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Research design

“What can we learn from applying the parallels between improvisation
in jazz and organisation to project management?”’



Research design

the parallels between
improvisation in jazz and organisation

SQ1: What does improvisation mean in jazz and organisation and what are the
parallels between improvisation in jazz and organisation?



Research design

applying
to project management?”’

$Q2: What does improvisation mean in project management?

S$SQ3: What is “the head” in project management?

$Q4: Which actions in project management become salient when applying the parallels
between improvisation in jazz and organisation and how?



Research design

“What can we learn from

$Q5: What does redescribing project management using these parallels tell us about
project management actions?

Scope: design phase in construction sector



Conceptual framework (simplified)
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Research design

Conceptual framework (simplified)

Traditional view on project New view on project
management management



Literature review

Literature review

SQ1: What does improvisation mean in jazz and organisation and what are the
parallels between improvisation in jazz and organisation?

S$SQ2: What does improvisation mean in project management?

Project management

Jazz Organisation
Definition Definition Definition
(SQ2)
Improvisation Improvisation
(SQ1) (SQT)
A 4

Parallels (SQT1)




1) Jazz

Improvisation: composing music in performance

The head

Soloing Comping
{ !

Trading fours

)

Literature review



Il) Organisations

Improvisation: the deliberate fusion of the design and execution of a novel production

Nine parallels

Jazz

The head

Soloing

Comping

Trading fours

Listening (sense-making)
Responding

Groove and feel
Provocative competence
Embracing errors

VWONOOLAM®DN =

Teamwork

Organisation
Organizational structure

Teamwork

Teamwork

Sensemaking

Strategy process

Organizational culture and identity
Create something new

Share and learn

Literature review



Literature review

lll) Project management (PM)

Definition project: temporary organization

Improvisation: dealing with the unexpected without preparation

What is lacking:

i) Team ii) Application iii) Meaning



Methodology
Definitions &
SR s 2 Parallels
therc.:ﬂure 5 it
review

Qualitative, inductive (exploratory)

—>

SQ2 & 3

Exploratory
in-depth
interviews

Definition &
The head

Analysis

—>

SQ3 & 4

Observation of
design meeting

—>

Methodology

SQ5

Redescription &
Lessons learnt



Observation Methodology
of

Methodology destn

meeting

SQ3 SQ4 SQ4

Triangulation

v v
Interview: Observation of Interview:
pre-brief of —> ) ) —_—> debrief of
. . design meeting . .
design meeting design meeting
.................................. .

-
->
e =

Comparison

Qualitative, inductive (exploratory)



Results

Results

6 exploratory interviews 6 observations including pre-brief and debrief
- Project managers with experience from 5-20 years - Preliminary design or final design phase

- Emphasis on the definition and head - From student housing to big corporates

- Analysed using notes, minutes and /or video recordings



Results
$Q2: What does improvisation mean in project management?

Exploratory interviews
React to unexpected (interviewee 1, 2, 3)

Deviation from existing plan (interviewee 1, 3, 6)
Unknown outcome (interviewee 2, 6)

The merging of composing and executing (interviewee 5 & 6)



Results
$Q2: What does improvisation mean in project management?

Exploratory interviews Quotes
React to unexpected (interviewee 1, 2, 3) “Acting upon a situation which we did not expect” (interviewee 1)



Results
$Q2: What does improvisation mean in project management?

Exploratory interviews Quotes

“You embark on a path where you are not sure whether it will turn out
Unknown outcome (interviewee 2, 6) well, but that is what you will discover” (interviewee 2)



$Q3: What is “the head” in project management?

Level

Meetings

Phases

Organization

The head

Agenda

Program of
require-ments

Guiding
principles

Design
(product/
process)

Contracts

Planning

Results



$Q3: What is “the head” in project management?

Level

Meetings

Phases

Organization

The head

Agenda

Program of
require-ments

Guiding
principles

Design
(product/
process)

Contracts

Planning

Improvisation

Deviation agenda

Small design changes
Unusual design parts
Estimations

Scenarios

Deviation planning

Organizational deviation
Reacting to mismatching
expectations

Results



Results
$Q4: Which actions in project management become salient?

Level The head Action Parallel Lessons
Organization Contracts First, the project manager proposes to go after Soloing Taking initiative decided on
another party but then the architect decides to call the spot, originating from all

(observation 2) disciplines



$Q4: Which actions in project management become salient?

Level

Organization

Meetings

The head

Contracts

Agenda

Action

First, the project manager proposes to go after
another party but then the architect decides to call
(observation 2)

No agenda, project manager supports needs of other
disciplines (observation 4)

Parallel

Soloing

Comping

Results

Lessons

Taking initiative decided on
the spot, originating from all
disciplines

Course of meeting
determined together like in
jazz jam session



$Q4: Which actions in project management become salient?

Level

Organization

Meetings

Phases

The head

Contracts

Agenda

Design

Action

First, the project manager proposes to go after
another party but then the architect decides to call
(observation 2)

No agenda, project manager supports needs of other
disciplines (observation 4)

Installations advisor, manufacturers, architect and
contractor draw changes in the design for fire safety
(observation 3)

Parallel

Soloing

Comping

Trading fours

Results

Lessons

Taking initiative decided on
the spot, originating from all
disciplines

Course of meeting
determined together like in
jazz jam session

Going back-and-forth to
create common
understanding, accelerated
process



$Q4: Which actions in project management become salient?

Level

Organization

Meetings

Phases

Phases

The head

Contracts

Agenda

Design

Design

Action

First, the project manager proposes to go after
another party but then the architect decides to call
(observation 2)

No agenda, project manager supports needs of other
disciplines (observation 4)

Installations advisor, manufacturers, architect and
contractor draw changes in the design for fire safety
(observation 3)

Project manager does alternative propositions for
placement of air handling units (observation 6)

Parallel

Soloing

Comping

Trading fours

Provocative
competence

Lessons

Taking initiative decided on
the spot, originating from all
disciplines

Course of meeting
determined together like in
jazz jam session

Going back-and-forth to
create common
understanding, accelerated
process

Stepping outside role
necessary to enhance
product /process

Introduction
Research design
Literature review
Methodology
Results
Discussion
Conclusion



. Results
Synthesis

Two types of improvisation:
1)  within the design team meeting setting, also called the “safe zone”
2) reacting to exogenous trigger events outside of design team meeting setting



Synthesis

1)  within the design team meeting setting, also called the “safe zone”

Category definition: merging of composing and executing

Design team meeting setting: “safe zone”

Level

Meetings

Phases

Organization

The head

Agenda

Program of
require-ments

Guiding
principles

Design
(product/
process)

Contracts

Planning

Improvisation

Deviation agenda

- Small design changes
- Unusual design parts
- Estimations

- Scenarios

- Deviation planning

- Organizational deviation
- Reacting fo mismatching
expectations

Results



Synthesis

2) reacting to exogenous trigger events outside of design team meeting setting

Category definition: react to unexpected

Level

Phases

Organization

External

The head

Program of requirements

Design (product/process)

Contracts

Trigger event/
Improvisation

Late big change of requirement

Late big design change

Unexpected behaviour

Change in external circumstances

Results



Synthesis

Design team meeting setting: “safe zone”

Level

Meetings

Phases

Organization

The head

Agenda

Program of
require-ments

Guiding
principles

Design
(product/
process)

Contracts

Planning

Improvisation

Deviation agenda

Small design changes
Unusual design parts
Estimations

Scenarios

Deviation planning

Organizational deviation
Reacting o mismatching
expectations

Internal

Trigger event/
Improvisation

<< Late big change of

requirement

<4— Late big design change

<— Unexpected behaviour

Results

External

Trigger event/
Improvisation

Change in external
circumstances



SQ5: What does redescribing project management using these parallels tell us

about project management actions?

1%t type: within setting is jom
session
2" type: exogenous trigger
events have different reactions

Different heads present on
multiple levels
Tasks defined upfront but
merely form the head

Openness
Meetings led by whole team
Focus on reacting

Results



Discussion

Findings into context
Traditional project management literature: focus on defining tasks and control
Application of parallels brings new view, response to increasing complexity

Categories definition: no focus on 1% type ‘merging of composing and executing’

Practical implications

i) Facilitation of improvisation by project manager
ii) Focus on team improvisation and dynamics

iii) Work on reactions to exogenous trigger events

Discussion



Conclusion

Conclusion
“What can we learn from applying the parallels between improvisation in jazz and organisation to project management?”’

More accurate understanding of project management
Design team meetings like jazz jam sessions, led by whole team

Two types of improvisation:
1)  within the design team meeting setting merging of composing and executing
2) reacting to exogenous trigger events reaction to unexpected

Parallels soloing, comping, trading fours and provocative competence can be applied to 1st type
Trigger events present in project management and jazz, but parallels not applied to reactions



Conclusion

Conclusion
“What can we learn from applying the parallels between improvisation in jazz and organisation to project management?”’

Multiple heads on various levels
Tasks defined upfront but merely form the head

Improvisation prevalent and expected on a microscale
Openness
Team dynamics









BEYOND THE BOUNDARIES

MSc Thesis
Liz Hoogeveen (5005957)

Management in the Built Environment
1st mentor: Dr. J. L. Heintz
2nd mentor: Ir. H. J. M. Vande Putte
Graduation organization: Brink



Bibliography

Abuseem, A. J., Ojiako, U., & Dweiri, F. T. (2023). An Exploration of the Notion of Improvisation within Project and Project Management.

Alhussein, H., Shehab, L., & Hamzeh, F. (2022). Improvisation in construction planning: An agent-based simulation approach. Buildings,
12(10), 1608.

Bailey, D. (1992). Improvisation: its nature and practice in music. Ashborune, England: Moorland Pub.

Barrett, F. J. (1998). Coda—creativity and improvisation in jazz and organizations: Implications for organizational learning. Organization
science, 9(5), 605-622.

Berliner, P. F. (1994). Thinking in jazz: the infinite art of improvisation. The University of Chicago Press. Verenigde Staten: Chicago.

Brenneis, D. (201 3). Trading fours: Creativity, analogy, and exchange. American Ethnologist, 40(4), 619-623.

Cunha, M. P, Cunhg, J. V., & Kamoche, K. (1999). Organizational improvisation: What, when, how, and why. International Journal of
Management Reviews, 1(3), 299-341.

Giddens, A. (1984). The constitution of society. Outline of the theory of structuration. Cambridge: Polity.

Hamzeh, F. R., Faek, F, & AlHussein, H. (2019). Understanding improvisation in construction through antecedents, behaviours and
consequences. Construction management and economics, 37(2), 61-71.

Hatch, M. J. (1999). Exploring the empty spaces of organizing: How improvisational jazz helps redescribe organizational structure.
Organization studies, 20(1), 75-100.

Johnson, B. M., & Rice, R. E. (1984). Reinvention in the innovation process: The case of word processing. The new media, 157-183.

Klein, L., Biesenthal, C., & Dehlin, E. (2015). Improvisation in project management: A praxeology. International Journal of Project
Management, 33(2), 267-277.

Kuura, A., & Sandoval, I. (2019). IMPROVISATION IN PROJECT MANAGEMENT: LESSONS FROM JAZZ. Project Management Development-
Practice & Perspectives.



Bibliography

Leybourne, S. A. (2011). Improvisation and project management: what, when, and how. Paper presented at PMI Global Congress 2011 -
North America, Dallas, TX. Newton Square, PA: Project Management Institute.

Malucelli, G., Barbosa, M. T., & Carvalho, M. M. d. (2021). Facing the challenge of improvisation in project management: A critical review.
International Journal of Managing Projects in Business, 14(2), 369-389.

Miles, D. A. (2017). A taxonomy of research gaps: Identifying and defining the seven research gaps. Doctoral student workshop: finding
resedrch gaps-research methods and strategies, Dallas, Texas.

Miner, A. S., Bassof, P., & Moorman, C. (2001). Organizational improvisation and learning: A field study. Administrative science quarterly,
46(2), 304-337.

Murphy, J. P. (1990). Jazz improvisation: The joy of influence. The black perspective in music, 7-19.

Sohi, A. J., Bosch-Rekveldt, M., & Hertogh, M. (2019). Practitioners’ perspectives on flexible project management. IEEE Transactions on
Engineering Management, 68(4), 911-925.

Turner, J. R., & Miller, R. (2003). On the nature of the project as a temporary organization. International Journal of Project Management,
21(1), 1-8.

Weick, K. E. (1998). Introductory essay—Improvisation as a mindset for organizational analysis. Organization science, 9(5), 543-555.

Whitty, S. J., & Maylor, H. (2009). And then came complex project management (revised). International Journal of Project Management,

27(3), 304-310.

Wikstréom, K., & Rehn, A. (2002). Playing the live jazz of project management. Project Jazz LLC paper.



Reflection

+ -
Using the head to categorise improvisations Implicit components hard to talk about. Next time: not providing
examples to prevent steering the conversation

Pre-brief and debrief in combination with the observations
Stronger focus on team improvisation

All empirical data from 1 internship company



Future research

Pre-briefs and debriefs with more than 1 participant per observation
Follow multiple meetings of the same project
Compare improvisations between SO, VO and DO design phase

Stronger focus on paralinguistics and body language
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