To provide easier access for bottom-up leaders to top-down
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leaders, so easier access to power. This will also benefit top-down leaders, so
higher management, as it will provide input and feedback on what systems
and instruments are insufficient or absent, and what is needed, to make the
inclusion of sustainability more efficient and effective.

7. Make sustainability performance transparent, first internally, and either sec-
ondly or simultaneously, externally. This will help with making sustainability
a selling point and also motivate people within the organisation.

8. Improve the information network, to improve capabilities of also non-ecopreneurial
or non-sustainability experts. As this enables access to examples and possibil-
ities. Which also increases the efficiency of managing sustainability inclusion,
because it reduces the duration of finding the right information.



7 L IM I TAT IONS , CONCLUS IONS AND
RECOMMENDAT IONS

In this final chapter, the limitations of the research are discussed in Section 7.1,
and the final conclusions are drawn and used to provide answers to the two main
research questions in Section 7.2. Finally, recommendations for the application of
the results in practice and recommendations for further research are provided in
Section 7.3.

7.1 research limitations
The methodology that was used in this research, so the qualitative methods of lit-
erature review, interviews and data-analysis, provided many insights. Namely, in-
sights into the most frequent encountered barriers for sustainability inclusion dur-
ing project management, the requirements for overcoming these barriers, as well as
the relation between these requirements and enablers, to create opportunities for
increasing inclusion of sustainability in multinational construction projects.
However, the research has some limitations:

• The participants of the interviews were mainly employees of RHDHV, which
is an engineering and construction consultancy firm. Therefore, conducting
similar interviews with practitioners from a contractor’s side or with practi-
tioners from another consultancy firm, could result in different findings, as
they might have different perspectives.

• The participants that weren’t employees of RHDHV were clients of RHDHV,
which resulted in additional perspectives, namely from the client side. How-
ever, as this research didn’t focus on comparing perspectives, the number of
practitioners providing this additional perspective was very limited. Which
is why conducting similar interviews with more practitioners from a client’s
side could also result in different findings, as this perspective could then add
a more extensive contribution to the findings.

• The participants of the interviews all worked at multinational firms and also
mainly worked on multinational construction projects in the private sector.
Therefore, conducting similar interviews with practitioners of national firms
or with more practitioners involved in projects in the public sector, could also
result in different findings, as this could also add new perspectives.

• Due to the three aforementioned limitations, the results of this research might
need some additional consideration before applying them in a different orga-
nization, if any new gap is identified that was not already considered in the
list of recommendations.

• When data-analysis is performed on qualitative and subjective data, the find-
ings are always influenced by the analyst. As this research entailed analysis on
this type of data, the findings can be different when another analyst performs
the data-analysis with the same results.

• The risk of using interviews as a research method is that the interviewer can
influence the results. This risk has been mitigated by solely using quotes from
interviewees as data and being considerate of this risk by posing the questions
as open as possible, to limit the possibility of steering the answers towards a
certain direction. However, this risk can never be fully mitigated which is why
this remains a limitation.
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• In addition to the previous limitation, the personal perception of me, the re-
searcher, was that sustainability is very relevant and an urgent matter, thus
should be a main focus point in project management. This could have resulted
in performing the analysis with much scepticism on the current sustainability
inclusion, thus with a potential negative view. The limitation of this is that
the outcome of the analysis thus could have been different when it was done
by someone with a more optimistic, ignorant or positive perception on the
current sustainability inclusion in project management.

• The proposed recommendations were not tested in practice to check or prove
their effectiveness. Hence, it cannot be concluded that the proposed recom-
mendations, such as meeting the requirements for inclusion of sustainability,
are sufficient or a guarantee for success, when trying to apply them in practice
or in a different organisation.

7.2 conclusions
This research has been executed with the goal to answer the two main research
questions:
Firstly, what are the barriers for inclusion of sustainability in construction projects? Sec-
ondly, how can an ecopreneurial leader drive sustainability in construction projects?

The answers to each of these questions have partially been provided in Section 4.4
and Chapter 5. However, to provide a clear and concise conclusion on this research,
the answers are also provided in this Chapter.

7.2.1 Barriers

To answer the first research question, seven barriers were found. These barriers are:

• Unawareness, of the significance of sustainability inclusion, of the meaning
of sustainability, of the possibilities for sustainability inclusion, and of the
demanded sustainability.

• Change, the presence of change, related to changes reducing the willingness
to include sustainability, the absence of change, related to changes increasing
the possibilities and opportunities for sustainability inclusion, and manage-
ment of change, related to how change is managed as a threat, that needs to
be mitigated, instead of as an opportunity.

• Non-alignment, of ambitions and actions, so a strategy unsuitable for meeting
the ambitions, of stakeholders, of expectations, and of resources.

• Non-incentivised, due to decisions being driven by incentives that do not
include sustainability and also are insufficient in including sustainability in-
directly. Namely the incentives: Data, Risk aversion, compliance, costs, eco-
nomic benefit, and image.

• Constraints, so the presence of four main constraints, which are market, re-
source, power and expertise.
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• Unsustainable vision, so having people and organisations, influencing the
decision-making, that are not innovative and/or non-ecopreneurial as well as
having no consideration of this.

• Limited transparency, which is the existence of certifications, and methods
for making impact and sustainability performance visible, that provide insuf-
ficient transparency. Enabling apparent sustainability and miss-use of certifi-
cations.

7.2.2 Opportunities

The second research question has a more multidimensional answer, as different eco-
preneurial leaders can drive sustainability in different ways. So, in Section 7.2.2
to Section 7.2.2, it is explained how leaders of each institution can drive sustain-
ability inclusion. But first, is there a difference in how an ecopreneurial leader
can drive sustainability, compared to a non-ecopreneurial leader. As came forward
in Chapter 5 is one of the conclusions that there is no necessity for ecopreneurial
leadership. Among the findings ecopreneurship came forward as sometimes be-
ing present among leaders, and that having ecopreneurial leaders involved with
project management can have a positive influence on the inclusion of sustainabil-
ity in projects. So, involvement of ecopreneurial leaders, compared to ecopreneurs
and non-ecopreneurial leaders, already drives sustainability inclusion. But, what
also came forward, both in theory and in practice, is that decision-making is often
influenced by multiple stakeholders and parties. Which makes the involvement of
ecopreneurial leaders a benefactor, but not a solution for the present sustainability
barriers, as ecorpeneurial leaders are facing the same barriers.

So, to overcome these barriers, the requirements need to be met, and an eco-
preneurial leader is not one of these requirements. Although, meeting these re-
quirements will be easier, and more successful, when they are enabled or met by an
ecopreneurial leader. As ecopreneurial leaders will be more incentivised to use and
enable the required instruments and will require less, to drive a transition towards
more inclusion of sustainability in multinational construction projects.

Organisations

A leader within an organisation that is involved with management of construction
projects can drive sustainability by meeting the required instruments management,
strategy, information network, training and publication of performance. In addi-
tion to this an organisational leader should also aim to meet the requirement of
material passports, although this requires involvement of other organisations and
institutions, thus collaboration or cooperation.

Management
Leaders within organisations need to enable and improve more focus on sustain-
ability during project management. They should also manage sustainability inclu-
sion better, to ensures that sustainability is not only initiated but also maintained
throughout the project process. This then approaches several barriers.

Management of sustainability should be used by top level leaders to: Manage mo-
bilization of sustainability ambitions and awareness throughout the entire organisa-
tion, and enable management of sustainability in projects by earlier and more active
involvement in projects.

Management of sustainability should be used by lower level/project level leaders
to: Manage sustainability inclusion in projects by challenging ambitions, including
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more expert knowledge, providing examples, approaching change as opportunities
and pushing towards more sustainability inclusion and maintaining that decision.
This enables more awareness, among the people involved in projects and ensures
alignment as well as mutual understanding, contributing to not only initiating sus-
tainability inclusion but also maintaining it as less unexpectedness’s will occur due
to this better and mutual understanding.

Management of sustainability and sustainability ambitions by leaders on differ-
ent levels throughout organisations will thus contribute to mitigating the barrier
of unawareness, will contribute to mitigating the barrier of non-alignment by this
increased mutual understanding and awareness, will contribute to mitigation of
change, as better management of sustainability inclusion reduces the reduction of
sustainability ambitions after changes occur and it includes change management,
and finally, it helps mitigate the power constraint, as higher management will be
involved thus power is better accessible and more present.

Strategy
Top-level leaders within organisations need to develop a strategy on a corporate
level, which entails an ambition, but also plans for achieving that ambition. This
will enable the opportunity for project managers to link project performance to the
strategy, which will enable more initiation of sustainability as well as better holding
of the initiated sustainability inclusion, throughout the project process.

Bottom-up leaders within organisations need to use corporate strategies to gain
support for inclusion of sustainability in projects. As they can link project perfor-
mance than to strategies to create incentive.

The instrument of strategy will thus approach the barrier of unawareness, change,
non-alignment, non-incentivised and insufficient management of vision.

Information Network
Top-level leaders need to provide financial resources for, and assign people to, the
task of improving the internal information network.

Bottom-up leaders need to contribute to the improvements by providing their
input based on experiences of the current information network, on what would
work better. So that information can become more accessible for the people who
need to access it.

This instrument will approach the barrier of unawareness and partially the exper-
tise constraint.

Material Passports
Organisations and leaders on all levels within organisations need to start seeing
materials as limited and demand innovation in the form of development of mate-
rial passports. However, leaders within organisations have limited capabilities to
develop these, so their responsibility is to demand them, and mainly to start using
them once they become available, regardless of whether the use is enforced.

Training
Top-level leaders need to provide and demand training on sustainability inclusion,
which needs to include elements such as several possibilities for sustainability inclu-
sion, how to measure or compare sustainability and how to challenge sustainability
ambitions.
Top-down leaders thus need to provide the resources required for training and they
need to demand from everyone within the organisation, but primarily the project
managers and consultants, that they follow the training. They should also position
themselves approachable for feedback on how to improve the training.

Bottom-up leaders need to follow the training and provide feedback on what the
training should entail, to improve the quality and use of it.
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This way training will enable more awareness, will enable change and will con-
tribute to managing present visions. It will also help to overcome the knowledge/-
expertise constraint.

Publication of Performance
Top-level leaders need to demand internal publication of performance and bottom-
up leaders need to publish the performance internally. This will increase awareness
within organisations and improve the management capabilities.

Government

For the government as an institution no distinction can be made based on the find-
ings between the type or level of leaders that is supposed to undertake the actions.
So, when talking about leaders within the government a reference is made to legis-
lators, so a leader or leaders being someone or people with the power to develop
and enforce legislation.

Strategy
The governmental leaders need to develop a strategy for improving and enforcing
legislation on sustainability in construction projects over time.

Measuring Tools
The governmental leaders need to enforce the use of measuring tools so that certi-
fications become a requirement. This will approach the barrier of non-incentivised
and will increase and improve transparency.

Legislation
The governmental leaders need to develop legislation aimed not only on the mea-
surable sustainability performance, as sustainability is still limited measurable, but
also on the overall performance of construction projects. So for example, includ-
ing the environmental impact of the construction process, and the impact when
the project is in use. They need to enable improved and increased legislation by
positioning themselves open for, and actively requesting, feedback on the existing
legislation, and learn from practitioners, to develop more suitable and effective leg-
islation.

Publication of Performance
The governmental leaders should develop legislation that requires publication of
sustainability performance. However, this legislation is, to a large extend, depen-
dent on improved measuring tools. So, this instrument can only be enforced success-
fully by governmental leaders once the instrument of measuring tools is improved.

Industry

For the industry as an institution also no distinction can be made based on the find-
ings between the type or level of leaders that is supposed to undertake the actions.
So, when talking about leaders within the industry a reference is made to people
within the industry with power and influence. This refers to a leader or leaders
as someone or people with access to resources and that have power. For example,
environmental committees within the industry or (groups of) leaders that have the
largest stake, thus influence, in the industry.

Measuring Tools
The industry leaders should make the use of measuring tools a standard element
of project management. That means that every leader involved in management of
construction projects should push for use of such tools. As this will only become
standard if there is an industrial/market push by making the use of measuring tools



76 limitations, conclusions and recommendations

a competitive element.

Material Passports
The leaders within the industry providing materials, so the leaders of the companies
that are suppliers of materials, should provide material passports for all of their
materials. This means that they need to take responsibility on not only providing
the materials, but also the information on how to make reuse of them possible, as
well as information about sustainability related elements such as the eco-footprint
of each material and the environmental impact of the production of each material.

Society

The leader of society is not person, but when referring to a leader of society, what
is meant is that society as a whole should take the lead, thus be a leader, on using
the power that people of society jointly have. As society can push for sustainability
inclusion with the power they have via social media and their power as customers.
This can also be a spokesperson for members of society.

Management
Society should manage sustainability inclusion by demanding accountability of or-
ganisations, the government and the construction industry. So with demanding
accountability they can manage the sustainability performance of the parties in-
volved in multinational construction projects.

Publication of Performance
Society should demand the publication of performance and letting it become of
influence on their purchases, use of products, support of companies and organisa-
tions, etc. This will approach the barrier of change, namely the absence of change,
it will approach the barrier of transparency and it will approach the barrier of non-
incentivised. As society can reduce the benefits linked to less sustainable options,
thus less inclusion of sustainability in construction projects.

7.3 recommendations for future work
From this research several recommendations can be provided. These recommen-
dations are for practice, which are listen in Section 7.3.1, and for future research,
which are listen in Section 7.3.2.

7.3.1 Recommendations for practice

As this research was aimed at improving sustainability inclusion in management of
projects, by linking practice to theory, the findings already entail recommendations
for practice. Namely, what different leaders can, thus are recommend to, do. As
well as a recommendation on which actions to undertake in what order. Nonethe-
less, are there several recommendations for practice, related to these conclusions,
and also recommendations for practitioners who aren’t leaders and how they can
still contribute to improvement of sustainability inclusion. These recommendations
are:

• It is highly recommended to check the effectiveness of the proposed actions
and instruments, by starting to use and apply them on several construction
projects, and continuously provide feedback to make them most suitable for
application in practice and most effective for increasing sustainability inclu-
sion. To ensure full maturation of the suggested instruments and approaches.
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• On the organizational level, it is recommended for RHDHV, but also for other
consultancy firms in the construction sector, to set examples with internal
projects, to provide a learning experience for employees, and to improve the
ability of advising clients as well as prove to clients the positive impact of in-
creasing the inclusion of sustainability. This can also contribute to the training
instrument, as it creates experiences and awareness and it manages change.
Possibilities for this are to start with projects of minimal risk and minimal
complexity, as these have more ability to deal with the additional complexity
of sustainability. Think of an office, or multiple offices at different locations,
for internal use, instead of for a client.

• During the project process, there are always several moments of chaos during
which time pressure is increased. To prevent that such moments result in go-
ing back to old habits and limiting the use of instruments, it is recommended
to have additional people assigned to keeping track of the situation and how
sustainability inclusion is being maintained. They can then either host ses-
sions to get back on track, or provide insights afterwards on how to deal with
similar situations in the future.

• From the results it also became clear that employees are often just inconsid-
erate of sustainability inclusion, as they do what is requested and nothing
else. So, beside the use of instruments that are recommended, as the develop-
ment and implementation of those will take time, it is recommended to have
methods in place, or employees assigned, to keeping track and managing the
sustainability performance of projects. This will enable oversight and better
visibility of which types of projects or which project managers require more
guidance on including and maintaining sustainability.

7.3.2 Recommendations for future research

• The scope of this research was multinational construction projects, because
they often have more resources available, tend to be less risk averting and have
higher appetite for innovating. However, it is recommended to extend the re-
search into national construction projects, as especially educational projects
can also be very innovative and have many resources available. This can pro-
vide new insights on the possibilities for sustainability.

• This research focused on project management, so mainly the barriers present
in the initial phases of projects. But, it is also beneficial to focus on the execu-
tion phase in future research. As the findings of this research include that the
execution is a barrier due to several reasons, such as resource availability and
lack of expertise available. However, without further research into the execu-
tion barriers, so present at execution or construction companies, overcoming
these issues remains difficult.

• It is recommended to do further research into several of the instruments, such
as the measuring tools. As this research provides findings supporting the
need for improved measuring tools, and that this improvement can enable
more sustainability inclusion. However, what these tools should entail and
how to develop them, requires further research.





8 REFLECT ION

On a final note, I, the researcher and writer of this report, want to reflect on my
research process. Sustainability is in my opinion a very fascinating and relevant
topic. Researching this topic in combination with another one of my fascinations,
construction, has ensured that I have been highly motivated and ambitious through-
out this research. However, when reflecting on my affinity with the subject, this also
resulted in a personal perspective on the subject, that could have been of influence
on the outcome of this research. Nonetheless, I was aware of this potential influ-
ence and have continuously challenged the objectivity of the findings. This was a
difficult task but I improved my ability to do research with the utmost objectivity,
throughout the research process. Thus, when reflecting on my ability to perform
research objectively, I can state with confidence that I have improved my research
capabilities and I have delivered a research report with valid and relevant findings,
useful for both the academic field as for practice. Regardless of my affinity and
personal perceptions.

My fascination and personal affection with the research subject has provided me
with much challenges though, as I wanted to research more than was possible in
the given time period, and my perfectionist tendencies did not help.

Nonetheless, the result of the last couple months is a research report that I am
proud to present. I believe that with the right people, intentions and tools, anything
is possible, and I am very optimistic that this research can contribute to reducing
the negative environmental impact of the construction industry.

I feel like the key to success of any necessary improvement, is to link the academic
field to practice, to have grounded theory as well as knowledge on how to approach
it in practice. I am thus happy to have been able to do research into one of the
required connections between theory and practice. I also believe that my personal
interests in the research topics has increased the value of this research. Even to
such an extend that potential research limitations caused by my affection to the
topic, has been compensated, as it kept me motivated and focused throughout the
research process. This has increased the value of this research as it enlarged the
scope and findings, compared to when the research would have been done with
less motivation and drive.

The research journey has not only enabled this research report, but it has also
taught me many lessons, some of which are:

• It is valuable to always balance faith in your own beliefs and thoughts, with
the advice of others. I initially felt the need to either do what I believed
was the right thing to do, and not ask for feedback on that, or to ask for
feedback and do what others advised. Throughout the research, mainly as
my faith in my research capabilities grew and as I had heard the comment:”It
is your research, so you don’t have to take my advise, you are able to make
the right decisions” multiple times, I became better at discussing my thoughts
and approaches with others, not to do solely what was told, but to challenge
my thoughts, and reconsider them, but to still do what felt right. This was
sometimes the same as my initial thought, but also sometimes not. So, this
valuable lesson of challenging my own thoughts by involving others, without
disregarding these thoughts without consideration of my own reasoning, is
definitely one I am grateful for, and will continue to improve.
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• Every problem encountered can be solved, as long as you put in the work to
understand the root cause. Whether that is in professional life, such as with
understanding why certain project decisions were made instead of accepting
them, or in personal life, such as when I felt overwhelmed at times, and was
able to overcome it by writing down sub-tasks and to do’s instead of seeing
this research as one main, and overwhelming, task. So, this was a lesson on
how to tackle large and difficult problems and approaching them consciously
instead of getting overwhelmed or discouraged by them.

• Reporting to 5 different people, my committee, all with different levels of
involvement, was challenging and required good management. Over the
months I believe my ability to manage this research process, thus the com-
munication, the expectations and ensuring alignment among everyone, has
improved.

To finalize my reflection and this research report, I would like to say that I hope
there will be a future in which sustainability becomes a norm, an ongoing conver-
sation topic and a standard part of all processes. We can develop instruments and
have people take the lead, and many more others can research several aspects and
perspectives of and on sustainability. But, eventually it should not be an option any-
more and things such as lack of benefit shouldn’t be an issue anymore. It should
become a requirement and standard and everyone should make a contribution to
delivering positive change.
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Hyväri, I. (2006). Success of projects in different organizational conditions. Project
management journal, 37(4):31–41.

Jabareen, Y. (2008). A new conceptual framework for sustainable development. En-
vironment, development and sustainability, 10(2):179–192.



84 BIBLIOGRAPHY

Jacobs, M. and Stott, M. (1992). Sustainable development and the local economy.
Local economy, 7(3):261–272.

Jemna, L. M. et al. (2016). Qualitative and mixed research methods in economics:
the added value when using qualitative research methods. Journal of Public
Administration, Finance and Law, (09):154–167.

Johansen, A., Bjerke, Y. C., and Landmark, A. (2018). Effective opportunity manage-
ment in a megaproject. Procedia computer science, 138:883–890.

Johansen, A. et al. (2015). Why is it difficult to exploit opportunities in projects.
EURAM 2015.

Kezar, A. (2001). Understanding and facilitating change in higher education in the
21st century. eric digest.

Kezar, A. (2012). Bottom-up/top-down leadership: Contradiction or hidden phe-
nomenon. The Journal of Higher Education, 83(5):725–760.

Kezar, A., Carducci, R., and Contreras-McGavin, M. (2006). Rethinking the” L” word
in higher education: The revolution of research on leadership: ASHE higher education
report. John Wiley & Sons.

Kibert, C. J. (2016). Sustainable construction: green building design and delivery. John
Wiley & Sons.

Kiesnere, A. L. and Baumgartner, R. J. (2019). Sustainability management in practice:
Organizational change for sustainability in smaller large-sized companies in
austria. Sustainability, 11(3):572.

Kiron, D., Unruh, G., Reeves, M., Kruschwitz, N., Rubel, H., and ZumFelde, A. M.
(2017). Corporate sustainability at a crossroads. MIT Sloan Management Review,
58(4).

Klein Woolthuis, R. J. (2010). Sustainable entrepreneurship in the dutch construction
industry. Sustainability, 2(2):505–523.

Kleindorfer, P. R., Singhal, K., and Van Wassenhove, L. N. (2005). Sustainable oper-
ations management. Production and operations management, 14(4):482–492.

Klinger, M. and Susong, M. (2006). The construction project: phases, people, terms,
paperwork, processes. American Bar Association.

Kracauer, S. (2022). 18 the challenge of qualitative content analysis. In Selected Writ-
ings on Media, Propaganda, and Political Communication, pages 322–332. Columbia
University Press.

Kruse, K. (2013). What is leadership. Forbes magazine, 3.

Kuhlman, T. and Farrington, J. (2010). What is sustainability? Sustainability,
2(11):3436–3448.

Li, H., Zhang, X., Ng, S. T., and Skitmore, M. (2018). Quantifying stakeholder
influence in decision/evaluations relating to sustainable construction in china–
a delphi approach. Journal of cleaner production, 173:160–170.

Lindgren, M. and Packendorff, J. (2006). What’s new in new forms of organizing?
on the construction of gender in project-based work. Journal of management
Studies, 43(4):841–866.

Longhurst, N. and Chilvers, J. (2019). Mapping diverse visions of energy transitions:
co-producing sociotechnical imaginaries. Sustainability Science, 14(4):973–990.



BIBLIOGRAPHY 85
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Introduction
Firstly, I would like to thank you for your willingness to participate in this inter-
view. As mentioned in my invitation letter, this interview is part of my graduation
research, carried out for the MSc Construction, Management and Engineering at
the TU Delft.
My research aims to develop strategies based on retrieved knowledge of the most
common drivers for including or excluding sustainability in multinational construc-
tion projects. These strategies will aim to enhance sustainability in such projects.
Previously, I have conducted a theoretical study which resulted in an extended defi-
nition of sustainability in general and sustainability in construction projects. It also
provided understanding of the interrelations between leadership, project manage-
ment, decision-making and achieving sustainability. The questions posed during
this interview will thus focus on these concepts.

This interview is the subsequent step of my research, which aims to gather new
data and insights on the researched concepts, namely data based on experience,
which will form the main source of data of this research. The outcome of this
qualitative research will be experience-, and evidence-based strategies, for each en-
countered category of drivers and causes, to improve sustainability in multinational
construction projects.

This interview consists of four main sections, focused on your experience in the
field of construction projects. The information gathered will be used for academic
purposes only and will be treated confidential and in accordance with the FAIR
guiding principle. The duration of this in-depth interview will be approximately
45-60 minutes. You may refuse to answer any of my questions, and you may with-
draw from this study at any time.

Practicalities
To validate the data retrieved throughout this interview and used for my research, I
would like to ask you if you allow me to record this interview. The recordings will
be properly destroyed after confirmation of my supervisors of the transcription’s
validity.

[RECORD]
The recording has started, for confirmation I will repeat the question. Are you okay
with this interview being recorded?

Part 1 - General
I would like to start by hearing more about your experiences as a Project Manager
in general, what type of projects you mainly manage and the team you operate in.

• Can you tell me more about your role and experiences related to project man-
agement?

Part 2 - Construction projects
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• How do you manage the decision-making throughout the project process?

• Can you highlight some of the challenges you encountered?

• Do you often encounter issues related to needing authorization from people
outside the project teams?

Part 3 - Sustainability
Sustainability is a very broad term with a wide range of definitions. It can thus be
included in projects in several ways.

• How do you encounter and consider sustainability in your work?

• What is your experience with including sustainability in projects?

• How do you manage and push for sustainability?

• Is there a difference, if so, what is it, between what is desired initially in the
project and the outcome?

• Can you highlight some of the challenges you encountered related to sustain-
ability?

• What are the main drivers for including or excluding sustainability?

Part 4 - Strategies

• What is your experience with the role or influence of leaders within organiza-
tions of clients you have worked with?

• Do you think they influence the decision-making of directly involved project
managers?

• Do you think leaders within organizations you have worked with, are often
entrepreneurial/ecopreneurial?

• What do you think, based on your experience, about including authorized
people (leaders) earlier on, and stimulating them to be more ecopreneurial, so
more open to including sustainability in projects?

Part 5 – Conclusion
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• Do you have any additional experiences related to sustainability, project man-
agement, decision-making or entrepreneurial leadership, that you would like
to share?

Closing
I would like to express my gratitude for making time for this interview and your
contribution to my research. I gained valuable knowledge.

[Optional, if the interviewee ticked that they would like to receive my project update once
it is finished]

I will share my results with you once my graduation thesis has been finalized.





B INTERV IEW INV I TAT ION LETTER

Dear [name],
With this letter, I would like to invite you to participate in my graduation research
titled “Understanding the drivers and limitations underlying sustainability ambi-
tions to increase inclusion of sustainability in multinational construction projects
with strategic project management and ecopreneneurial leadership.”
This research is carried out to fulfill my master’s in Construction, Management and
Engineering at the Faculty of Civil Engineering of Delft University of Technology.
This thesis aims to provide strategies for increasing sustainability in multinational
construction projects, which are developed based on knowledge gathered during
the interviews, on what drives inclusion and exclusion of sustainability. The final
output of this research will provide applicable suggestions to improve and maintain
the inclusion of sustainability in construction projects.
This interview will last approximately 45 to 60 minutes. I would like to ask permis-
sion to record this interview for transcribing and analyzing the information. The
transcript would be coded anonymously, and the original recording will be deleted
once the accuracy of the transcript has been confirmed. It is possible to stop the
interview at any time and you can always change your mind about participating.
You can also change your mind at a later date and withdraw your participation.
During the interview, you are free to omit any question.
If you participate, I ask you to sign this consent form at the next page and return
a PDF to me. I will also sign the form and return the PDF to you. I do to ensure
that I will treat your data and answers with confidentiality. Your organization will
not be able to read the interview report. I only produce a general and anonymous
report on the experiences of corporate real estate managers. When I quote your
words, I promise not to use your name and make sure it is not clear who may have
said this. I will erase your name and contact details immediately upon completion
of the investigation.
Should you have any questions about this study, please do not hesitate to contact
me (email: J.L.A.M.Valk@student.tudelft.nl).

Sincerely,

Juliëtte Valk
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C INTERV IEW CONSENT FORM

Interview Consent Form  
Interviewer: Juliëtte Valk  

Title: Sustainability in multinational construction projects: understanding the barriers and drivers, to 

increase sustainability inclusion via ecopreneurial leadership. 

Interviewee:  

Organisation:  

Please tick the appropriate boxes: 

Taking part in the study Yes No 
1 I declare that I have been clearly informed about this research. I 

have been able to ask questions about the study, and my questions 
have been answered to my satisfaction. 

  

2 I voluntarily participate in this study. I understand that I can refuse 
to answer questions, and I can withdraw from the study at any 
time, without accountability. 

  

3 I understand that taking part in this study involves answering 
questions that will be audio-recorded, with the sole purpose of 
transcribing the interview and analyzing the information, after 
which, the recordings will be deleted. 

  

Use of information in the study   

4 I understand that the information I provide will be used only for 
academic purposes of the graduation project and corresponding 
presentation at TU Delft, unless indicated that certain information 
is confidential. 

  

5 I understand that personal information collected about me that 
may recognize my identity [e.g. name and/or email address], will 
not be shared beyond the study team. 

  

6 I agree that my information can be quoted in research outputs. In 
case of quotation, I will be able to review the relevant text 
chapters prior to its publication. 

  

7 I understand in case that this research will be published, I will not 
be identified as a participant in this research in any publication. 

  

Future use and reuse of information by others   

8 I acknowledge the publication of graduation thesis results at the 
TU Delft educational repository to be used for future research and 
learning. The graduation thesis document will not provide my 
name or other personal details, unless agreed otherwise. 

  

Results   

9 I would like to receive a short summary of the results of the study 
at the end of the study. For this reason, I give permission to keep 
my name and address details until the end of the research. 

  

 

Date (DD/MM/YYYY): ________________________  

Full Name (in capital letters): __________________                 Interviewer: Juliëtte Valk 

Participant’s Signature:                                                                   Signature:   

                                               _____________________                                     ____________________ 

Figure C.1: Interview consent form

95





D QUOTAT IONS , CODES AND CODE
GROUPS

This appendix provides a full overview of the code groups, so the axial codes and
the code content of these groups, so the open codes. The code groups were gener-
ated in four steps:

1. Transcribing the 16 interviews;
2. Creating the quotations, by highlighted data segments, so segments of the

transcripts, that are important, and a relevant contribution to the interview
aim and research questions;

3. Assigning codes, descriptive labels for the content of the quotations, to each
quotation;

4. Grouping the codes related to each other in code groups;

As explained in 4.4 the outcome of these steps is a total of 40 codes, belonging to
10 code groups:

1. Unawareness (4 codes)
2. Change (3 codes)
3. Alignment (4 codes)
4. Incentives (6 codes)
5. Constraints (4 codes)
6. Vision (3 codes)
7. Transparency (2 codes)
8. Leadership (2 codes)
9. Instruments (8 codes)

10. Institutions (4 codes)

In 4.4 the power quotes and several supportive quotes have been provided. To
support the conclusions of this research, the full list of quotations are listed, per
open code, in this appendix. First, in D.1, an overview of the Axial Codes, Open
Codes and the no of quotations, is provided. Next, the full lists of these instances
are explained per code group and per code.

d.1 barriers

d.1.1 Unawareness

“I think quite often it’s a matter of investment. And if the client doesn’t consider it
then It’s just not going to happen.”

“Because we don’t think about it, we don’t budget it. “

”We go from very high up to more and more detailed. So we start with the little
information we have, and we need to work towards a final product that satisfies the
requests of the client. And we manage along the way non-stop the aspects of money,
time, quality and planning, so that everything stays clear for the client. To ensure
it remains clear for each phase what that phase has delivered on those aspects and
that it is continuously aligned with the plan in place.”
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Axial Codes Open Codes No. of Quotations

Unawareness

General 9

Significance 3

Meaning 6

Possibilities 8

Demands 4

Change

General 2

Management 4

Absence 7

Presence 8

Alignment

General 1

Ambitions and actions 7

Stakeholders 3

Expectations 1

Resources 5

Incentives

General 7

Data 5

Risk Mitigation 4

Compliance 7

Finance 7

Benefits 7

Image 2

Constraints

General 4

Market 6

Resource 2

Power 9

Expertise 7

Vision

General 3

Ecopreneur 2

Type of Innovator 2

Type of client 4

Transparency
Certifications 6

Visibility of performance 6

Leadership
General 3

Top-down 12

Bottom-up 1

Instruments

General 1

Managing 5

Strategy 8

Measuring Tools 10

Laws and regulations 10

Information network 3

Material Passports 3

Training 6

Publication of performance 10

Institutions

General 2

Government 3

Industry 2

Organisation 3

Society 3

Table D.1: Codes & Code groups
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”I wouldn’t say it’s the topic brought up just to to the table. We the three things,
budget, scope and time. These are the things that are always, say, defined in the
presentation decks. This is these are the three basics of the project. So that one is
there’s never a separate sustainability project.”

“And also We are in transition, aren’t we? So we also have to make this trans-
formation, so it is very important that we also create a lot of awareness within our
organization. And that we will also make project managers aware of the fact that
these advisors have to step in and not just the standard advisor and. This is actually
possible on any project.”

“Over the course of time, decisions have continuously less influence, so at the
start of the project, you actually do most of the decisions, with the most impact,
with the least amount of information.”

“Sustainability has to be at the start of the conversation. It cannot be right in the
middle or at the end, because again, it is too late to do so much, it cant happen in
the end.”

“In the method of working from high up to detailed are also choices you can
make in the beginning. Those can be influenced quite easily, but as you continue
the decisions become more difficult to influence and more costly”

“we want to provide as much clarity on what the sustainability ambition is in the
initiation phase and program of requirements, because introducing those aspects
later in the process works very cost increasing.”

“It is like we should have foreseen this as well. But kind of our thought was like
oh you didn’t tell me, so I didn’t think about it.”

Significance

“Even if money wouldn’t be a problem, because money is most of the time univer-
sally a problem, a constraint, even if it wouldn’t be a problem, then it comes to
the knowledge, to the awareness of the real internalization of the significance of
sustainability. Most of them are not trained for that. They are trained for making
strong structures. . . Many times the decision maker doesn’t have that knowledge.”

“Normally we don’t think like for example, let’s not use concrete because that is
better with the environment. . . .Normally we will just think of what can we add on
top of what we’re doing to make it more sustainable.”

“So that’s why you always end up going for things like, yeah okay I will plant
a tree, or I will have a rainwater tank, or I will have permeable pavers because it’s
like, well, nobody cares.”

Meaning

“There is perhaps one component here of how people understand sustainability and
therefore project managers understand sustainability. The way how I see project
managers and construction work is that they have to be efficient and cost effective
and whatever corner they can cut on one side, they can add it later on in the stage
where its going to be needed, which is almost at the end. And there is a lot of
failures I have seen that. So sustainability ranks very low because they might think,
I have to rethink the whole process I have, I can not work with these materials. This
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is going to cost me a lot of time. People are not trained to work on this.”

“There was a mismatch in that we had it clear that there was a sustainability
ambition, but we couldn’t precisely explain what that ambition was”. . . ”And then
the people that were working it out for us, were thinking from the limitation of
return of investment, and then you notice that you don’t have the same premise for
sustainability in the design of the building”

“The definition of both parties is not exactly aligned, so that is something that
can happen quite a lot as well.”

“We do encounter difficulties regarding the decision-making, a lot of times what
happens is what they’re asking for, we will interpret it as something else.”

“In practice it shows that it is very easy to set very high sustainability ambitions,
but in that phase, it is sometimes difficult to estimate the financial impact of those,
those sometimes become clearer later on, which can result in costs increases and
then sometimes it is decided to reduce those ambitions.”

“It is often initiated, so it is often mentioned in the beginning, but my experience
is that with multinational clients, and that is 1,5 years ago, but it is being brought
up initially, but never with specifics, and people don’t really know what they want,
and as soon as people feel like its going to cost them even the slightest more, then
you lose them very quickly.”

“When you’re really at that ground level, sustainability is really the least of your
concern. Like why should they do it you know? And that’s yeah because it also
doesn’t have to be just material or change the way you build, it can just be things
that you do on site as well, just the overall process of construction as well, and that
awareness maybe is lacking somewhere.”

Possibilities

“Maybe it is my own lack of knowledge, I wouldn’t know what I could do to make
it sustainable. . . I don’t know what I can do or maybe what I should be looking for
or what I could be proposing.”

“So sometimes we exclude sustainability because we just don’t know that its there,
we just don’t know what they need to do.”

“The main barrier is that they don’t know about sustainability, so that they are
avoiding these kind of conversations because they don’t have background, they
don’t have even the vocabulary sometimes to approach the topic.”

“That’s kind of the knowledge network that everyone talks about, how can I ac-
cess it. So it’s not just sustainability, but it’s anything, it’s not ideal, its more like
asking around instead of being able to find it quickly somewhere.”

“I know we are capable of executing all these different things that we talk about
in our strategy, and there’s proof of it out there. But if I look at myself and even
some of the people immediately around me. We can’t explain it as well as some-
body who actually did it themselves. And that’s kind of common sense too. So
even if there was just a simple way to practice it or simulate it, so at least you can
get that kind of experience. That would be better than just reading something we
did. You got other things to do, but if you actually get to do it yourself, that will
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stick with you.”

“Availability of information I would assume is not a problem we have. We have
more information than we know what to do with, but I think that also could be
kind of the problem, there is so much out there, it can be hard to find exactly what
you’re looking for. Unless you already know where it is, or you know somebody
who knows where it is so making it easier to find.”

“Pretty hard to think about it because I don’t know what do I need to think
about.”

“I don’t know like besides putting the solar panels on the roof, then what else
should I do in my daily processes to achieve my companies’ ambitions”

Demands

“In practice you often see that they as an organization don’t know what they want.
Sometimes they don’t even know what each other’s role and responsibility within
the steering group is.”

“And I’ll come to find out they’re not looking to do a company wide sustainabil-
ity initiative or something like that. No they were just looking for a simple yes no
flow chart diagram for how to assess a given system. . . So it’s actually not even a
directly sustainability related effort.”

“The multi-criteria analysis actually just hasn’t been filled in entirely, because you
then well in the early phase haven’t judged a certain aspect, and when you figure
that out too late, well then I can’t think of an alternative anymore, or the budget is
already set and then there has to be said no.”

“So why certain decisions are made and how that relates to the organization
goals and ambitions, I think that is the most important thing. Whether we do that?
It starts with that we often already start with technical demands. . . so we are imme-
diately going forward instead of asking the question, where do they come from.”

d.1.2 Change

“The key of sustainability and sustainable construction mindset let’s say, is to work
with what you have, and then better and innovation and technology and also be
mindful of that not every single answer is suitable for every place.”

“It is that component that people perhaps are too scared to talk about with clients,
but it’s a duty, in the same way as you want to advise your client, don’t do this its
too expensive, you have to advise the client, don’t do this because it’s too harmful.
I think that is a mindset change.”

”We’re not gonna use anything else because we know that this one works. This
what has been approved by Nike. We know where it comes from. We know the
sourcing and everything. So. Same with certain furniture. We know that we’re
gonna go with this producer because we know how they are sourcing and so they’re
just things like ohh we do it this way because already somebody has established it
before. So maybe it’s also because I just don’t six months ago that I just like hey, I
work with the tools that are already there.”
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Management

”I would say of course on the construction during the construction, little decisions
are already made. So I would say in there, the freedom it’s well, you stick to what
you designed but but of course we start with the design where there’s a lot of in-
terest iterations, we have input from different stakeholders. So wherever it’s a very
long process. Because we wanna make sure that the all the stakeholders provided
their input and we have all the information from them that sometimes when we
go to construction and we have somebody coming in and saying like ohh by the
way, I actually for my equipment this, this, this and that. So that’s the one we say.
Well, that was like few months ago that’s very we needed the information and he
of course we are flexible because if they need it then as long as we can still provide
it, we’ll try to accommodate the the requirement. So I I would say because of the
character of Nike where dynamic and the amount of stakeholders you have to stay
flexible.”

“Also, just very simple, change management. How do people cope with the
changes the project brings about? How do you ensure that people accept the end
result?”

“But how do you cope with that within an organization, and what impact does
that have on management and maintenance? And what if we want to store those
things ourselves and how? So the transition is not only on how to build a circular
building, no it also has impact on the entire asset management, on the entire estab-
lishment matter.”

“I think another challenge that comes with it is change management, basically
putting everyone up to the same.”

“What I do in my assignments is looking at what is needed on an organizational
level to aid you in reaching for your goals, because you are actually doing a project
differently. You need to view an assignment differently because it is not a dressing
you can poor on top of it later on, because that is window dressing, so you need to
do other things to ensure that you get the sustainability into the design group.”

Absence

“The client also should get a different mindset, which he doesn’t get at once, so the
strength lies in repetition.”

“I think the more and more I think about this, it also implies a change of mind-
set. . . ..I think we are starting to come to, but have not gotten to the point of like, do
we really need this. . . we need to reconsider the way how we live as a community
and then we embed social change.”

“If we continue with the behavior of acting as if everything is limitless, then you
can make the most amazing models and promote those, but then sustainability is
not going to be achieved.”

“If a project is not intended to be sustainability driven, it is very difficult to steer
it, to change it. And again, its not just dictating just a couple of hours to it, no it is
to work sustainably, and sustainable processes and sustainable products requires a
lot of mindset change.”

“It is very difficult because you really need to look at things differently.”
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“It is economics, it is ignorance. . . it is that reluctance to change, that happens
everywhere.”

“So that is the reluctance to change, and those are the misconceptions that you
might think it requires more time, it might be more expensive and all that. . . .But
there is also just reluctance to change like, I don’t trust this.”

“It requires a lot of changes in processes. It requires a lot of changes in supply
chains and pretty much on business models. And not all companies and individu-
als are ready for that change yet.”

“If we are meant to adopt new materials in construction, a new way of construct-
ing even, then there has to be a change, and again it’s a transition, policies are kind
of heading towards that, but again, I see this in other industries and markets, but
not in construction, not yet.”

Presence

“I think that is quite an issue with the network happened to kind of explain it to
them that every day it’s such a booming industry, that every day they come up with
new data and new materials and things like that. And for us to assess them and
give you good value, you need to constantly flush in that money as well, of course,
so we can sort of give you that input.”

“So I guess money and time is one thing, but like, you know, when you work on
a project for like 2 years, then by the end of the 2nd year, things have changed. The
industry has evolved.”

“That is indeed a theme that you know often see, but also very simple when
projects have a long duration, then it makes sense that people change their minds. . . Sometimes
a project is being overtaken by time.”

“That is the tension field we are now in, because we need to start complying with
the total cost of ownership, so you notice that that has a lot of impact on an organi-
zation, so the organization structure needs to follow along.”

“We often manage based on the GROTIK aspects, so that is money (Geld), risks,
organization, time, information, and quality (Kwaliteit). And those also correspond
with each other, so those 5 aspects, or sorry, 6 aspects, often are those triggers due
to which you can come to scope changes.”

“You do subproject A, then by the time you come to subproject D, what the client
wants is also changed because they are saying that they’re buildings are running in
a certain way. So, then you start again.”

“When you are making a project, this project is based on a contract. So, the client
has to agree ahead of time. If you make a change in those listed materials in those
drawings that have been authorized, you need to go back to the contract and make
an amendment. So, when you are in the construction implementation phase, you
are too late. “

“Often are there 6 aspects, often they are triggers, due to which you can come
to scope changes. . . Organization can be for example that very important players
in the project organization go away. . . that can result in that you are going to do it
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differently.”

d.1.3 Alignment

”The main challenge is deciding how to achieve the requests and ambitions, be-
cause sometimes people involved are not aligned or the resources are insufficient
to achieve the ambitions, causing conflicts. This sometimes is caused by insufficient
leadership from the client side, and can require higher up leadership involvement,
so getting them on board.”

Ambitions and actions

“People can care about like sustainability and the environment on an individual
level, but if your company is not aligned with the same thinking, even though they
say so, then it can be really hard also to find that balance, because then you’re lim-
ited with what you can do.”

“If you haven’t linked it to the organizational objectives, it can disappear very
easily, and then it is more difficult, or more expensive, when you pick it up later
on.“

“A lot of the companies, the way that I see it, this is a high management decision
and I think that happens with other companies as well, it’s a high management
decision but to the day-to-day employee it’s a bit hard to translate.”

“We have a company strategy, and its quite hard for us to know what we need to
do as a project manager. Managing a project that includes sustainability targets, I
think. “

“Knowing and doing are the best and the worst enemies sometimes. I know I
have to do it, but I don’t know how to do it, so I’m procrastinating the whole time
and also the system, it is a cost, it has to be embedded in my PNL, profit and loss,
so at the beginning it is only seen as a cost. Sometimes its seen as an investment.
But in the end, you don’t see immediate results they submitted, doesn’t provide
short term results. Of course, you can have some low hanging fruit, but its more
sustainable development and it means long term strategies, it means long term com-
mitment.”

“It’s about closing the gap between knowing and doing. We know it, but we
don’t do it.”

”If you have not included in your real estate strategy your ambition that this is
an important point, then it remains a lot of chit chat without actions.”

”I know there is a document. I know that there is ambition written down, but I
haven’t really seen it like. When I joined the company like hey, this is what we are
working with.”

Stakeholders

“There are of course the first agreements that have to be written down by both
parties, and some clients understand that, while the other client might be less orga-
nized, or there might be a lot of people in the steering group who all see themselves
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as partial client, and you see that they are not aligned”

“There are some clients that have an approval process in which a lot of different
stakeholders have vote. And the problem is when not all those stakeholders are in-
volved from the start, then sometimes later on in the process there come demands
or wishes to the table, that we just can’t implement anymore. So stakeholder man-
agement at the client side is very important for an effective process.”

“When it comes to applying it in the real world, you have to take into account
that a lot of people have to be aligned and brought to the same table.”

“I think the way that I experience it, where I have the most challenges is scope
demarcations, there is a way that we understand what we’re doing and there is a
way that they expect the deliverable to be or there’s their expectations and there is
our expectations. And then I think at the beginning of the project, we don’t have so
much time for clarifying exactly what is it that we’re delivering, exactly what is it
that they expect to receive.”

Resources

“So they have only freedom within certain boundaries, especially financially, that
have been set, and that is where you often encounter problems, that those bound-
aries just don’t fit.”

”I think we have very structured approach to the project scale. So depending on
the project budget, basically it’s budget related. So up to that budget you need only
approval from let’s say one or two level above you then next budget would goes
up. So we try even purposely to keep the project under certain thresholds because
that just makes things easier. So if you have the estimation for like slightly over the
that budget you say OK now we have to find. To bring it down just under that line,
because that will make everybody’s life simpler”

“But it’s often really limited by how much money they can spend, and I think
that that balance is not really out there in the industry at where you can get your
required building, and still make it sustainable. And that’s where I think sustain-
ability ends up taking a hit.“

“Number one is budget constraints. That there is no wiggle room, once that you
are in the implementation phase. When you are in the design phase you can do a
lot of things, but still budget constraints are a problem.”

“Projects are not meant to take time and reconsider things, not they are meant to
start one day and finish the other one, and if they have delays, somebody has to pay
for that.”

“What you often see is that the market, materials, staff capacity, that they inter-
fere. Inflation, scarcity of products, logistic obstacles.”

d.1.4 Incentives

“I would say, for the level of people that I’ve been exposed to the most over my
career, are usually the operations leaders and the business leaders for individual
branches or groups of factories and things like that. So most of them are usually
performance driven, like they have targets that they have to hit. Not just to make
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money and keep themselves going, but to really stretch and grow and get better in
all things, performance efficiency, sustainability, environmental impact, everything.
So most of them are performance driven. But also for their position, they have to be,
because they’re in charge of running whole operations, so they rely on people who
can really focus and do the research and set good targets for those leadership peo-
ple to execute and at the same time I have also worked with people who research
and set the targets, and I think to do that job well and enjoy it you have to have
that kind of mindset of ecopreneurial, you have to be thinking well outside the box,
not constrained by operations nor constrained by money or legality or politics or
whatever, but really about what is possible, what is the right thing to do and how
far can we really push it?”

”It has to make good sense for people to put themselves out there and take what
I will call political risk.”

“So from my experience there is definitely motivation to do it, it’s not just words,
its always driven by incentives though.”

“There has to be enough reason for everybody, who needs to be at the table, to
get some skin in the game and keep working together. . . To really back it up and
follow it through, we need to have real world proof of it actually happening and
not just one or two instances, but it needs to be happening everywhere. “

“What the benefit is in euros, that is often very difficult. You see that for example
there is an increasing inflow of young employees, so that way you see that it has
brought you something, that apparently something has changes, so you can see it
but not in terms of money”

“Sustainability does not always bring money, it brings different type of intangible
benefits and that’s very difficult to link to KPI’s. And if it’s not measurable then
they don’t, they cannot manage it and then they get confused. Or, it’s not an incen-
tive.”

“From the business community and especially from the industry, that incentive
is even less. There it is also more on the window dressing, so the problem is that
there is not yet felt in all those board rooms the urgency to really take big steps here
now and that starts with a vision and an ambition”.

”The construction industry, it’s not the core of the company. There is a very
strong sustainability message that is on the product.”

Data

“It’s also like how much can you quantify, because when you work with improve-
ments and things like that, you always say, this is my improvement target and it
means this number of CO2 emission or this number of cash, and if you can’t show
a number then I think the argument becomes really hard. So I would never go to
someone and say, okay, lets do this just because it’s going to save the planet.”

“I can put the finance aside for some time and say, okay, we will purely do this
because it’s saving X amount of CO2 emissions and that’s it. But I think that it’s
still important to have that number and not just say, yeah okay I will change this to
timber. I don’t know what it’s going to do, but it seems like it’s a sustainable way.
So it always got to have a quantifiable argument, I guess is what I was coming to.”
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“You can’t get EPDS, which are environmental production data, or something
like that, that come with every material. . . ..So if I was to tell someone to replace
the rooftop with something else, I have nothing quantifiable to show them and then
how do I convince someone, because there’s just no data out there.”

“I’m sure of 10 years from now, the industry would have drastically changed
and then sustainability may be your main driver, but unless you can fully quantify
everything that you’re putting in a building, I don’t think you can ever get a full
representation of what your carbon impact is and how much you can save.”

“Also they can share for themselves that, I made this decision because it was go-
ing to have this impact, and it just doesn’t have to be financial impact.”

Risk Mitigation

“Sometimes it is also difficult for them, because you can not always foresee every
potential consequence. And that is not nice, because perhaps it is going to cost a bit
more, but as I mentioned it will always add more value in the future, but we don’t
always express everything in terms of money, so the image isn’t complete.”

“It is also a question of training finance people because you have to reflect these
costs from a sustainability point of view. So it is not only the business activity of
the company, it is also how the company is impacting environment and society and
you have to be able to measure this impact to allocate this costs or impact in your
PNL or in you risk assessment.”

“For example, the project can be called quite controversial, appears, or we see
that it is difficult to find executing parties, so contractors, for it. Well then if that
risk appears at a certain moment, and you cant get them out of the way, people can
give the sign of well then we are going to do the project differently, or reduce it, or
subdivide it into smaller pieces.”

“The other challenge I see with these industrial type projects for multinationals is
time is always under tremendous pressure and a lot of times the client or the project
owner they typically don’t have big appetite for experimenting with new things on
such a project because this project is part of a whole portfolio or a whole program.
It has to be up and running by a certain time, it’s got to be predictable, you know,
it’s got to fit into a very specific frame of timing, cost requirements, deliverables,
other criteria, so it’s not that they aren’t open to trying things, but those things have
to be already tried and proven.”

Compliance

“I think there is only one bottom line, actually only one type of driver, that is that
we don’t enforce it, it’s not going to happen.”

“What is mainly a challenge is that the current Laws and regulations aren’t suffi-
cient, a lot of steps need to be taken with that still.”

“The second one is that our project managers and also designers and engineers,
there are enough people that say, yes but it isn’t legislation yet, and they only do
what must, and they don’t cross or exceed that.”
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“The rest is behind that. They need to be forced by the government, via laws and
regulations, so they comply .”

“Some just want to comply with laws and regulations and don’t really feel the
need to put more money into it than necessary”

“Nowadays it is often just a given, because you have of course demands from the
government, so then it becomes a requirement. If you don’t meet that, then you
have a useless product. . . . So you are just dealing with a very hard requirement
that is just imposed in terms of durability. ”

“If companies are procrastinating maybe another potential risk that we come up
is that investors are not investing in your company because your are not meeting
their basic requirements. So if you need funding you should be playing smart again,
at least be a decent level of ESG criteria, otherwise maybe you will lose shareholders
and this is an extra problem.”

Finance

“If they just focus solely on costs, then its often not possible, and then you just do
what is required due to laws and regulations.”

“Then we need to review the cost for example and then go back to the client and
say, hey, we are noticing the costs were going higher because this and this and this
and this is what shall we do. Let’s make a decision together. Do we implement
changes, do we change materials?”

“I’m not going to say that it’s limited, but all the infrastructure is there they all
we’re always opt for the I don’t know. I think the cheapest solution. And they
already took the decision.”

“I think the biggest challenge is money, I think or investment costs. . . so its always
a little mismatch on their own end, that they want to do it fast, they want to do it
cheaper and they’re thinking about the initial investment and a lot of times, they’re
not thinking about the operational investment.”

“In my experience, finance has always been the decision-maker.”

“I think it also has to do with the size of the project, so also the characteristics. . . .
I think it also has to do with how is looked at real estate and in which part of the
board of directors it belongs to, and what you see traditionally is that more on the
operational side of the board of directors and that side is also commonly steering
on costs instead of benefits. “

“It’s like, as long as we get paid for what we do and you know it’s adding value
because I obviously, and I think I’m really a project manager in that sense, because
like it really sometimes doesn’t matter to me if the building is green or blue as long
as they can pay for it.”

Benefits

“You always need to be able to reference everything you do to how it benefits the
organization and the goals and benefits that they have, and then only the organiza-
tion but also their context. If you can’t refer your decisions to that, then you’re on
drift sand. . . . If you do that, but you don’t know why or how you can link that to
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the organization goals, then that decision can easily be written out later on.”

“But I don’t have the number how much it is going to cost you less. So I cannot,
I don’t have the feeling that I have the tooling to push my idea a bit more, because
normally they will ask again how much less, how much ore saving, and I don’t
have an answer for that.”

“We do have like the options, but the implementation cost versus gain is some-
thing that we don’t have just yet”

“When it is being build within the side that steers on costs, then there is automat-
ically a trend, to always look at how much money its going to cost, while the value
that is being created is actually at the chief human resource officer”

“I’m not going to say that it’s limited, but all the infrastructure is there they all
we’re always opt for the I don’t know. I think the cheapest solution. And they
already took the decision.”

“The alternative would have been profitable, but no, they wanted their office
building there and weren’t prepared to invest in more sustainability than they
needed for their own benefit.”

“So that is also often a driver, budget, so bankability of sustainability. . . So we
seek the shared interests between funding and developing, which we called the
tripe value... Banks should start to see that sustainable objects become more valu-
able over time and more profitable, because they get reused. ”

Image

“So I’ll be awfully brutal here. It is definitely. It’s not one of the requirements. It is
like one of the requirements and they have really stringent requirements sometimes
put what they want to do because a lot of it is like related to, you know them get-
ting approvals. The municipality saying, yes you can go ahead with this project. So
there is a driver behind it. How it also reflects o their company.”

“The standards are also being used like, ok, this is my medal of honor, and now
this allows me to just flaunt it how good it is, while the standards are not perfect at
all.”

”So you have to adapt your offices, you have to adapt the way you look, your
stores, your showrooms. So it needs a very often refit that is not driven by the
fact that the office is outdated or something really needs repair. It’s just that well.
The passion change the the way we approach this, our clients change the strategy
of the company change so you’re Adapting something that was maybe renovated
four years ago, again so on what that that site, let’s say this is maybe not the most
sustainable approach.”

d.1.5 Constraints

“I always see the assignment as a puzzle, and it never fits, because there are always
more ambitions, than what is possible for the available budget. So you always have
to compromise. And the biggest challenge is when the client asks for very contrary
things, that are technically impossible. . . the second challenge is when we say it is
all possible, but not within the budget, then I need to prioritize as well, what is
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more important for him?”

“I think normally most of the decisions, I think the strategic decisions for the
product, happen at the beginning. So that’s where we will have a bit more of a
challenge of what is it that they want, can we do it in that way.”

“Sometimes you need a very long breath to achieve things. It can occur that
when you have explored the possibilities and then conclude that its not possible,
that you have to wait for a new project or innovations in the technique because the
stakeholders aren’t ready for it yet. So you sometimes have to come up with a lot
of proof and arguments to say clearly like these are all the limitations for everyone
and to take those away, to get everyone on board.”

“So it is budget, it is the availability of materials that perhaps there are very little
options, and the disconnection between design and implementation, even if a de-
signer will design something with lets say wooden beams, then it comes to that the
client actually wants a high rise building and this is not possible to embed it, so we
have to go back to steel. So kind of that mismatch of the intentions and reality is
also another thing.”

Market

“Or when such a high ambition is set that it has never been tested in the market at
all. How can you get this feasible at all?”

“I don’t see a lot of major innovations that are also cost effective that we can use
on multinational projects like that.”

“Those are things you are now confronted with, that not everything is common
good yet, in terms of the high sustainability ambitions, not everyone has set up their
business operations and their network of sub-suppliers for that.”

“So, it’s like there is the corporate ambition and the money and time. But there’s
also that the sustainability industry has not progressed and if you take concrete as
an example, like how many years that we’ve been working with concrete.”

“There’s also a limitation just out there in the industry like we you know in so
many years of construction have not found a replacement for cement. . . If you don’t
fix that problem on like a research or academia level, no one can do anything about
it.”

“The other one is availability of new materials, although you can if you want to
do great things, like for instance sustainable steel, there are even one or two in the
world, steelmakers, kind of moving towards that, but because there is not enough
technology to make a blast furnace renewable, that is sustainable, that is impossible,
and when it would be available, it would be very expensive.”

”So one is the material. The other one is resources, because I think you’re well
aware that right now the contractors are in a very good position like the market is
still very hot. I know it’s been hot already for I know a few months, maybe even a
few years. It is a, it is still a reality. So you see that. There are not pushed to lower
their prices because they know they will have work and you are in a tender when
they say well actually you have to make decisions over you want us or not because
we are running free our 10 there’s at the same time and if you don’t. Don’t. Uh
point as the the work will go somewhere else, so it’s a yeah, it’s quite competitive
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also to get good partners, yeah.”

Resource

“Budget, and also maybe like some technical requirements like for example during
the timber building it’s probably not as expensive as doing a concrete, but like you
can’t do timber high rises, so that’s already a technical constraint.”

“This is the effort we are trying to make from our team, is like how can we do
business in a different way now more strategic way, because during the project
maybe you don’t have any room to widen the scope because of budget restrictions
or other resource constraints. “

”he obstacle is the delivery times of some items. I know that delivery of both
recycled materials. It’s also a long waiting line or you have to schedule up front
saying like hey, in nine months, we’re gonna be doing that project. Please book
your production line for us. So yeah, but I think that’s across the industry.”

”Actually here European headquarters, the leaders from here. Yeah, I can name
at least one person, I would say, yeah, I see him as a ecopreneurial. That I would
feel fine calling him this way. Yeah. And it’s a yeah, upper management person.”
When asked if that benefits sustainability: ”I would say it’s going somewhere not
yet. Umm, I think the pace, the fact that the projects have to be done within few
months, we have to meet the deadlines because of that. I think as a. Yeah. And
our department and we don’t have time to like, hey, let’s stop. Let’s look at how
we’re doing this, because it’s always something always nonstop from project to
project....Yeah, not yet. I hope that it’s not yet that it will come. But at the moment
it’s so much going on and everybody is making sure that the projects are delivered
and we just do things along the way as we as we know them.”

Power

Power is a constraint if you don’t have it, if you can’t acces the ones that have it or
if you can’t / won’t challenge the ones that have it. “If you are the constructor, and
you want to steer towards one thing, you can propose it. You can work very much,
you can have the supply chain in place, but if your employer doesn’t want it, the
one who pays us, then that’s it.”

The more intermediaries are amidst that, so the lower in the organization you
come in, the less mandates remain. This can sometimes be difficult because you
then have less influence within your role as project manager to influence those de-
cisions.

“What you also see, is the level of trust. You see that a lot is involved when
constructing a building, and there are a lot of details, so if you then have to report
on that, about the progress and also the extend to which sustainability is being
considered, then often for the top-level management, it is being brought back to
an abstraction level quite broad, even though that sometimes detracts what is in-
volved.”

“So, on the one side you have to make decisions with them, but without getting
the time and management attention to fully involve them. So, I think that there is a
tension field that can complicate that.”



112 quotations, codes and code groups

“People that we are talking to in our clients and this is a disadvantage because
normally our people, our engineers, they talk to mainly technical people. So they
don’t have access to sustainability managers or decision making managers within
sustainability field. So they are either commercial people because our bids, our
account manager, they talked to commercial people in our clients. So sometimes
they don’t have any access to the right people, and this is something that we are
trying to force. How can we get the right people to the table? We need people with
power, with enough power to make decisions and we really want to have this kind
of conversation with people that are making decisions to inform them and to help
them to make conscious decisions.”

“So every client will bring their design managers and project managers as well.
And those DMS are often really reluctant to get us directly in touch with the stake-
holder at the client side because then it kind of makes them less relevant.”

“Depending upon the level of impact that a given decision has, usually money
related, it can require escalation to other people. . . The challenge that comes with
that is sometimes when the escalation happens to the next person, you’re bringing
in somebody who hasn’t been as close to the topic of discussion as yourself and the
other person. So you have to catch them up, which is OK but then what happens
is, you need more time. So time is going by and you’re not making benefits but
also you’re now bringing in another set of perspectives and sometimes with more
decision making power, and what can happen is the requirements might actually
be readdressed.”

“And in all honesty, the decision of the sustainability for this type of work is
that I’m working on at the moment they come from the client side. Normally the
decision is already made way before we come into the table. And we are trying to
push this behavior to change and we’re trying to position our own sustainability in
there a bit more. But for a project they will already hosted the design the define
themselves, because they have already their own sustainability target.”

“You need to have the courage to challenge decisions, and that is an important
point.”

Expertise

“On the side of the execution there are often companies that have less domain knowl-
edge. . . So some market parties say yes but such a high ambition, we can do some,
but we cant do everything and we don’t have the network yet to do that. So not
every market party is suitable to join at the highest level of ambition. “

“Everything has to start by making the right questions, to get the right infor-
mation, so if our BD is our frontline, is not trained to trigger them with the right
questions, I can’t do my job.”

“I’m lacking experts in sustainability, of course, and experts in business manage-
ment. Because you really, the financial also needs to understand what the client is
saying, to understand how you can help them in a different way, so you really need
to have some structure about how a business works.”

“We don’t have any experts in finance able and capable to do or to talk or to sell
sustainability, sustainable finance, and this is a real issue.”
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“I think where the issue lies currently, is what delays it, is that we have to many
people in the design teams that are very good in one area. . . . but they can’t provide
a more holistic concept. We only have a few of those and then you notice that such
a design takes more time, and we cannot provide that effectively and efficiently to
the client.”

“Meanwhile it is for the people in operation, in the execution, often very difficult.
Because, how are we going to jump over that incredibly high threshold of sustain-
ability that is imposed on us. So they will say, yes, if we can take turns somewhere,
then we can execute more easily, or then maybe we have more money available for
other things in the project.”

“This is something we are facing here in RHDHV, we have super expert people,
super specialist in doing sustainable things, but they don’t know how to sell it.”

d.1.6 Vision

“If there is no vision, on the subject, then there is nothing for which you need to
answer, so the pressure to do something with it become very small.”

“If there is either no ambition or no leadership, or not the right people in the
team, then it can quickly fail yes.”

“So it’s something that has to get some internal buy in and this is the question
of being influencing but also open minded to make it happen because if there is
no policies, if there is no real commitment, if there is no understanding of what
this systematic entails, the company is not going to embed sustainability into the
corporate strategy and this is instrumental.”

Ecopreneur

“People are often focused on the assignment in front of them, for that year of per-
haps also the second year, and that might be part of ecopreneurship, that you look
a bit further across the horizon, and see how you can bring that into the world of to-
day, because only having dreamers is also useless, but yes that means that also our
project managers in such teams, so having professional, that are also open to ideas
and that they say, before we start, lets first review the program of requirements to
see whether it is future proof.”

“I have worked with some of those people before, but for me, they are less com-
mon than the people who are operationally in charge.”

Type of Innovator

“When considering how to make being innovative more attractive, it’s all about the
perception and the mitigation of risks. So the first one to go through the gate, al-
ways gets beat up the worst, but the one who follows him, he has an easier time so
when you’re on the global stage with these big multinationals unless they have a
very high tolerance for risk and they have really deep pockets to cover it up and not
worry about it in case something does go wrong nobody wants to be the first one
through the door. They wanna wait and see. OK. Somebody else tried this. This
is what happened. Let’s look at the data and let’s figure out if this makes sense
for us. Especially nowadays where everything is more expensive. Supply chains
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are tighter. There’s more disruptions out there. The people who are willing to take
the calculated risk and not lose too much, they could potentially gain a lot. They
might go for it. But if the risk reward is more even or more shifting towards greater
risk and not as good a payoff, they’re not gonna have too much of an appetite for it.”

“In my understanding, the very high tech developed companies, they have that
profile of innovating. . . they tend to adopt this because they are the ones that, per-
haps see a niche market, and they want to be there, but for the rest of the con-
struction company, so the builders or whatever, they just want to do the traditional
thing.”

Type of client

“As clients, you might have two types, you have the accountants and the believers,
and the believers they make an internal connection from personal motivation and
drive. . . they are people often not difficult to convince. With them its more about
how can I facilitate those people in an optimal way so they can convince their inter-
nal network to provide the resources. With accountants they are approaching it in
a business case kind of way, so you have to prove on the one side the benefits, and
those are complicated because its difficult to express the benefits in terms of money
which is something you often end up with, costs are quantitative, while the benefits
are qualitative, which makes them difficult to convince.”

“The people I work with have this to a large extend. Yes, they have broader scope
on that more has to be measured than just costs. . . But that is then I think at this
moment because I am involved with a client who is unfortunately not decisive for
the market. “

“There is a part that do not want to be ahead, but they want to be ahead of the
laws and regulations, so they have somewhat sustainability in their core”

“Its two-sided, either companies want to comply with the legislation, so its manda-
tory, so they have to do it, there is no more procrastination. Or they are taking
voluntary actions just to be ahead of the game.”

“Some have certain corporate ambitions for sustainability, entire separate from
the laws and regulations”

d.1.7 Transparency

Certifications

“Even though in the initiation it was explicitly discussed to not surrender this, to
not buy CO2 certificates, it was the escape plan, to say there are two expensive de-
signs and one so much cheaper than the difference with the CO2 we emit, we solve
it with a certificate. And you then don’t choose for the optimal design, but it is
actually to buy off your guilt.”

“What helps are the certification methods such as BREEAM and LEED, to mea-
sure sustainability in a way of, you want a building with BREEAM outstanding, or
excellent, or very good, then you can place the costs alongside it which is very clear
for someone from the board of directors. “
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“Some are a step below and they especially want certain certification “

“Where I also see turns in certification, so for example if you have a sustainability
label on your building such as BREEAM or LEED, that companies say, you know
we are going to meet all those requirements, but we leave the certification out of it,
so we approve for the certificate, but we don’t receive it. Because they say, we are
using it for ourselves, so we can answer for ourselves that it is good, and the outside
world won’t be able to see the label. Because sometimes we are talking about tons
of certification costs, and what is the advantage of a piece of paper.”

“Sustainability has also become more measurable and comparable, thus tradable
with the introduction of several measuring tools, standards for sustainability. In the
beginning we had the green calc method, then BREEAM, LEED so several methods.
And all these methods have of course created a certain level of transparency in the
concept of sustainability”

“Sometimes clients are the ones that want the high mark, they say no I want this
certificate. I want to look into my adversity and this and that and then the story
changes, because i’m just following the client. The client sometimes has such high
UMA standards of sustainability, and not just, environmental, but also social and
governance, and again, the client pays you, we just have to follow and even learn
from them.”

Visibility of Performance

“If we do business in the usual way, then our system is made in such a way that a
lot of the impact, negative environmental externalities, is just not visible.“

“I personally think that most of it is greenwashing. . . It looks amazing on the
photo, but tell me what is the real benefit of it.”

“How I see this is that these aren’t little arguments, you know, it still helps the
narrative, we have to keep on building because we can make things amazing, yeah,
and tell me how about all those materials, that were used in the glass, in the stell,
in the sand, in like everything, even the materials of the solar panels. . . It is pretty
much greenwashing to say, this amazing building, it is diligent and all that. Now
tell me all the carbon footprint, of every single component of that building, and
then you make the assessment.”

“Those measuring tools are of course still very far from ideal, so I hope that an
update of that comes soon.”

“These details of adding sustainability features into buildings, it is just a way how
companies can present themselves to society, to the competitors, to the community
around.”

“You also have more often that a company adds a layer to that, especially with
multinationals. They nowadays have to answer for themselves for their social and
their eco footprint. I believe they even have to report about that in their annual
reports.”
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d.2 opportunities

“But then, quality of information about, OK, how does this solution actually work
and where does it actually fit into our supply chain. . . .Show me data, show me fi-
nancial data about how much it actually costs. . . So having more information, higher
quality information and strong leadership will definitely help out, that’s all got to
be aligned.”

“Yes I think so, not that they have to be involved in a specific way, but that can
also be in the way of having a sustainability vision and having a sustainability am-
bition. So with ambitions and having a clear direction, that it can also be in the
form of I have been able to derive this from your sustainability framework, and our
project fits into that in this way, so you can prove to management that its in line
with their ambitions.”

“You need a market segment and a client, that is leadership, that is exemplary
behavior, that is someone that just says, I know I won’t earn it back, but I don’t have
the heart to do it differently.”

d.2.1 Leadership

“This is really a big conversation because you have to have many people on board.
Double top down and bottom up.”

“Leadership needs to do that themselves, they need to jump on stage and say, for
our business, this and this and this is important and that is why these 3 points are
crucial for our new project. . . ..And leadership needs to say this and preferably also
on every level.”

“So when you pick it up to late, than it dies, then it is much more of a strug-
gle. . . parallel to that its important that by leadership in several levels within the
organization, that the organization is mobilized. That people create awareness, this
is what we want for this reason, and that a sort of community and drive develops
to do it.”

Top-down

“They are the ones that are supposed to be, they are leaders for a reason, leaders
got to lead, because project managers are just executors. They have so little room
to reengineer, to rethink, to rework our concept, even to change drawings, it is so
difficult. Those decisions are made by higher management. These people have to
move towards ecopreneurship. They have to see the value of it or either they have
to be forced by the market or by the regulation or by society or by the values of the
company in itself.”

“They can give wiggle room for adoption of new ideas, new materials, new tech-
nologies.”

“Higher management is like the brain, of everything, and they are the most im-
portant stakeholders in construction projects, and in the end, they are the ones that
are going to sign the checks to be paid, for construction contractors and subcontrac-
tors. I see the role of project managers very powerless.”
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“So higher management needs to position themselves admissible for transparency,
everything about this I want to know, because I need to make a decision, and every-
thing that is under it, shouldn’t feel shouldn’t feel burdened to put anything there,
so eventually a decision can be made.”

“If higher management says to someone, sustainability, I won’t spend any money
on that, just so you know. Can you imagine if you then need to go back with sus-
tainability, to that same man, to present it. There are people that will say, I am not
even going to present it to my boss.”

“If the sustainability ambition is recognized at a high level, and the added value
of a project, makes it easier to realize those ambitions.”. . . ” They have the resources,
those are needed for it, and they are ultimately about that, so resources in the form
of time, of people, but also the special form of money and resources in terms of
planning, and if they find that very important, that contributes significantly.”

“I see mainly when considering sustainability, a positive influence from the top,
so because at a corporate level it is so high on the agenda, that top-down it is being
pushed into projects. “

“It is very helpful, it has a huge benefit, if there is a target set by the boardroom,
on what needs to be achieved, so if on a corporate level it is being said, we have
this ambition and we want to accomplish at least this, that helps a lot, because it
gives people that have to execute it a focus, boxes that have to be ticked, so there
automatically comes attention for it.”

“(It also helps if it is clearly aligned to part of a company’s mission, or it’s mission
statement or it’s vision or it’s long term goals. If there is a clear connection between
whatever sustainability thing you’re trying to go after, and how that matches up,)
and then you’ve got a high level or even executive level leadership really pushing it
and being serious about it, that helps.”

“Yes they have a strong influence, indirectly because they determine the goals,
and sometimes directly if they are also really involved on a project level.”

“Having people from higher positions of authority within the company, being the
you know champion of this initiative, whatever it is, yeah that helps.”

“So having someone involved with enough authorization to make decisions that
are not only financially beneficial has potential. Especially if they’re involved at
the steering committee level from the very early stages of a project. So I’m talk-
ing prefeasibility even just like business case justification, so fail zero or fail one
if they’re present and they’re part of the team who sets down the main project re-
quirements, the main restrictions and assumptions. And if they stay connected. But
that’s still kind of a high level, I think that’s got a good chance of success. Because
the further you get in the in the in the engineering development, you know fell
to fail 3 you sort of have to minimize the amount of discussions and increase the
amount of decisions and execution, especially when you get to the point where full
funding is released, you’re buying equipment, you’ve bought land, you’re breaking
ground, a building is going up, then it’s all about execution time, time for discus-
sions is almost over. You can’t really be doing that anymore.”
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Bottom-up

“If you know all this, and you know the impact, and you don’t pass it on to your
boss, what will your boss think of that? Because in fact your depriving him of infor-
mation on the basis of which he can make good decisions. So you should say, this
is coming towards us, that is going to cost this much, which will have this impact,
and you need to make the decisions. But he never does. So there are two things.
You present my decision and he makes the decision, or you present my decisions
and he decides differently, but at least it will be his decision. So you need to be
careful that you don’t deprive higher management of decision-making, and higher
management should also line up as I want to be informed, even if it costs 100 mil-
lion, I want to be informed on what this is about, I don’t want you to filter for a
decision I have to make.”

d.2.2 Instruments

“So I think that what has come forward is answer to that it’s not about one thing or
one owner of that, but it’s about creating a sort of spiderweb in which everyone has
their own role, and thus that the government needs to ensure with laws and reg-
ulations that buildings become more durable for longer. . . So the interest analysis
should ensure that the instruments are being used optimally to enforce sustainabil-
ity.”

Managing

“We need to also come up with the value case, so why do we do it, and what is
going to bring is compared to costs, so cost benefit analysis. “

“It will never become a trick where you can check things off. The dialogue always
remains very important.”

“If it is going to cost them anything, and you lose them quickly, then that is where
the opportunity lies for us to frame it differently and to make it more insightful. “

“You can frame it in a lot of ways, and sometimes you should really frame it as
a sustainability assignment, but more as: you want good advice and its useless to
give real estate advice while only looking a few years ahead, while you have a real
estate portfolio that lasts longer, and you don’t want to spend your money three
times because you took the wrong decision right, so what’s your plan?”

“Actually, at every step in the process you should take it with the sustainability
question in mind. So that with each step that you take, you check again, have I done
everything of sustainability. So, you should actually add that to each checkbox in
your process, could I have done more about sustainability here. And if not, adjust.
That is then the follow-up question, if you feel you have not done enough or yes
you have made yourself too easy, then you really just have to do that phase again.”

Concrete Strategy

“So what you need is a piece in which you tell, this is our ambition and this is what
we expect from you and for that you need to do this differently than your used to.”

“You want to find linking points . . . They can show within organizations in
different ways, and so organizations sometimes commit to publicly communicated
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initiatives . . . and when they do such an external expression, you can consider, how
can I involve that in my project.”

“So you try to search for the interests of an organization and how you can trans-
late those into concrete ambitions for a project”

“You need to have a strategy, so the ambition can be there, but if you don’t have
the sustainability study embedded in the corporate strategy, this is not going to
happen. . . .You can’t be open with the strategy, you need to stick to a plan, stick to
KPI’s, stick to measurement tools.”

“Sustainability could be a nice half, right now it’s a must have and this is the
interesting change. So how companies have to go from have to have, to act an play,
and think close the knowing doing gap.”

“It also helps if it is clearly aligned to part of a company’s mission, or it’s mission
statement or it’s vision or it’s long term goals. If there is a clear connection between
whatever sustainability thing you’re trying to go after, and how that matches up,
and then you’ve got a high level or even executive level leadership really pushing it
and being serious about it, that helps.”

“They can have a very big ambitions for sustainability. But looking at the report-
ing, you really see what the actions are they are taking. So if there is a gap between
the ambition, the knowing, and the action plan, the doing, this is where we have
our opportunity for doing business. It’s like I know that you are aspiring, you are
dreaming about this as your ambition, but you are articulating your real action into
this, this and that, so to complete and to reach your ambition, maybe you can con-
sider this, this and that and we are your ally.”

“It should be our corporate goal, of course, and this is precisely what I’m saying,
that we don’t have a strategy. So right now the risk is the risk of not doing sustain-
ability or not approaching sustainability from the very beginning is there and we
are missing commercial opportunities because of that. So if our top management
will think differently, like OK sustainability is a tool to be sold. That’s it. We will
increase our profit for sure. Because it is an additional commercial tool to sell. So
why we are not doing that? Why? Why there is not a commercial manager say-
ing hey guys out of the discussion, sustainability is mandatory. That’s it is not just
something that you feel inside. It is something that is in the protocol in the checklist,
in the whatever you name it, but it has to be there. This is why I’m saying until we
don’t have sustainability KPI’s because this affects money. Of course, our salaries,
our payrolls, until this is not going to happen.”

Measuring Tools

“(If we do business in the usual way, then our system is made in such a way that
a lot of the impact, negative environmental externalities, is just not visible.) So,
bringing that into the picture, for the client, like do you see what is linked to your
business, the negative impact. That’s the first way to convince them, to make deci-
sions in an integral way so that can be part of ecopreneurship, so it can be part of
actually seeing that its broader than just costs and benefits. “

“You have to make a lot of assumptions, because you actually don’t know per-
haps what materials you are using, so what you choose becomes a benchmark, so
if you change things, you see okay this has a more positive impact than that. And
you can know that in your gut, but if you really start measuring it, then you become
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able to substantiate that and that’s what we want.”

“I am not sure who said it before, I belief Einstein, he said, what you cant mea-
sure, you cant steer towards. . . .I think we need to, with each other, for the entire
world, need to make one unambiguous measuring system, how to measure CO2

emission, and material scarcity and that kind of things, and how to define that un-
ambiguous and how do we detach from several lobby phenomena. When you have
such a unambiguous measuring system, of which the entire world says they agree.
And if we don’t agree on that, then a less wide spread tool brings you already
much further then when you have none. But your project managers then have to
steer towards that as well, and they need to learn that that is a management tool for
managing sustainability in projects. “

“Everything needs to become more transparent, more measurable.”

“The magic is to combine short and long term challenges, but it always has to be
reflected because it has a triple bottom line. . . . So how to make finance to under-
stand and show what is the efforts that your company is making.”

“When looking at what sustainability measuring tools really measure, then they
measure at most the sustainability of a given artefact, of the given product. . . .We
need to give everyone plank, ever brick, every screw, a passport, so that when we
demolish a building after 50 years, the plank with that passport should resurface,
so it won’t be an anonymous piece of trash.”

“I think that there’s also like operational costs. So even though in the short term
it’s going to cost them more money to build a building that meets a certain sustain-
ability criteria, it’s a lot cheaper. . . .Because you build a building for three years and
that’s short term expense, but it’s built for at least 100 years. And If you don’t think
about your operational costs then you lose money. And I find that that’s a really
good way to also negotiate sometimes with clients.”

“If I have a feasible product out there, which I think that we could replace the
current one to make a more sustainable option, then I would definitely present it.
And then I would give them benefits in terms of well, its not costing you any more
money or it’s costing you X money but youre going to get X saving at the point in
time. And we can do it within the same time that we’ve already committed and in
usually in that case you get a yes, because it’s not costing them anything, they still
achieving them. But then like we’ve done our good bit.”

“But having a differently structured database that would be a good one, I think
for me that would be interesting because if if a client comes to me and asks a
question that they have of have you tried out this, it’d be nice if I could go look
somewhere in a in a simple database for a previous example like that. Now of
course I can go ask anybody in my network and hey, have you done this before
and and I will continue doing that. But if I can go find it would save a lot of time.
It’s never a problem of people not being willing to help out. Everybody’s always
willing to help and share their stories. And Oh yeah, we did this and this and they
and they get excited about it because they did it but then you know I have go to
them for information and hope that they have it. And I’ll still do that because that’s
how you build and maintain your network. But if there was another alternative,
where if I just needed to go and look up a quick solution example by myself in 5-10

minutes, man that would save me some time.”

“I can envision a couple of challenges with having such a repository of examples
that everyone can just go to and reference because we have confidentiality agree-
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ments with basically every one of our clients. So, we have to be very careful about
what information we share and with whom we share it. But there’s ways to manage
that too.”

Laws and Regulations

“What I see with multinational clients is that there are 3 main subjects that be-
long to sustainability. Which has to do with the energy transition, there you also
see that from a legal and regulatory framework that the demand from the central
government is to still design more energy efficiently and that those are actually re-
quirements real estate owners need to comply with.”

“If we could enforce that all non-living buildings would have a minimal free con-
struction height of at least 3m, for example, it wont be enough for a lab, but it is
already something. This would therefore increase the future-proofness of our real
estate stock.”

“The law is improving. . . But enforce more legally.”

“There is actually only one main driver, and that is especially for multinationals
important, you need to make a law which says that you have to. . . .I think the law,
and the legislator, has the responsibility to ensure things happen that need to hap-
pen right now.”

“You notice with multinationals, such as with Shell, that they now have to give
an energy label to their offices, so that in that sense laws and regulations work.”

“A large component of sustainability is that it is now legally enforceable. . . So
there the law has developed a good baseline for sustainability.”

“The number one option is the regulation, and that is the minimal threshold that
people, the companies, have to meet, thresholds on regulations and permits, noth-
ing beyond.”

“Right now they can do it voluntarily, right now it’s a decision that they can make
themselves. But the trend that we also see in policy is that it’s going to be more
restrictive, more constraining, and they got to abide to that. So either they change
or not. It is going to be there, change is going to be there.”

“There are two drivers, that I recognize and which we always include in our ap-
proach. The first one is which we always call scenario zero, the bottom line, what
are the legal frameworks, and everything that is within those framework has to hap-
pen anyway so doesn’t revolve any discussion.”

“Almost all multinationals I know have shareholders, almost all of those multi-
nationals have as a goal so much percent EBITA, so much percent profit targets, If
we reach that, then the shareholders are satisfied, if the shareholders are satisfied,
money gets invested into that company, and then they can continue with invest-
ing. . . So indirectly your making a legal framework, or sort of economic conditions,
for which it becomes more interesting to invest in preservation and sustainability.”

Information Network

“The projects that I have worked on here have been started like years ago. So, the
proposal that was made to do the work is so old that you really can’t get any infor-
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mation out of that. So, and then that’s when the scope is really unclear or something
is missed, and the proposal and to actually really figure that out, it’s really challeng-
ing. “

“We don’t know, so we should not fool ourselves into believing we know, and we
should do something of which we can tell with dry eyes, what I made, if you don’t
need that anymore tomorrow, you will receive the instructions from me on how to
detach and unscrew it.”

“We encounter a lot of things that don’t work yet, that’s not an issue, some things
indeed don’t work, which is not a bad thing, as long as we can get to the surface
what we run into, and what does not work, so we can take a decision on how to
progress. Because it is also an awareness process.”

Material passports

“For example, you also want material passports, because you want to know what
do we have later on in our buildings. Because then we can also, because that then
has value, if you can remove that, you can reuse or sell it.”

“Sustainability is, how can we detach ourselves from our behavior of pretending
that everything is limitless, and also developing constructions as such. . . how can
achieve the same thing you want to do, in a different way, and sustainability is for
me that those limited-edition materials, become available again, so that we can then
do other things with them.”

“Everything should be detachable and separable so that it can be reused again.”

Training

“Our finance people have to be trained in knowing how to measure costs related to
sustainability.”

“And this is where the challenge comes. So how to train mindsets about always
including environmental impacts in every final statement that they are doing, even
though in terms of funding, so you can also bet in blue bones, green bones and all
these kind of things of finance I think is the main mistake holder in a private com-
pany to get their buy in. Because otherwise you are completely lost. So first you
don’t have visibility. Second, you don’t measure and 3rd you can’t communicate on
a trust-able basis. So finance is super important to get on board. ”

“You really need to remind people to use it. So if they are working on the quota-
tion phase, there should have been a lot more guidance of hey, here you have our
purpose matrix and you have already spoken with this customer and here you have
the 4 questions, have you already done something with that? “

“If the decision makers, if those high managers, have a cost effective saving men-
tality, it recalls out all the way to that and its reflected in quality. . . it is how do those
decision makers are trained. What are the visions and the motivations.”

“If you are trained to embed sustainability, to speak sustainability and to iden-
tify sustainability opportunities with your clients, with your contractors, with your
suppliers, you are very likely to make a very impacting project, but if you are not
enabled to have those conversations, so even to have those ideas, to embed into
projects, then its working very blind. How do you get to this point of company
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policies, you have to be empowered to do that and also clients have to be willing to
understand.”

“We need a bit of support. There’s a project manager to put these things on the
table. We have experienced it and put in the digits that are transformation that we
started already with the company two or three years ago. That all this is happening
top down, but we still don’t know what we need to do as project manager.“

Publication of performance

To use the image incentive: “You have the leader of the pack. . . they want to be
ahead, because for those companies it is also of importance because it is part of
their image, but also because it is their way of recruiting people.”

“Who also want to do this kind of storytelling. . . it is more often for companies
also a sort of way of communicating to the world, look at us and how sustainable
we have our operations in order.”

“The main driver is there, there’s quite a marketing and PR and all these things
involved here.”

“So marketing is also key and instrumental for sustainability. . . .Its corporate rep-
utation and brand equity.”

“Yes it can be about branding, or also talent attraction, you often see that for more
and more young people it is relevant to not work at a company anymore who don’t
have their things in order.”

“So when you have big clients, I think like someone like. . . will probably be re-
ally open to doing that because it’s a brand image.”

“That often is also what happens in the corporate industry that they see their
competitor doing something like, oh I got to get on to this trend, because surely
he’s doing something that there’s a benefit. And so yeah like that definitely helps,
giving them examples of like where, you know things have been done like this and
everything, but at the end it’s always helpful to be able to show them what it means
for them.”

“I see clearly that in the last 10-15 years, attracting young talent has become a
huge factor.”

“Most of the big multinational players, they have mapped out their sustainability
journey quite well, of course they broadcast it to the public so their shareholders
are aware of it. So they have motivation.”

“The second is what are the sustainability ambitions of the company, and those
ambitions are often quite ambitious, but regarding timeline they are often quite far
ahead. . . .So those companies need to get more serious ambitions and they need to
start acting on it, they need to be transparent about it.”

d.2.3 Institutions

“If you want sustainability improvements in projects, then everyone has their own
interests. So in a project context, well I’m not sure about the difference between
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push and pull factors, but the drive in project context should be very close to the
primary goals of an organization. So only with the business process. With the
government that should lie in safeguarding certain future focused qualities of the
building stock, and set those market ambitions high. . . .I think the government is
actually the quality manager in the triangle.”

“If we’re going to put the dialogue that we have into practice, if they’re going to
innovate and digitize that innovation and things like that. That means that we need
the capabilities and training that we need for that, that we’re going to continue that,
right? And that means that we have to co-create more instead of managing single
and say, we’re going to do something beautiful. How fantastic is that for you?”

Government

“I don’t think there is going to be substantial change in this until governments re-
ally step up and make really tough regulations because, the standards are mostly
voluntary.”

“If there is say incentive, I think everybody is happy to receive subsidies, to
receive tax cuts, if they adopt certain technology. For example heat pumps, the
government is paying for it, so then it’s less risk, so that’s exactly the point that you
are making and the adoption of all these innovations. There is a transition and well,
there is a reward for the front runners. But also, there is a lot of followers, and then
we have to speak about those transitions and innovations. “

“So I think concretely that If the value of materials goes up terribly. Then making
that construction, costs a lot of money. Only if that construction is reactivated or
disassembled again. Then all that money will be released again. So then the cost
for housing is almost nothing. So I think you have to make material like that and
labor a lot cheaper, so tax on material up, tax on labor down considerably.”

Industry

“So for me the global report that they produce together with the benchmark of the
sector, they are operating in like 2 strategic tools that has to be in the first stages
of the conversation with the client before the project is even discussed in terms of
scope. “

“For example your building system eventually falls out, but if there is a type of
coolant in there that suppliers don’t deliver anymore, then you wont be able to start
it back up again. So you will have to make the step towards a more sustainable,
cleaner, system. So there are several triggers, also just very simple the technical
side, to take that step.”

Organisations

“From a personal drive I have tried to increase that ambition”. . . .”You can challenge
the ambitions of the client also throughout the process.”

“Lately its really been almost more a given. But that’s also because of the type
of clients, multinationals are often clients who have more budget to spend, so they
can more easily make it possible”
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“The project manager needs to have it in there dna that what is demanded is a
new attack on those limited materials.”

Society

“With the power of (social) media, with the power and speed of how we are com-
munication now with each other, the most important stakeholder that needs to be
managed for this kind of large projects, is the public”

“Status is one thing, and that’s part of it, but I would say that a lot them are dis-
playing some of their own initiative to say, OK, we can do this better for ourselves
it’s going to save money, maybe it’s even going to make our processes more efficient.
It might even make some of them safer. It’s better for our clients. Our clients are
watching us very closely. So we need to be responsible about that and there are
also some of them are really taking their roles as big businesses that they’re taking
a role of stewardship over resources.”

“You see exponentially that clients are saying, we want to have the lead position,
because then we can distinct ourselves from the competition or because they are
pressured by society.”

”I think it’s always a mix, of course, from the business, from the business per-
spective.Yes, there was a push. The social push. So the moment somebody makes
any mistakes, it will be in the news. So there is a societal push for the sustainability
that’s. Not questionable, but I have to see the people I have to send the people I
work with are also like I think we are that’s in the society. That is aware that if you
don’t act sustainable you will just cross ourselves. So I think everybody is aware
that there’s no other option either we act like this or or we’re not gonna have much
more time on this earth so.”
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