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ABSTRACT 
 
Title:  How Diversity Influences the Work Process in Cooperation Projects  
Author: Sofia M Westerberg 
Supervisors: Marie Aurell, Marie Hemming 
Department: School of Management, Blekinge Institute of Technology 
Course: Master’s thesis in Business Administration, 10 credits 
 
Background: Cooperation beyond organizational boundaries becomes more necessary because of the 
changing nature of the business environment. The project as a form of organization is very well suited 
to carry out difficult tasks, not only within organizations but also between them. This means that the 
traditional view of looking at projects needs rethinking; there is a growing spectrum of projects with 
wider objectives and a broader scope, which leads to a higher degree of complexity and uncertainty.  
 
Purpose: The purpose of this thesis is to get a better understanding of how diversity influences the 
work process in a cooperation project. Because the cooperation project is becoming a more common 
phenomenon, it is interesting to learn more about how diversity has an impact on its work processes 
and characteristics. Hopefully this study can be one input to managers in making decisions about if a 
task shall be carried out in a cooperation project group or not, and if that should be the case, what 
implications this can have on the project and its outcomes. 
 
The research question is: 
How can diversity influence the work process in a cooperation project?  
 
Method: The thesis focuses on the development of the work process in a cooperation project, where 
the participants come from different organizations, and where there is a high degree of diversity. This 
is done through a literature review, observations and interviews. 
 
Theory: The theories are about cooperation projects, negotiation in small groups, uncertainty and 
complexity in projects and factors of diversity that influence the process; interests, conflicting 
interest, objectives, motivational orientation and trust. The FIRO-theory of group development 
(Fundamental Interpersonal Relationship Motivational orientation, Schutz 1989) is also used.  
 
Analysis: First a literature study was carried out and then methodologies were chosen.  
The analysis was made from observations and interviews and carried out on three levels; the 
individual level, the group level and the organizational level. First I looked at each individual’s own 
role and behaviour in the group, secondly and thirdly, the organizations´ own interests, objectives as 
well as the group’s interests, etc, were considered. The factors of diversity (interests, objectives, 
orientation and trust) were systemized and analyzed in relation to the three levels of analysis and then 
discussed in connection to the literature. The findings were combined with the work process and 
development phases of groups to see how this is influenced by the diversity.  
 
Conclusion:  
The diversity which exists in a cooperation project influences the work process in a number of ways. 
The findings in this study point to a number of issues. The diversity makes the group development 
phases more complex than in a traditional project. The two first phases of group development in 
the work process will probably take longer time. The work process is also more sensitive and 
steps back in development phases are more common than in a traditional project. Either 
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development of trust takes longer time or only so called “swift trust” will develop. There are 
more environmental factors that influence the project. Because of the diversity, the formal 
positions of the representatives in the group become more important. Possible ways of handling 
the diversity are a general group assignment instead of a concrete objective and a delegated 
responsibility from the management to the project group. 
 
Two new forms of motivational orientation of group members were observed during this study. One 
form I have called “Changing motivational orientation”. The other form of motivational orientation I 
have named “More than cooperative”. In “Changing motivational orientation”, some of the members 
in the group turned from one motivational orientation to another one during the scope of the project. 
In being “More than cooperative” the members see the group’s assignment as the most important 
task. 
 
The study also shows that the so called “claiming-creation dilemma” (Schei and Rognes, 2005) is not 
always applicable. Not all the participants saw the balancing between the interests and objectives of 
their own organization on the one hand and the assignment of the project group on the other. Some of 
them looked only at their organizations interests and some of them focused totally on the group 
assignment. 
 
The study also shows that the FIRO-model for group development is relevant also for cooperation 
projects, but with some adjustments, because the development phases takes longer time due to the 
issue of diversity. 
 
Practical implications for managers: 
It is important that managers take into consideration that diversity in a cooperation project gives other 
prerequisites for the work process in the project. Because the two first phases of the group 
development is likely to take longer time than in a more traditional project, there might be time 
pressure in the end if some more time compared to that in a traditional project is not calculated with. 
Through lowering the degree of uncertainty, through knowledge about diversity in the form of 
interests, conflicting interests, objectives and trust, it might also be possible to shorten the two first 
phases of group development. It gives prerequisites to increase the sense of security and through that 
a feeling of trust can evolve, which in turn gives an efficient group climate. All this implies that the 
possibilities to reach better outcomes of the project increase.  
 
When choosing representatives to the group, think about the formal positions of the people and reflect 
on what signals this give to the other organizations. Discuss and reflect upon which motivational 
orientation the participants from the own organization should have, depending on if you want short-
term results or a long-term cooperation. Try to identify which motivational orientation each of the 
other group members has for the project work, as this will lead to a greater understanding of the 
process. Take into account that the motivational orientation is not static, but can change during the 
time of the project. 
 
It is not easy to judge what impact environmental factors have on project work. Therefore, reflect on 
what might happen and create different scenarios in order to be well prepared for a variety of 
situations. 
 
 
Keywords:  cooperation project, uncertainty, complexity, diversity, interests, conflicting interests, 
objectives, motivational orientation, trust, the work process
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   CHAPTER 1 
 

INTRODUCTION 
 
This chapter will first frame the study through explaining the background, discussing the problem, 
stating the aim and purpose of the thesis as well as the research question. Then the study will be 
positioned through showing what is new in this research. 
 
 
1.1 Background 
 
The rapidly changing environments for many business- and work organizations have put new 
demands on them. The reality for companies today is characterized by permanent turbulence, with 
rapid and unpredictable changes (Christensen, Kreiner 2005). In attempts to adapt to this changing 
reality, to cope with it and to handle it in a flexible manner, businesses and organizations have 
granted project groups, or teams, increased autonomy and flexibility (Dubrin, 2004). This means that 
businesses and organizations are opening up for cooperation beyond organizational boundaries to 
survive in the changing environment. Recent research shows that the traditional view of looking at 
projects needs rethinking; there is a growing spectrum of “softer” projects, with wider objectives and 
a broader scope with a larger amount of complexity and uncertainty. The more traditional concept of 
a project has been broadened also to involve multiple projects that are not so well defined, where 
goals are wider and negotiations ongoing (Atkinson et al 2006). Also the notion of projects that 
involve a number of different participating organizations has become more common, when an overall 
goal exists and to reach greater efficiency (Wisén, Lindblom 2004). 
 
The changing nature of the business environment opens up for cooperation beyond organizational 
boundaries. The need for complementary competencies, increasing benchmarking and keeping up 
with fast changes in global economy becomes more necessary. It is impossible for one organisation to 
cope with all of this on its own. According to Wisén, Lindblom (2004) one organization on its own 
cannot have all the competence, knowledge, contacts and means required for development. 
 
Traditionally, the project has been viewed as a tool, a means to reach intended goals, where the stages 
consist of planning, controlling and evaluation. It is close to make the comparison of viewing an 
organization as a machine. Relevant today is instead to view the project as a contemporary organized 
process. The relevant project stages are expectations, action and learning, which interact during the 
lifetime of the project. Some of the characteristics of the new form of project, the contemporary 
organization, is an organized course of action aimed at completing a non-routine process and is so 
complex in terms of roles and number of roles that it requires conscious organizing. Focus is no 
longer on planning and structure, but on viewing the actions of individuals, which together form 
processes (Packendorff, 1995).  
 
 The project as a form of organization is very well suited to carry out difficult tasks, not only within 
one organization but also between several organizations. Because a project is organized in a different 
way it puts other conditions, possibilities and constraints on the participants than the more regular 
forms of organizations. This is even more accentuated in projects that consist of participants 
representing many organizations. The most important advantage in using cooperation projects is that 
the focus of the work is more on the question as such, not on the means of the specific organization 
(Wisén, Lindblom 2004).   
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Cooperation project groups give diversity in the group. In creating a group consisting of participants 
from multiple businesses or organizations, there is of course diversity. Diversity arises from different 
objectives and interests of the organizations and /or participants themselves, motivational orientation 
of the participants, ideas and opinions, etc. In diversity management, factors of gender, culture, 
ethnicity, etc, are normally discussed. This thesis instead focuses on factors that create diversity 
because organizations should cooperate, not depending on the group members´ diverse backgrounds. 
 
“…the fundamental problem of organization is precisely about reconciling and bringing together 
individuals and groups with divergent, often conflicting, interests and perspectives.” 
     (Bresnen, 2007, p.368) 
 
Because of the diversity there is a high level of uncertainty and complexity in the project group. The 
participants find themselves in a complex situation, because there are a number of factors that give 
diversity which must be tackled in one way or another. For example, the participants have at least two 
levels of interests to take into account; demands that the work in the group is progressing well and 
reaches its goals and at the same time take into consideration and protect the interests of their own 
organization. And, maybe conscious, or at a more unconscious level, there are the individual interests 
of each participant which might affect the work in the group. In public-private partnership projects in 
the Netherlands, it was shown that project management problems can be traced back to the conflicts 
of interest between the partners (Reijniers, 1994).  
 
 
1.2 Cooperation projects open up for diversity 
 
“Project work in the future will provide a way for organizations to release the creative forces within 
themselves rather than to plan; a way to enhance participation rather than control.” 

(Packendorff, 2005, p. 320) 
 
Uncertainty and complexity are two concepts that have become more and more relevant during the 
last years due to the changing business environment. Globalisation affects companies and their 
situation; competition increases at the same time as the market expands, etc. This leads to a higher 
degree of uncertainty- who are my customers, where can I find them, what do they want, etc. At the 
same time it also implies a higher degree of complexity to handle (Christensen, Kreiner, 2005). As for 
projects and project management, this is also very much about handling uncertainty and complexity. 
According to Lin et al (2005) groups have become more complex, multilevel and dynamic than 
before. This is even more noticeable with the notion of cooperation projects becoming more common 
as a form for handling more qualified development and cooperation issues. The notion of a 
cooperation project is in many ways a result of this business reality and the new needs and demands 
that have arisen. It also is affected by uncertainty and complexity (Atkinson et al, 2006).  
 
The cooperation project as a phenomenon occurs as a response to the new business environment. 
Projects consisting of participants from a number of organizations have been called differently by 
different authors. Wisén and Lindblom (2004) call them “cooperation projects” and define them as 
projects that are about cooperation between a number of actors that do not have the same 
management and that are formally independent of each other. 
 
Other definitions are “multiple projects” and “soft projects”. Soft projects are broader, open to 
negotiation during the life span, success measures are more qualitative than quantitative, there is a 
high stakeholder involvement, there can be many alternative solutions, etc (Atkinson et al, 2006). 
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Kadefors (2004) calls it “partnering projects” and speaks about inter-organizational relations in 
projects. 
 
I have chosen to use the definition of a cooperation project made by Wisén and Lindblom (2004) in 
this thesis, because I feel that it is the most straight forward and simple term. It also fits well with the 
case studied here. 
 
There is also the notion of a small group that is of relevance related to the topic, because is has many 
similarities with a project group. The participants form a small group; they have different goals to 
achieve and multiple interests to take into account. A small group can exist in business transactions, 
in work organizations as well as in the private sphere as families, volunteer organisations (Schei, 
Rognes, 2005). As well as there is research concerning projects and protect management, there is also 
research concerning small groups and how they act and function. A group can be defined as three or 
more independent and interacting individuals (Ancona, Freidman & Kolb, 1991 in Schei, Rognes, 
2005).  
 
There are prerequisites and obstacles concerning the cooperation project. At the same time as it gives 
greater possibilities and opportunities for the parties, it puts bigger constraints and complex situations 
for the project group to handle. In projects consisting of many parties there is a higher degree of 
uncertainty and complexity than usual. This affects the project to a large extent. (Atkinson et al, 2006)  
 
The uncertainty is related to a number of aspects, in relation to performance measures such as costs, 
duration, quality, and to aspects of objectives and priorities, relationships between project parties, etc. 
All these aspects are essential, but the latter ones are more important for the project performance. 
(Chapman, Ward, 2005) 
 
These aspects create the diversity which is underlying and influencing the uncertainty and 
complexity. The diversity which is discussed here is related to the situation where organizations 
should cooperate in an external environment, outside the normal organizational boundaries. It is not 
diversity in the sense of depending on the group members’ backgrounds, such as ethnicity, culture, 
religion, gender, etc. Looking closer at diversity, there are a number of notions that are relevant; for 
example interests, conflicting interests, objectives, negotiations, motivational orientation, trust, 
commitment, organization learning and sharing of knowledge. 
 
All of these concepts and terms give a deeper meaning and understanding to the concept of diversity. 
They all give complexity and uncertainty in the setting of a cooperation project. They also help to 
consider aspects and perspectives of the term cooperation project and its environment. Therefore, 
complexity and uncertainty cannot be seen only in relation to the new business environment, but also 
on the project level. The diversity in objectives, interests, motivational orientation, etc, within the 
cooperation project, creates a project environment which is complex and uncertain. 
  
In relation to the concepts of diversity there are a number of factors used and discussed; objectives, 
negotiations, motivational orientation, group climate, trust, sharing and transfer of knowledge, 
interests, etc. I have chosen to look closer at four of these which are of special relevance in the study; 
interests, objectives, motivational orientation and trust. The reason for this is that the literature review 
shows that objectives and motivational orientation very often are intertwined with the interests, and 
trust is an important measure that strongly influences the work process in a project with an 
environment characterized by uncertainty. 
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The other concepts and terms mentioned would, I am sure, also give interesting information about the 
cooperation project and its characteristics, but I had to make a choice to look at a restricted number of 
areas to make the study possible to carry out during the time period given. Atkinson et al, 2006, 
means that when there are high levels of uncertainty, management processes associated with for 
example building trust must be better understood and developed. Also the objectives and motivational 
orientation of each stakeholder must be clarified at an early stage of the project.  
 
In discussing diversity, interests and conflicting interests are important factors giving rise to 
uncertainty and complexity in relation to cooperation projects (Atkinson et al, 2006). The project 
participants come from many organizations and have differing interests to take into account; those of 
their own organizations and those of the group as a whole.  

 
The term interest can have different meanings depending on the situation and setting, with changing 
content and connection to the situational environment. It is also closely connected and interrelated to 
two other terms; motivational orientation and objectives. Where do you draw the line between an 
interest, an objective or a motivational orientation? Sometimes this is clear, but sometimes the picture 
is more blurred, with the concepts interrelated and intertwined. 
 
There are open and hidden interests at the organizational level, at group level and at the individual 
level. Interests can also be conscious and unconscious, also varying between the organization, group 
or individual. Open interests are normally concrete and outspoken, while hidden interests may be 
unspoken, abstract and sometimes inconsistent (Fisher et al, 2005). In a cooperation project, the 
participants have a complex situation to handle, taking many interests into account.  
 
Diversity in interest can sometimes give rise to conflicts. Conflicts of interests are often seen as 
something negative that should be avoided, because they otherwise threaten to destroy the 
cooperation. According to Chen (2006) the negative aspects of conflicts arise when they are 
interpersonal, in other words with another individual, and discussions get hostile and competitive. But 
there may be positive aspects when there is a conflict about the task. Task conflicts sometimes give 
fruitful discussions. New ideas and new perspectives may develop the cooperation or results even 
further. A team that is more multi-functional can give a broader perspective on problem solving and 
numerous possibilities can be uncovered.  Another positive aspect is that the diverse interests can 
make the dialogue more focused and thorough, the participants must think in new ways and develop 
their arguments in a better way. (Chen, 2006) On the negative side is that it might be more difficult 
for the participants to agree on common goals and that there may be more conflicts, if the members 
do not manage to work in a positive, open environment. (Dubrin, 2004) 
 
The notion of objectives, or goals, in a project is also closely related to diversity. There are at least 
two aspects of this. Firstly, how well the goal is defined affects how different interests will take up 
time in the process and how it will influence the work carried out. Secondly, stakeholders with 
separate interests might make the process of finding common objectives more complex  (Wisén, 
Lindblom 2004). A project with participants from many organizations have multiple objectives, there 
may also be hidden objectives. (Reijniers, 1994) There are different levels where objectives, or goals, 
exist; on the individual level, the group level and the organizational level. According to Svedberg 
(2007) there is a natural competitive relationship between these. All three cannot be maximised at the 
same time. But this does not have to be solely negative. If they are within reasonable limits, they can 
stimulate the developments of the group. 
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Diversity is also affected by if the participants in a group have different kinds of motivational 
orientation when they discuss, or negotiate, common solutions for the project work. (Brett 2001, De 
Dreu, Weingart & Kwon, 2000 in Schei, Rognes 2005) The motivational orientation is closely related 
to the notion of interest and objectives. The motivational orientation of a participant decides which 
interests that are taken into consideration and put forward in a group. Some participants have what is 
called an “individualistic motivational orientation”, while others have a “cooperative motivational 
orientation”.  The individualists look either at the outcome and results for their own or for their home 
organization. The motivational orientation of an individual can therefore depend on the person’s own 
interests or from instructions from, and/or responsibility to, an organization. The participants with a 
cooperative characteristic want to get good results both for their own sake, or own organizations sake, 
and at the same time for the group as a whole. 
 
In projects, trust between the participants is vital to reach a successful completion.  Trust is a 
necessary factor for processes to function with efficiency and effectiveness. The development of trust 
is important to take into consideration to obtain good team relations and a positive outcome of the 
project. (Munns, 1995) It is a challenge to obtain a good group climate in cooperation projects, which 
exist in complex and uncertain environments. The building of trust is necessary to obtain a feeling of 
safety in a project, and this is one important aspect in obtaining a good team climate (Loo, 2003). The 
process of establishing and achieving trust in these kinds of projects is complex. (Kadefors 2004) 
There are interests, objectives, motivational orientation, etc, to take into consideration in relation to 
trust. Trust is reciprocal in its nature. If some group members do not trust each other, this will “wear 
off” on the other group members and a negative spiral of decreasing trust will start. On the contrary, a 
good spiral of trust will occur when group members do start to trust each other. (Munns, 1995) 
 
 
1.2.1 The work process and group development 
According to Durkheim, project work is a social phenomenon and cannot solely be explained by the 
characteristics of individuals. Instead it should be explained by collective characteristics, such as the 
project group and the individuals´ own organizations. (Blomberg, 2003) The group identity in a 
project has three perspectives: the task dimension, which is about contents, the “what”, the 
management dimension, which is about the meaning of the group, the “why” and the cooperation 
dimension, which is about the process, the “how”. (Svedberg, 2007) In this thesis I will touch all 
perspectives, but the focus of the study will be on the process, the question of how. This kind of 
project work is always a process. (Wisén, Lindblom 2004) This is why, in this setting, it is interesting 
to look at the process through which a project evolves.  With the concept of the work process in this 
case I mean the process that takes place from when a project group gets an assignment to when they 
have finished, the project life time is over and they have delivered a result. The group development 
that takes place has an impact on this work process and how it develops. 
 
Closely related to the work process is the concept of group development. Every project is a unique 
grouping of individuals who are not used to working together. Therefore it is especially important for 
the group to build and establish a common frame of reference, culture and knowledge. (Berggren, 
Lindkvist, 2001) There are a number of theories about group development. They have in common 
that they discuss issues such as membership, power and roles, but they differ concerning the aspect of 
time. (Svedberg, 2007) The theories can be divided into three “schools” (Wheelan 2005 b in 
Svedberg 2007). One school is the sequential model which says that a group goes through a number 
of predestined phases. A well-known model is the one of Tuckman and Jensen (1977). It consists of 
the development phases of forming, storming, norming, performing and adjourning. The second 
school sees group development as a life-cycle; a group is born, develops, matures and dies. The third 

Internet MBA  Sofia M Westerberg 



How Diversity Influences the Work Process in Cooperation Projects 12 

school talks about a cyclic model, where the group is pending between different development issues. 
Some of them are more important than others and some might be relevant again if something happens 
in the group, for example new members arrive. Examples of cyclic theories are the FIRO-theory and 
the Bion´s theory. (Svedberg, 2007) No matter what type of model, it has also been shown that one 
factor that has an impact of the appearance of the stages in the development process is the 
composition of group members (Tuckman, Jensen 1977).  
 
I have chosen to use the theory about the FIRO-circle as a means to analyze and reflect around the 
work process and the group development in this cooperation project. The model has been chosen 
because of two reasons; it is pedagogically simple and easy to explain and use and it is quite well-
known. Because of this, the model gives a good, clear framework when analyzing the group process 
in the study.  One could say that this is one of the simpler models, but the aim is to get a general 
outline of the happenings and proceedings in the process. If one would like to go deeper into this 
issue, the choice of model might very well be another. The model does not especially take into 
account the notion of a cooperation project, as well as no other model, and therefore it will be 
interesting to see how it can apply in this case. 
 
 
1.3 Aim/ purpose/ research question 
 
The purpose of this thesis is to get a better understanding of how diversity influences the work 
process in cooperation projects. The aim is to increase the knowledge and understanding regarding 
how a cooperation project works and analyze how this knowledge can be used in other projects. Since 
projects consisting of participants from many organizations become more and more common, there is 
a need to increase the knowledge within this area. The more traditional concept of a project has been 
broadened to also involve multiple projects that are not so well defined, where goals are wider and 
negotiations ongoing. (Atkinson et al, 2006) Also the notion of projects that involve a number of 
participating organizations has become more usual, when there is an overall goal and in order to reach 
greater efficiency. (Wisén, Lindblom 2004) Therefore it is interesting to see how diversity, which is 
inevitable in this kind of project, influences its work process and characteristics. The study will look 
close at a cooperation project where the participants come from multiple organizations and the 
development of the work process, which is characterized by diversity in relation to objectives, 
interests, motivational orientation and trust.  
 
The research question is: 
How can diversity influence the work process in a cooperation project? 
 
 
1.3.1 What is new in this study? 
The concept of the cooperation project is quite new; it has existed over a number of years, but has 
become more a more common for development and/ or research projects, solving common problems, 
etc. Therefore issues influencing the work process in this kind of projects are, if not brand new, on the 
other hand not thoroughly analyzed and discussed. According to Beersma and De Dreu (2002) only a 
few studies have looked at small group negotiations, which are close to the topic of this thesis. New is 
also that this study relies on empirical materials, while the other studies concerning small group 
negotiations consist of materials from experiments (Schei, Rognes, 2005). 
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1.3.2 How can this study be of use? 
Hopefully this study can be one input to managers in making decisions about if a task shall be carried 
out in a cooperation project group or not, and if that should be the case, what implications this can 
have on the project and its outcomes. There is the view-point that through knowledge about the real 
world, you can have an impact to change the world in a positive direction. (Blomberg, 2003) Even if 
this is a lot to be said in relation to one thesis, it can hopefully give some ideas and future guidance 
for managers facing cooperation projects.  
 
Diversity can also exist in more traditional projects and have an influence on the work carried out.  
The difference is that diversity is an emphasized feature and characteristic in cooperation projects, 
where complexity and uncertainty are higher. Even so, this means that there might be aspects 
discussed in this thesis, which may be of interest to more traditional projects as well.  
 
 
1.4 Outline of each chapter 
 
Chapter 1 frames the study through stating the aim and purpose of the thesis and discussing the 
research problem and research question. The study is positioned through showing what is new in this 
research. 
 
Chapter 2 outlines and discusses the methodologies used in this thesis; explains why certain 
methodological choices have been made and reflects upon their relative strengths and weaknesses. 
 
Chapter 3 presents a review of the literature within the field today and reflects around theories and 
concepts that are relevant in relation to the research topic.  
 
Chapter 4 gives a background and a presentation of the empirical study carried out.  
 
Chapter 5 analyses the empirical findings in relation to the theories and concepts discussed in chapter 
3.  
 
Chapter 6 covers the conclusions made from the study and reflections made in relation to it. It 
discusses practical implications to managers in using cooperation projects and gives suggestions to 
further research within this field of study. 
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CHAPTER TWO 

 
METHODOLOGY 

 
 
This chapter will outline and discuss the methodologies used in this thesis; explain why certain 
methodological choices have been made and reflect upon their relative strengths and weaknesses. 
 
 
2.1 Methodology discussion 
  
A qualitative analysis has been made through studying of a project group consisting of representatives 
from three organizations. Qualitative analysis is best suited when you want an understanding of 
something fundamental or specific in a certain environment.  The qualitative methods are 
characterized by the emphasis on understanding, observations and measurements in natural settings, 
closeness to data, process oriented, generalizations by comparison and context of individual 
organism, etc (Ghauri, Grönhaug, 2005). Focus is on a cooperation project group and how its working 
process functions. Repstad (1999) says that from a scientific aspect, it is of interest with studies of 
environments that are for example extreme, unique or have not been investigated earlier. This is 
because there is a real chance to find new knowledge. According to Ghauri, Grönhaug, 2005, the case 
is also useful for testing and developing theories. 
 
My approach is more of an interpreting and reflecting kind than one of testing. The form of the 
knowledge has more the characteristic of giving insights, more than of giving the absolute truth. A 
cumulative insight is created through descriptions and statements that can contribute to the 
understanding of different environments, not through statements that are universal and as such 
relevant to all in all situations (Alvesson, Deetz, 2000). I have used a combination of qualitative 
methods and also a combination of primary and secondary data, as well as a literature review, in my 
work. The method is inspired by a hermeneutic and interpreting approach. Alvesson, Deetz (2000) 
mean that the basis for most interpreting researchers, in their qualitative methods, is hermeneutics, 
ethnography or phenomenology. To guarantee scientific quality in a qualitative study, the criteria are 
the same as for quantitative studies; that the research methods are appropriate and sensitive to the 
question being asked, the connection to theory is clear, that the data collection and analysis were 
systematic and that there is a discussion about how concepts were derived from the data as well as 
about the evidence for and against the researcher’s arguments (Silverman 2001). 
 
A combination of methods that complement each other is the best way to carry out research, because 
the methods retrieve different kinds of information and shed light on the issue from different angles 
and perspectives (Andersson, 1994, Repstad 1999). The combination of methods is a way to increase 
the accuracy of the study and this is relevant in relation to the concept of validity, especially when it 
comes to case studies where there is a need to validate information that comes from numerous 
sources. (Ghauri, Grönhaug, 2005) From my perspective an important reason for using more than one 
method is to be able to catch the complex picture of a project group and the work process, to get a 
chance to see and understand the complexity of the situation. The observation was made in order to 
watch and be able to analyze the work process, while the interviews and background materials were 
made to map the factors giving diversity at the organizational, group and individual level. But at the 
same time the two methods supported each other; the interviews made it possible to increase the 
quality of the observation, by being able to ask questions about things that I had observed and the 
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observations made it possible to ask more detailed and knowledgeable questions during the 
interviews, which also increased the quality of these and the results.  
 
In choosing which methodology to use it is important to begin with the problem, the research 
questions that should be addressed (Andersson, 1994). According to Alvesson, Deetz (2000) most 
interpreting researchers carry out their studies in the field and observations and in-depths interviews 
are essential methods used. I consider the combination of the three methodologies to complement 
each other in a good way. Firstly, the literature studies put the research issue in a context gives depth 
and meaning to the study. Secondly, the written background information give the framework for the 
happenings and also show the organizations´ standpoints. Thirdly, the individual interviews give a 
deeper understanding through the possibility to clarify issues and questions. The observations of the 
study give a picture of the happenings from “outside”. The methods complement each other and are 
reciprocal. When one issue is visible through one methodology, this can be seen from another 
perspective through one of the other methods; an issue that has not been visible through one of the 
methods come up in another one and can then be discussed and seen in a different light. 
 
As an additional way to secure the quality of the methods and the results, all the members in the 
project group had the possibility to read and comment on the study before it was handed in. 
 
A qualitative analysis of the study has been made through the following data: 
 
a) Observations of the project group.  
Being the secretary of the group, I observed, made notes and taped all the group meetings during year 
2006. There have been 6-8 full day meetings. The participants in the group agreed to that this study 
was carried out. 
 
b) Individual semi-structured interviews with all group participants and the chairman, all in all seven 
people. 
 
c) Background materials have been studied, such as the group’s assignment, the cooperation 
agreement between the organizations, their strategic plans, presentations, etc. 
 
And the following theory: 
 
d) Literature studies of the existing knowledge and research already carried out concerning project 
groups, small group negotiations, the work processes and concepts in relation to these, for example 
uncertainty and conflicting interest. 
 
 
2.1.1 Interviews 
 
“The advantage of in-depth interviews is that we can gain a more accurate and clear picture of a 
respondent’s position or behaviour. …….…..This method of data collection is highly suitable for 
exploratory and inductive types of study as it matches their purposes very well.”  
    (Ghauri, Grönhaug, 2005, p. 133) 
 
In interviews it is almost always about subjective information. It is the person’s views, values, 
experiences, etc, that are of interest. This is the case because our experience of the reality leads to 
consequences and has an impact on how we act and react. In the interview we can find out such 
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information as facts, opinions, attitudes, values, experiences and how a person interprets his/her 
environment (Andersson, 1994). The aim of qualitative interviews is to understand people and how 
they perceive their lives and situations. You get information, such as meaning, description, specific 
information, new knowledge and sensitive issues, which might not be possible to obtain from 
quantitative interviews (Kvale, 1997). The interviews in the study were individual, in order to get as 
much depth as possible in the investigation and to get each person’s views and opinions, without 
being influenced by other people, which might happen in a group interview. It was also important to 
meet the persons and not to rely on telephone interviews, in order not to “lose” any information, to 
see the person’s reactions, to make clarifications and to facilitate asking follow-up questions. 
Andersson (1994) states that communication takes place in both verbal and non-verbal forms in an 
interview situation. Through the non-verbal communication, such as posture, facial expressions and 
intonation, information is mediated. All the interviews, with one exception, were made face-to-face. 
 
Ghauri, Grönhaug (2005) say that the disadvantage of the in-depth interview is that it puts high 
demands on the interviewer, to have the knowledge and competence needed as well as an 
understanding of the research problem and the information needed. In this case, as an interviewer I 
had knowledge about the area through the observation carried out. Positive aspects of this are that I 
had good insight in the group and an understanding of the situation, the assignment, etc. Negative 
aspects might be that being knowledgeable may create subjective views about the happenings. Also, 
Ghauri, Grönhaug (2005) point out that one of the disadvantages about using in-depth interviews is 
that they may be difficult to analyze in an objective way.  It can be discussed if it is at all possible to 
be objective, since a researcher always has a role in a given context. Alvesson and Deetz (2000) argue 
that objectivity is not a central issue in research. The world is in itself intangible, facts and data have 
a meaning in relation to a certain context. The aim of the analysis of this case is to interpret and 
reflect around a specific situation and through this to get more experiences about the phenomenon 
studied. Another weakness according to Ghauri, Grönhaug (2005) is that the interviews can be too 
time-demanding. In this case the interviews were not too many and not so time-demanding; instead 
they gave valuable information and deeper insights to the study. 
 
The enquiry consisted of open questions, in order not to limit the persons interviewed. According to 
Kvale (1997) the real strength of the qualitative interview is its openness. This was possible because 
seven interviews were carried out. If more people had been interviewed, it would have been too time-
consuming in relation to the course work. This way, the interviews gave important knowledge to spot 
the developments and happenings in the group. All the six participants in the group agreed to be 
interviewed, as well as the chairman, which gave me good possibilities to get the overall picture of 
the group. The interviews were semi-structured and I used an interview guide with questions that 
were covered during the interview. The enquiry was first tested on two persons that knew nothing 
about the subject to see if the questions were easily understood or not. The first person being 
interviewed was also asked to give his opinions about what might need to be improved for the other 
interviews. After the interviews, everyone got to see their answers in writing to make sure that there 
had been no misunderstandings. 
 
Some areas might be sensitive to the person being interviewed and he might not want to answer or 
admit to something (Andersson, 1994). The weakness of the interviews as a method in this case is 
that it doesn’t show if the interviewed person has unconscious interests. IF he has individual interests, 
he might not wish to reveal this. My hope is that the observations and interviews complement each 
other, makes it possible to see things that would not be visible otherwise and to show if there are 
other relevant areas that should be taken into account. 
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2.1.2 Observation 
 
“In business studies, case study research is particularly useful when the phenomenon under 
investigation is difficult to study outside its natural setting and also when the concepts and variables 
under study are difficult to quantify.” 
  (Ghauri, Grönhaug, 2005, p. 114) 
 
As empirical data open observations of a cooperation project has been carried out together with 
several interviews and related written background information. This way it has been possible to do a 
real study, in a real situation. The value of observations is that it gives the researcher direct contact 
with social processes and happenings (Repstad, 1999). Normally when it comes to small group 
research the researchers rely on experimental simulations engaging for example students, which Schei 
and Rognes do, to carry out fictive group work. The strength of laboratory experiments is that the test 
of effects are controlled and assumed to be universal (Schei, Rognes 2005). At the same time, a real 
situation has important strong aspects compared to an experiment, as there are real people in an actual 
environment.  In using a real-life situation instead of an experiment, one weak point is that the 
developments cannot be controlled in the same way as in an experiment and other factors can affect 
the happenings. But at the same time, the ability to make interpretations and reflections, which can be 
of interest in more situations, could be higher this way. This is because you know what actually 
happened in a real-life situation with professional participants involved instead of students or a 
similar group of people. In this way the people had the required qualifications and experience, and the 
situation, with threats and possibilities, was real to them.  
 
The study was a participatory observation, and through this open, so the participants knew that they 
were being observed (Ghauri, Grönhaug, 2005). There might of course be a difficulty in the fact that I 
acted as secretary in the group and also became a member of the group. According to Ghauri, 
Grönhaug (2005) it might be hard to keep the objectiveness as researcher and be influenced by the 
relations with the people in the group. But at the same time it gives closeness to the subject area 
studied that cannot be obtained otherwise. I do not feel that this has been a problem, since the results 
of the study have not put me in a situation where I need to be either loyal to the group or to the study. 
Instead, in the qualitative methodology, the importance and necessity of having a close and direct 
relationship to the area of study is underlined (Repstad, 1999). Since it is usually difficult to be 
granted access to a real project group with a difficult task, this was a fantastic opportunity to be able 
to follow a project group and the work process at close range. It has given me the opportunity to 
follow the work and make observations to catch and try to reflect around the complexity in such a 
project. 
 
The main advantage of the observation data is that it is collected for this specific issue and through 
this in line with the research question. But on the other hand, it takes a lot of time and the scope is 
narrow. Usually it is also difficult to get access to (Ghauri, Grönhaug, 2005). That is why this was a 
good opportunity to study the area. 
 
The question of the possibility to generalise from qualitative methodology has been discussed a lot, 
especially in relation to observations and case-studies. There are three kinds of generalisation; the 
naturalistic, the statistic and the analytical generalisation. On the other hand, there is also the view 
that it is the recipient of the information who decides whether a result can be used in a new situation 
of not. (Kvale 1997) Silverman (2001) mean that there are some methods which increase the 
possibility to generalize from a qualitative study. Concerning the case, it is a real life situation. The 
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participants had the required qualifications and experience and the situation, with threats and 
possibilities on organizational-, group- and individual level, was real. This is opposed to the normal 
method in small group research, which is to make experimental situations and study students or a 
similar group of people (Schei, Rognes 2005). Since the case is a real-life situation with professional 
participants involved, the ability to draw conclusions that are of interest for others should be quite 
high from this study. The prerequisite is of course that the study has been carried out with scientific 
quality in terms of reliability and validity that are relevant for qualitative research and that it has been 
operationalized in a proper manner (Silverman 2001). 
 
As stated above, conclusions are not easy to generalize for all other small groups, but experiences 
from one group can give input, knowledge and new insights that can be “translated” and adapted to 
another group’s situation and setting, and through this give useful information. Another way is to ask 
questions and make reflections from the conclusions drawn; this is the case here, does it have any 
relevance in relation to your situation?  
  
 
2.1.3 Literature studies 
There is a lot of relevant literature in relation to this topic, within project management, project 
groups, small groups, etc. I have searched information through the databases at Blekinge Institute of 
Technology’s library and used the Elin@-search engine, the Libris database, the Proquest database, 
etc, with search words such as  “project groups”, uncertainty”, “complexity”, “conflicting interests” 
“negotiation”, “small groups research”, “objectives”, “trust”, “the work process”, etc. There is 
literature which is about project groups in the specific situation of having participants from more than 
one organization. This has of course been highly relevant. There is also literature about project groups 
and project work more in general, which also has been interesting to analyze and to draw conclusions 
from.  
 
 
2.2 Analysis 
 
I began with a literature study, to see what has been written within this area, what knowledge that 
exists, what results there are and to see what concepts that are used and how they relate to each other. 
Then methodologies were chosen, after reflection about how they could give the information that was 
needed to answer the research question and how they could complement each other. I made a 
systematic analysis of the background materials and interviews concerning each organization, to find 
out what interests and objectives each of the organizations had in the cooperation and what 
information/ instructions the representatives in the group had got. 
 
The analysis was carried out on three levels; the individual level, the group level and the 
organizational level. First I looked at each individual’s own role and behaviour in the group, through 
the observations and individual interviews. Secondly and thirdly, the organizations´ own interests, 
objectives as well as the group’s interests, etc, were considered through strategy documents, 
presentations, interviews, etc. Open answers from interviews that must be interpreted can be 
systemized, categorized and divided into entities of analysis to make it possible to make an analysis, 
see connections and make conclusions (Andersson, 1994). The factors of diversity (interests, 
objectives, orientation and trust) were systemized and analyzed in relation to the three levels of 
analysis and then discussed in connection to the literature.  
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The findings were combined with the work process and development phases of groups to see how 
these were influenced by the diversity. The concept of FIRO (Fundamental Interpersonal Relationship 
Motivational Orientation, Schutz 1989) was used. The observations were made first and compared to 
the FIRO-model afterwards. The reason for this is the statement made by Tuckman, Jensen (1977) 
that this methodology is less prone to be biased than if the observer tries to “fit in” the happenings 
with the theory during the same time as the observations are made. 
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CHAPTER THREE 
 

THEORETICAL BACKGROUND 
 
 
This chapter consists of a literature review within the field today and a discussion about this in 
relation to the research topic. 
 
 
This literature review will concentrate on diversity in cooperation projects from different 
perspectives. Firstly, theories concerning uncertainty and complexity will be discussed. Secondly, the 
text looks at how diversity is handled by negotiations. Thirdly, diversity will be looked into from the 
aspects of interests, objectives, motivational orientation and trust. As a fourth point, the work process 
and group development in a project group will be discussed according to the FIRO-circle.  
 
 
3.1 Uncertainty and complexity 
 
With the changing business environment for many business- and work organizations, involving rapid 
changes and increased competition and changing prerequisites, comes a higher degree of uncertainty 
and complexity. The reality for companies today is characterized by permanent turbulence, with rapid 
and unpredictable changes (Christensen, Kreiner, 2005). The globalisation affects businesses and 
their situation; the competition increases at the same time as the market expands, etc. This leads to a 
higher degree of uncertainty and at the same time it also implies a higher degree of complexity to 
handle (Christensen, Kreiner, 2005).  
 
In attempts to adapt to a changing reality, to cope with it and to handle it in a flexible manner, 
businesses and organizations have granted project groups, or teams, increased autonomy and 
flexibility (Dubrin, 2004). This means that businesses and organizations are opening up for 
cooperation beyond organizational boundaries to survive in a changing environment. According to 
Lin et al (2005) groups have become more complex, multilevel and dynamic than before. This is even 
more noticeable with the notion of cooperation projects becoming more common as a form for 
handling more qualified development and cooperation issues. The notion of a cooperation project is 
in many ways a result of this business reality and the new needs and demands that have arisen. It is 
also affected by the uncertainty and complexity (Atkinson et al, 2006).  
 
Complexity and uncertainty cannot be seen only in relation to the new business environment, but also 
on the project level. In projects consisting of many parties there is a higher degree of diversity, which 
gives a higher degree of uncertainty and complexity than usual. This affects to a large extent how the 
project performs (Atkinson et al, 2006). The uncertainty is related to different aspects, in relation to 
performance measures such as costs, duration, quality, and to aspects of objectives and priorities, 
relationships between project parties, etc. All these aspects are essential, but the latter ones are more 
important for the project performance (Chapman, Ward, 2005).  
 
There are prerequisites and obstacles concerning the cooperation project. At the same time as it gives 
greater possibilities and opportunities for the parties, it puts bigger constraints and complex situations 
for the project group and the participants to handle. There are many factors giving diversity which are 
underlying and influencing the uncertainty. In this thesis, the focus is on the factors: interests, 
objectives, motivational orientation and trust. 
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3.2 Diversity 
 
“Projects should be researched in terms of culture, conceptions, relations to the environment, 
longitudinal processes, etc; rather than simply as goal-fulfilling subsystems whose raison d´être is 
provided by a decisive and strategically aware super-system.” 
    (Packendorff, 2005 p.326) 
 
Diversity is an important characteristic of a cooperation project. In a group consisting of participants 
from different companies or organizations, diversity arises from a number of factors. Examples are; 
varying objectives and interests of the organizations and /or the participants themselves, motivational 
orientation, ideas and opinions, etc.  
 
3.2.1 Diversity implies negotiations 
In this environment of uncertainty and complexity, where the cooperation project consists of partners 
with diverse preferences, the need for and use of negotiation is a natural part of the working group 
process. Negotiations give the members a possibility to frame each others interests, their standpoint 
and how the others are willing reach a common solution. Negotiations therefore give a natural 
possibility for participants to show and discuss their interests and conflicting interests with each 
other. Through the negotiations you get a feeling of what happens in a group, how group members 
cope with the diversity, interests, objectives, etc (Beersma, De Dreu 2002). A negotiation is in other 
words a way to communicate about different actors´ conflicting interests and a search for, and an 
attempt to reach, a common solution (Schei, Rognes 2005). 
 
In a soft project with many stakeholders there will be negotiations, during which the participants in 
the group try to reach an agreement on the basis of their own interests, ideas or objectives. In groups 
like these, there is often an integrative potential. In other words, what one part gains do not mean that 
someone else in the group must lose (Beersma, De Dreu, 2002). This is the situation in the case 
studied in this thesis, where it can be possible that all three partners can gain from the results 
obtained. In many projects there is a win-win situation; it is just the question of getting all the 
partners to understand this and to try to reach it. The way of reaching a win-win situation is called 
integrative behaviour by Beersma and De Dreu (2002) as well as by Schei and Rognes (2005). 
Integrative means how the work is characterized by cooperation, joint efforts to understand each 
others´ points of view, to create common values and objectives, etc. Characteristics of a group with 
integrative behaviour are the open and thorough exchange of information, all participants´ interests 
are taken into account, joint problem-solving, etc (Schei, Rognes 2005, and Beersma, De Dreu 2002).  
In groups handling negotiations there is a possibility that coalitions among some of the group 
members will be formed during the time span of the work (Schei, Rognes 2005). This can also affect 
the negotiations in new, unforeseen directions. 
 
Negotiations in groups consisting of participants from different organizations and/or stakeholders are 
complex and difficult. To make negotiations work, all participants have to show and explain their 
interests and preferences openly. At the same time, they need to have an open mind concerning the 
interests and wants of the other participants. (Beersma, De Dreu 2002).   
 
 
 
 

Internet MBA  Sofia M Westerberg 



How Diversity Influences the Work Process in Cooperation Projects 22 

3.2.2 Interests and conflicting interests 
When there is a higher degree of uncertainty and complexity, as in the defined soft project, there is 
room for diverse interests to take place and influence the group process. Diverse interests can also be 
handled through negotiation in the group, where negotiation is a way to define each stakeholder´s 
interests, to see where and how they match and where there are differences. How do you find the 
organizations´ interest? This is a difficult task to handle. There are open and hidden interests at the 
organizational level and also at group level and the individual level. Open interests are normally 
concrete and outspoken, while hidden interests can be unspoken, abstract and even inconsistent 
(Fisher et al, 2005). Interests can be conscious or unconscious and varying between organization, 
group or individual. In a cooperation project, the participants have a difficult balance to handle taking 
many interests into account. 
 
“Establishment of a delicate balance between competition and teamwork represents a significant 
challenge for participants…” 
  (Ouchi, Bolton, 1988, p. 25) 
 
There is a need of a real, deep dialogue between the partners to make sure that the issue of conflicting 
interests is handled in a constructive manner (Wisén, Lindblom 2004). This is also very important in 
relation to make it possible to develop the project work process and reach the objectives. This will be 
discussed thoroughly in the theoretical section. 
 
A person is driven by his own free will, even if he is not rational; he has at least partly a free will. 
Different persons also have varying perspectives and interests, which are unstable and possible to 
form (Blomberg, 2003). This is the foundation of the concept of power and power distribution among 
individuals, for example participants in a group. 
 
If you do not uncover the conflicting interests, you can put up a show and believe that you agree”. 

(Wisén, Lindblom, 2004, p. my translation) 
 
Diverse interests can sometimes be conflicting. These are often seen as dysfunctional; something 
negative that should be avoided. But in small proportions they can also be seen as catalysts of 
innovation and new thinking (Packendorff, 1995). Conflicting interests can lead to fruitful 
discussions, new ideas and new perspectives and drive the cooperation or results even further than 
otherwise would be the case. A team that is more multi-functional can give a broader perspective on 
problem solving and numerous possibilities can be uncovered.  Another positive aspect is that the 
different interests can make the dialogue more focused and thorough. The participants must think in 
new ways and develop their arguments in a better way. On the negative side is that it might more 
difficult for the participants to agree on common goals and that there might be more conflicts, if the 
members do not manage to work in a positive, open environment (Dubrin, 2004). 
 
Chen (2006) discusses about team conflicts and differentiates between two sorts of conflicts, task 
conflict and interpersonal conflict. Task conflicts occur when there are opposing views among the 
members concerning the content of the work. According to Chen (2006), a number of researchers, 
such as Jehn (1995), De Dreu and Wingart (2003) have found that conflicting ideas and opinions on a 
task-level has a positive effect on creativity and innovation in a working group where the degree of 
uncertainty is high. A task conflict also makes participants look more thoroughly at the issues, which 
can lead to more learning, more developed ideas and in the end better solutions.  Conflicts on the 
interpersonal level may on the other hand have a negative impact on the work. When members of a 
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group work in a competitive and tense environment, this might make them less flexible and less 
creative (Chen, 2006).  
 
The conflicting interests must also be considered differently depending on which stage of the project 
work process. The stages affect how the conflicting interests are handled in the group, according to 
how the group changes and develops. (Chen, 2006) For example, in a new group constellation there is 
a greater risk that openly shown conflicting interests are seen as a threat to the group and the work 
that should be carried out. In a more mature group where the participants know each other well, 
conflicting interests do not threaten the existence of the group, but instead give input to an interesting 
discussion. 
 
“Creativity seldom springs out of commonalities, it is the differences that enrich and show the way to 
new solutions that no one has thought about before.”  
   (Wisén, Lindblom, 2004, p. my translation) 
 
According to Atkinson et al (2006) p. 689: 
“Failure to clarify stakeholder expectations and priorities at an early stage can cause major 
difficulties later in the project.” 
 
Defining the interests in relation to a project, the Analysis of Interests can be of use. You want to find 
out in which way the stakeholders support the project, what their interests are and what they expect in 
return. Normally the model is used for looking only at “the outside”, it is taken for granted that the 
“inside”, the project partners, agree. The model is used to take all individuals, groups and 
organisations that have some kind of relationship to the project, into consideration (Wisén, Lindblom 
2004). But I would suggest that this model is of interest to use also in projects with multiple partners, 
to start a discussion and to lower the degree of uncertainty. Through lowering the degree of 
uncertainty, trust, and maybe also motivational orientation, are increased, which in turn affect the 
possibilities to reach better outcomes of the project. 
 
 
3.2.3 Diverse objectives 
There are different levels where objectives, or goals, exist, on the individual level, the group level and 
the organizational level. Svedberg (2007) says that there is a natural competitive relationship between 
these, all three cannot be maximised at the same time. But this does not have to be solely negative. If 
they are within reasonable limits, they can stimulate the developments of the group. 
The management must clearly show what the aims and objectives are and how the work should be 
carried out. Also, the aims and objectives must be clear. There is also a risk with many stakeholders 
that there are different directives on what should be obtained (Wisén, Lindblom 2004, Reijniers, 
1994). Uncertainty about the goals and objectives can create a lot of problems in projects. If the 
uncertainty also reaches the objectives and motives of the project participants, the difficulties will 
increase even more. (Chapman, Ward, 2005) This is closely related to interests; how well the goal is 
defined affects how different interests will take up time in the process and how it will influence the 
work carried out. Stakeholders with interests on their own also make the process with finding 
common objectives for the project more complex and difficult (Wisén, Lindblom 2004).  
 
 It is easy to say that there are common goals for a project, but it is more complicated to make the 
statement true. Very often it is more a question of individual assumptions about what is meant by 
common goals for the project. This is why stating that a project has common goals is often too simple 
and can even be misleading. There are two perspectives in the theories. One stresses the importance 
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of clear, concrete goals for a project to work and function and to have any possibility of being 
successful. The other one discusses the potential of having more unclear goals, how this can work as 
a common incentive for a group with different perspectives or for making groups work more 
strategically. 
 
On the one hand, Blomberg (2003) points out that energy can be created in a project by formulating 
attractive and unclear goals. Unrealistic goals are more attractive than realistic ones, and they make 
people work even harder. An unclear goal is also good because different stakeholders´ interests can 
differ. You do not have to agree with each other, but can still agree on the goal. It also gives the 
possibility that the stakeholders´ and actors’ goals may change over time, but keep the same common 
goal. If the goal is interesting enough, and sounds tempting, everyone wants to be in. With an unclear 
goal, you can influence people’s resources and interests, but you cannot influence their daily activities 
to any greater extent. 
 
According to Blomberg (1998) people in project groups almost always have different objectives. He 
argues that this can be seen as an asset in the work. What is of importance is that the difference 
between project participants is not defined to organizations, professions or formal rules.  There are 
many sublime differences between people that affect the work carried out; their informal role in the 
project, how they influence the work, etc. In other words, a lot that has do to with their personalities. 
 
On the opposite hand, Wisén and Lindblom (2004) argue that the goal is the most important tool to 
support the project and its work process. The definition of the goal is seen as the critical point; a well-
defined goal gives the project its “backbone”. A general, broad goal can give rise to a number of 
problems during the work process; different interpretations concerning the goal and the wanted 
outcome of the project, insecurity and instability. It also increases the risk of conflicts. 
 
 
3.2.4 Motivational orientation 
According to Schei and Rognes (2005) a negotiation is a way to communicate about conflicting 
interests of many parties and an attempt to reach a common solution in a project. In doing this, the 
parties, or participants in a project group, have different motivational orientation (Brett 2001, De 
Dreu, Weingart & Kwon, 2000 in Schei, Rognes 2005). Some participants have a more individualistic 
motivational orientation while others have a cooperative motivational orientation.  The individualists 
only look at their individual, or their organization’s, outcome and results. The motivational 
orientation of an individual can therefore depend on the person´s own interests or for example 
instructions from and/or responsibility to an organization (Schei, Rognes 2005). In this study the 
concept of individual motivational orientation is used only in the meaning of the organization’s 
interest.  
 
“Traditionally, individuals are not supposed to have motives when they join the project organization; 
they are to be motivated by the project manager.”  
    (Packendorff, 2005, p.326) 
 
The participants in the group with a cooperative characteristic want to get good results both for their 
own organization and for the group as a whole. The balancing between these two standpoints is called 
“the claiming-creation dilemma” (Schei, Rognes 2005).  An individual’s motivational orientation is at 
the bottom-line closely related to theories about motivation, such as the expectancy theory, which 
now has been renamed to motivation management. It is a process theory because it explains how 
motivation takes place and states that people want to maximize gains and minimize loss. There is also 
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the goal theory, which is a part of all major theories about motivation at work. The goal affects how 
people act and what they wish to attain (Dubrin, 2004). These theories are of course the basis for the 
motivational orientation of the participants in a group, why they pursue one orientation or another. I 
will not go into further detail about this, but concentrate on describing the motivational orientations 
and their impact on the group process. 
 
The group members´ different standpoints affect the work process and how the negotiations are 
carried out. How integrative the work process and results are in a group depends on how integrative 
the behaviour and the agreements are in the group. Integrative in this sense means how the work is 
characterized by joint efforts and joint aims in the group. Information exchanges and problem-solving 
within the group are important characteristics for a group to have an integrative behaviour. The 
integrative behaviour is most commonly used by participants with cooperative motivational 
orientation. The opposite of integrative behaviour is distributive behaviour, which consist of arguing 
and concessions. This style is more commonly used by participants with an individualistic 
motivational orientation. 
 
Beersma and De Dreu, 2002, use the terms prosocial motive and egoistic motive to describe the same 
thing that Schei and Rognes (2005) are discussing. The person with a prosocial motive wants to find 
good outcomes both for himself and the group as a whole while the person with an egoistic motive 
only wishes to find good results for himself. Prosocially motivated groups work to obtain 
inclusiveness of all participants and a balance for all in the results, according to Van Lange 1999 (in 
Beersma and De Dreu, 2002). They use integrative behaviour and try to avoid distributive behaviour. 
Beersma and De Dreu (2002) also argue that groups with mixed motivational orientations will obtain 
lower outcomes than groups with only a prosocial motive. 
 
 
3.2.5 Trust 
When a project is characterized as “soft”, much depends on the level and type of trust between the 
partners. This is of course a critical issue, since a cooperation project is a new and temporary 
phenomenon, where the parties often do not know very much about each other in advance. There is a 
lack of time for shared experiences for a robust familiarity to evolve. Factors of trust play a vital role 
in the success or failure of “softer” projects. Vital aspects to consider in relation to trust are; 
vulnerability, which exists in relation to each other, credibility, what the participants can and want to 
do, the culture of the organization and visibility, connected to openness of information (Atkinson et 
al, 2006). Trust is also necessary for processes to function with efficiency and effectiveness and vital 
to make it possible to finish a project successfully. The development of trust is important to take into 
consideration in order to obtain good team relations (Munns, 1995). An important aspect it also to 
obtain an efficient group climate. Loo (2003) discusses the need of safety, which also includes the 
notion of trust, among other characteristics of a positive climate in a project group. 
 
Trust can be defined as: “A decision to become vulnerable to or dependent on another in return for 
the possibility of a shared positive outcome.” 
   (Munns, 1995, p.19) 
 
The process of establishing and achieving trust between organizations in these kinds of projects is a 
complex issue (Kadefors 2004, Bresnen 2007). The notion of trust is not easy to pin-point and to 
clearly identify in a specific setting. This is underlined by the important fact pointed out by Kadefors 
(2004), that trust is not a behaviour, but a physical state of an individual. 
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Kadefors separates between three kinds of trust. The first one is calculus-trust, which is often based 
on incentives, either financial or more intangible, where someone has something to offer and the 
other one something to gain. The second one is relational trust, where participants over time get to 
know each other and start to rely on each other. The third one is institution-based trust, where 
institutions give the prerequisites for trust; the most obvious example is probably legal systems. The 
complex picture of trust is made even more complicated by the fact that the different kinds of trust do 
not seem to complement each other. On the other hand, they can be counteracting depending on how 
they are interpreted by the other group members. (Kadefors, 2004) 
 
“However, close co-operation is unlikely to take place of persist if relational trust does not develop 
between individuals who interact directly and intensely over a longer period of time.” 
     (Kadefors, 2004, p. 177) 
 
Trust is reciprocal in its nature, which means that if some group members do not trust each other, this 
will “wear off” on the other group members and a negative spiral of decreasing trust will start. On the 
other hand, a good spiral of trust will occur when group members start trusting each other.  Because 
of this spiral of trust, the first intentions and expectations of the participants in the group have an 
impact on the outcome of the project. A positive start of the project when it comes to the building of 
trust, in terms of openness, sharing, pleasantness, will enhance the possibilities to reach a successful 
outcome. A negative beginning, such as pessimistic intentions, restriction of information, hidden 
agendas, seeking of concessions, etc, will start a negative spiral and it will be difficult to reach a 
positive completion of the project. (Munns, 1995) 
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3.3 The FIRO-model- development phases in a project 
 
 

 
 
Fig 3.1, The FIRO-model for group development 
 
 
FIRO is short for Fundamental Interpersonal Relationship Orientation and the model is divided into 
three development phases. 
 
The first phase, “Belonging”, exists when there is a new group. The participants do not know each 
other and have objectives that are hidden from each other. They will engage in many discussions 
about trivialities and try to get information about each other. They will treat each other carefully and 
with respect. All conflicts, also smaller ones, are avoided. There is a will to identify which norms for 
behaviour that are expected in the group. The participants also try to understand the objectives of the 
group and the structure for the work. They think about if they are accepted by the others in the group 
and if they themselves want to be in the group.  
 
The change from the first to the second phase is often called “Pleasant”, when all participants feel 
that they are part of the group. During the first phase they have avoided all conflicts, especially the 
ones about power and responsibility. In this phase, the members will start to exhibit their hidden 
objectives and motives. They engage more actively and say their meaning openly. They are also less 
depending on the group and start to take risks. 
 
The group will go into the second phase, the one of “Control”, when the issues in the group start to 
evolve around roles and responsibilities between the members. A big question is also who is in charge 
in the group, who has what responsibilities and what tasks. It is not uncommon that the group 

1. Belonging- 
Can I, do I  
want to, be a 
member of the 
group? 

2. Control-
Role- 
seeking 
within the 
group. 

3. Closeness- 
How close to 
the others can 
I, do I want to, 
be in the 
group? 

Transfer: 
Pleasant Transfer: 

Idyllic 
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members will create sub-groups, representing different standpoints. Former hidden motives and 
agendas will be shown even more openly and the discussions can be quite harsh. 
 
The transfer from phase two to three is called “Idyllic”. Before the group enters this phase the issues 
about division of responsibilities, who is in control, etc, must be solved. In this phase the group 
members will feel, and also show, that they belong to the group. They will communicate in an open 
and spontaneous manner. They listen to each other, might change their point of view and have a 
willingness to find solutions. They care about the other participant’s needs and behaviour. A feeling 
of solidarity and an attitude of “we against them” will evolve. 
 
In the third and last phase, “Closeness”, there is a high degree of loyalty and mutual respect between 
the group members. Ideas and opinions are openly discussed and all participants’ strengths are used to 
find the best alternatives. Conflicts are not regarded as a threat, but as a factor for development. The 
participants are eager to find solutions where all group members are in agreement. The role and 
function of the group is clear in relation to the overall objective of the organization.  
 
The FIRO-model is cyclic, which means that if the prerequisites are changed, then the group can start 
all over again or go back one or two steps in the group development phases. This can be caused by for 
example new tasks, new group members or new situations inflicted by external forces that arise 
(Svedberg, 2007 and Ljusenius, Rydqvist, 1999). 
 
Lin et al (2005) discuss the individual perspective and the structural perspective in reflecting upon 
group performance. They consider that these perspectives are not mutually exclusive, which is often 
claimed. Instead they have impact on the group process at different stages. The individual perspective 
has a stronger impact during the first phases of the process, while the structural perspective becomes 
more important during the later phases of the group work.  
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CHAPTER FOUR 

 
EMPIRICAL STUDY 

 
 

In this chapter, Empirical Study, there is a background and presentation to the study and the 
interviews carried out.  
 
 
4.1 Cooperation for increased competitiveness 
 
In year 2004, three Swedish organizations started working for a closer cooperation. The cooperation 
progressed and in January 2006 an agreement concerning a more long-term and closer cooperation 
was signed. Through this agreement the organizations wish to create a strategic alliance. The overall 
aim of the alliance is to strengthen the organizations´ competitiveness, for them as an entity and at the 
same time for each one of them. 
 
According to the Cooperation Agreement the vision is that the surrounding environment- at the 
regional, national and international level- sees the strength in the cooperation. The strength is found 
in the common resources and the potential for development. Together the organizations constitute an 
important part of the economic, social and cultural development in their region of Sweden. They also 
become a national as well as international strong actor. At the same time, each one of the 
organisations develops its own profile and potential. 
 
 
4.2 Organization of the cooperation 
 
A steering committee was appointed to develop the cooperation, taking its starting point in the 
cooperation agreement. To develop the cooperation further project groups were established. Their 
task was to investigate what a closer cooperation would look like. The study in this thesis has been 
made about one of these project groups. The project started in April 2006 and the final report was 
delivered in January 2007. The group had eight meetings during this period. There were full-day 
meetings which took place at one of the organizations at a time. Only two meetings took place during 
the spring, but then there were five meetings during the autumn and winter when the work was 
speeding up.  
 
 
4.3 The project group 
 
The group consisted of two representatives from each organization, experts within their field and with 
high positions in their organizations. There was an external chairman who chaired the group. I acted 
as a secretary at the same time as I made observations. The task was to establish the state-of-the-art 
and how this could be developed through a closer cooperation in the future.  
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4.4 The project assignment 
 
The instruction for the group stated that the aim of the work was to deepen the analysis concerning 
how cooperation within the specific area can be developed and to create a cutting-edge vision for a 
deeper and closer cooperation. The group should give a suggestion to a future structure and 
organisation of the area concerned and to analyse the prerequisites for collaboration. The objective is 
to strengthen the area through a deeper cooperation and a better profiling. There should be a 
strengthening of areas that are already strong today, but also through new areas where the 
organizations can complement each other. The long-term goal is to collaborate at all levels of the area 
concerned. The project should give suggestions concerning a strategy, forms for cooperation at the 
management level as well as suggestions for a common structure with profile areas.  
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CHAPTER FIVE 
 

ANALYSIS 
 
 

In this chapter, Analysis, I have looked at diversity in the work process. I tried to map the factors of 
diversity and to define the influence that these might have had on the work process, in relation to the 
concepts that were discussed in the theoretical background and theoretical review. 
 
 
The research question in this study is about how the diversity which exists in cooperation projects 
might influence the work process. The analysis of the empirical materials shows a number of factors 
to discuss and reflect around in relation to this. 
 
 
5.1 The FIRO-model in relation to a cooperation project 
 
The work process of the cooperation project went through a series of phases. Analyzing this in 
relation to the FIRO-model, they can shortly be described as: 
  
Silence, focus on finding information and facts: 
In this phase, during the first meetings in the group, the group members were cautiously trying to get 
to know each other through harmless discussions. The atmosphere was friendly and respectful but at 
the same time the participants were quiet and defensive. The discussions went back and forth, not 
really progressing. The participants chose harmless topics to discuss, asking each other about the 
situation in their organizations and the focus was on details more than on the major difficult issues.  
 
This description fits well with the FIRO-model, where the first phase of “Belonging” is described as 
where the participants will try to get to know each other. They will engage in harmless and trivial 
discussions. They will treat each other with carefully with respect and avoid all kinds of conflicts. 
There is a need to know which norms for behaviour that are expected in the group. (Svedberg, 2007, 
and Ljusenius, Rydqvist, 1999).  
 
The chairman chaired the meetings by asking the participants questions, in order to get the discussion 
going. Finding it difficult to make any decisions and starting to feel the pressure of the work to 
progress, the participants decided to collect more information and facts. 
 
Here the diversity in interests, objectives, etc, is underlying during the whole phase. The participants 
are not discussing the issues giving diversity, but everyone is well aware of that the issues are there, 
even though they are unspoken and hidden from each other.  
 
 
A break-through; a clear statement of position and external pressure:  
After a number of cautious meetings, the work in the group begins to move forward. A much more 
open dialogue starts to evolve and a straight forward discussion begins. There are a number of factors 
influencing this development.  One of the members of the group makes a clear outspoken statement 
about one of the organization’s position. This seems to have been an important stepping-stone for 
how the work developed. 
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According to the FIRO-circle, the transfer-phase called “pleasant” is characterized by more openly 
shown motives and agendas. This leads to an increasing number of conflicts with higher intensity. 
The members start talking more openly about their goals and objectives and are willing to take more 
risks concerning the cooperation. In continuing into the “control-phase”, discussions and feedback 
can be quite harsh. Very often vital discussions and/ or conflicts about control and responsibilities in 
the group takes place when the group enters this phase (Svedberg, 2007, and Ljusenius, Rydqvist, 
1999). 
 
The outspoken statement about the organization’s position can be seen as this “conflict” or 
“discussion”, because showing the organizations´ positions´ had been what the group most of all tried 
to avoid during the phase of belonging. Now roles and responsibilities are discussed, which is a 
characteristic of the control-phase. This seems to make the group more at ease; they start to get to 
know each others´ standpoints and opinions, which is necessary in order to continue the work. The 
steering committee puts pressure on the group through a meeting to push the work in the group 
forward. At this meeting the necessity of closer ties between the organizations is underlined and 
hopes are expressed that the project group will present far-reaching suggestions for the cooperation. 
The results obtained by a parallel project group also put pressure on the group. 
 
One of the interviewees said: 
 
“The far-reaching results from the parallel project group made our work develop to more concrete 
results; otherwise we would probably not have come so far.” 
  
Environmental factors which had an impact on the organizations also gave a change in mind set in the 
group. There was the realisation that there were no gains to win by closing down activities in one 
organization, instead cooperation was needed to be competitive. 
 
This gave important arguments to continue the process. Now there is a need to test and try each other 
in the group; what is your stand point? What do you expect about this? etc.  Through this process it 
seems as if trust and loyalty evolves in the group. Now there is also a discussion about the group’s 
common interests and objectives. The participants openly explain the hindrances they see and the 
worries that they have concerning the cooperation. The organisations´ relative strengths and 
weaknesses are openly discussed. 
 
This also corresponds well with the FIRO-model, which says that in this transfer phase called 
“Idyllic”, the group members will feel and also show that they belong to the group. They will 
communicate in an open and spontaneous manner. They listen to each other, might change their point 
of view and have a willingness to find solutions (Svedberg, 2007, and Ljusenius, Rydqvist, 1999). 
 
The diversity of objectives, interests, etc, probably makes this phase more complex than in a more 
traditional project, where the prerequisites are more known and the situation is more stable and clear. 
Both the first and second phases are time consuming for the group and the reason can be the diversity 
in different shapes. Also the diversity of the members´ motivational orientation is an important aspect 
here, which can be one explanation to why these two phases take such a long time. It is not surprising 
that it is a lengthy process and the progress of work is a challenge. The pressure on the group from 
the steering committee and from the other project group helped to overcome the diversity and push 
the work forward. 
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The feeling of a group, of a group identity:  
The participants speak in terms of knowing each other and understanding each others´ situations. The 
interviews showed that there was a feeling that “we are all in this together to find a good solution”, 
but this was on different levels for the participants. Some of them showed it more clearly than others, 
who were more cautious. According to the FIRO-circle they will show an awareness of others´ needs 
and an understanding of their needs and behaviour. There is a feeling and attitude of “we against 
them”. (Svedberg, 2007, and Ljusenius, Rydqvist, 1999) 
 
The knowledge about the diversity in the group probably helped the participants to progress in the 
work. Knowing each other’s objectives, aims, interests, etc, gives security in a situation. As a 
participant you are familiar with the framework of the project. 
 
Group identity also developed depending on an outside “threat”- the question of what people in each 
organization would think about the results of the group. That was a problem in common for the group 
members and there were discussions about this. The participants wanted to go to different lengths 
concerning the work; some were content if the group found solutions for higher effectiveness while 
some wanted to reach a common strategy for the cooperation. 
 
During this phase, the group members discussed that the results of the group should be transferred 
back to their own organizations. There was a common understanding that this might cause problems. 
It was obvious that the loyalty no longer solely was with the home organization, but with the group. 

 
One of the interviewees said:  
In the beginning of the project I was hesitant and then in half-time there were nice meetings. In the 
end it was more difficult. I became more hesitant, because I had to be able to stand up for our results 
in front of my colleagues.”  

 
This discussion is interesting to look at in relation to the FIRO-model, which states that group 
development is cyclic. In other words, groups can move both forwards and backwards from one phase 
to another.  It can also start all over again in the first phase, that of belonging (Ljusenius, Rydqvist, 
1999). The discussion seems to have led to a change of phase for the group, going backwards, from 
“Idyllic” to “Control”. 
 
Can the issue of diversity cause the group to regress more easily into an earlier development stage? It 
is possible that the process is more sensitive because of the diversity, which is related to a more 
uncertain and complex environment. This would mean that the process is more easily disturbed by 
minor incidents and that a step back in development phases would happen more often in cooperation 
projects than in traditional projects. 
 
It is also probable that diversity makes the development of trust take a longer time than in a 
traditional project; there are more uncertainties and issues to take into consideration. The whole 
situation is more complex and takes time to grasp and understand. When the participants know each 
other and can identify where the others are positioned in relation to objectives, interests, etc, there are 
the prerequisites and possibilities for trust to develop. 
 
 
Efficient group work:  
Now the work for the reporting was divided between the participants and then discussed at the 
meetings. There was the feeling of time pressure; there was a lot to be done and a very short time left. 
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The group spent much time discussing details and facts. The group was in a rush to make something 
out of this, a suggestion and scenario as a result of the work. The pressure of time and the division of 
work made the participants come closer together and collaborate more efficiently than before. 
Participants who were quieter before also became more active in the group. The discussions in the 
group became open and straightforward. 
 
According to the FIRO-model, the third and last phase, “Closeness”, there is a high degree of loyalty 
and mutual respect between the group members. Ideas and opinions are openly discussed and all 
participants’ strengths are acknowledged to find the best alternatives. Conflicts are not regarded as a 
threat, but as a factor for development. The participants are eager to find solutions where all group 
members are in agreement. The role and function of the group is clear in relation to the overall 
objective of the organization (Svedberg, 2007, and Ljusenius, Rydqvist, 1999). 
 
The division of work was a way for all the participants to be equally involved in the suggestions to be 
put forward by the group. One of the interviewees said: 
 
“Some of the members in the group were quicker than the others to speak their minds and set the tune 
in the group. The division of work was a good way to find out all the participants´ opinions and 
ideas.” 
 
The division of work can also be seen as a way to handle the diversity in the group and to let all 
interests, opinions, etc, first be equally exposed and then discussed in the group. As an observer I got 
the feeling that the division of work was also a way to avoid difficult issues being discussed and 
debated in the group. But the members of the group did not share my view; instead they all stated in 
the interviews that they were satisfied with the solution of dividing the work and saw is as an 
effective way of working. According to Lin et al (2005) the partition of a group can be beneficial 
when there are complex tasks to handle and they say that it can enhance group performance. 
 
How were the decisions made? When there is a majority rule, everyone is not happy with the decision 
and does not feel part of the work. When there is an unanimity rule, all members join in on the 
agreement and everyone is content (Beersma and De Dreu, 2002). Everyone in the project group says 
in the interviews that they were content with the results. The decision was made through unanimity, 
but there was a rush in the end to make a decision because a lot of time had been spent on 
preparations, collecting facts and information. 
 
A reflection can be made in relation to Lin et al (2005) who mean that the individual perspective and 
the structural perspective make an impact on the group process at different stages. The individual 
perspective has a stronger impact during the first phases of the process. This is when the interests are 
hidden and the diversity is high. When the group develops into the later phases the structural 
perspective becomes more important because a feeling for the group and a group identity is formed, 
the separate interests are not in focus so much anymore.  
 
 
5.1.1 The FIRO-model useful also for diversity? 
The FIRO-model is normally used to describe the work process and group development of a more 
traditional project. It has been interesting to make this analysis of a cooperation project; to see if there 
were any differences and/or difficulties. I found that the model was useful; it was surprising how well 
the reality agreed with the theories, or vice versa. Even though there is a higher degree of diversity in 
a cooperation project compared to the more traditional project, this has not been problematic in 
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relating the work process and group developments to the FIRO-model. But there are some indications 
from this case that the work process might differ from the more traditional project in some aspects. 
There is a need to allow a longer time-period both concerning development and transfer from one 
phase to another. This is because there are more interests, objectives, etc, to take into consideration to 
be “tested” and conciliated against each other. 
 
In the FIRO-model today, the three phases (belonging, control and closeness) are the same size. The 
assumption seems to be that the time spent at each one of the three phases is equal. For cooperation 
projects the results indicate that the belonging and control phases will take longer time than in a more 
traditional project. Maybe the transformation between the phases is also more complex. This is 
supported by the results in the study that it took a lot of time before the project group began with the 
actual work assigned to them. The participants also claimed in the interviews that it took a lot of time 
before they got down to” real work”. But when they finally began the work, it progressed smoothly 
and efficiently. When the cooperation project has gone through the first two phases, it probably needs 
the same time as in a traditional project. But there are also signs that the work process is more 
sensitive in a cooperation project. The risk of moving backwards from one development phase to the 
former is higher. 
 
 
5.2 How diversity in interests influences the work process 
 
5.2.1 Delegated responsibility  
At the organizational level there were few instructions given. In general terms, the participants in 
the group knew the views of their managements. There was a signed cooperation agreement and 
the managements had made speeches about the necessity of cooperation.  But there were no 
direct instructions concerning the work in this group. Through asking questions, you could say 
that the participants got something that might be considered as indirect instructions. The 
management levels showed their interests on a very general level and refrained from expressing 
more concrete interests. This was handed over to the individuals in the group. It can be 
interpreted as a way to avoid getting into direct conflict with the other organizations at the 
management levels, which maybe could jeopardize the whole cooperation if the conflicts grow 
strong. By delegating the responsibility, the cooperation is intact even if the project group would 
come into conflict. Another interpretation is that the management wishes to involve employees in 
the process and have a participatory approach. According to Bresnen (2007) decentralization may 
be essential to allow project teams work efficiently, even if it will give problems of control for 
the organization. 
 
The interviews showed that the participants’ formal positions in the organisation did matter for the 
project in the sense that it showed how important the group was to the organization. Since the 
diversity was high this was a way to show the position of the organization. In a more traditional 
project, this fact might not have been so important. But the importance of formal positions is not the 
same as to say that the group in itself was uneven or unbalanced. All the members listened to each 
other and there was a respectful group climate. Because of the lack of instructions from the 
organizational level to the participants, this can very well have played an important role, because it 
gives more space to the individual participant’s own views that can have had a bigger impact on the 
study. One may also ask if the participants were not only chosen because of their formal rank, but 
also because of their point of view concerning the cooperation. These two factors might have been a 
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way for the management to direct the work indirectly, without giving specific guidelines for how it 
should be carried out.  
 
The three organizations can be seen as being at different positions along a scale; the first organization 
is more hesitant to the cooperation and does not want to give up its current position in any of the areas 
concerned. The second organization is in the middle of the scale and is willing to look at the 
cooperation from both its own view and the view of the cooperation.  The third one is all for the 
cooperation and is at the other end of the scale, with not so much attention paid to the gains of the 
individual organization. The participants in two of the organizations claimed to be positive or very 
positive to the cooperation, while from the beginning there was a “wait-and see”-policy in one 
organization. It changed during the time of the project; this will be discussed more in detail later. At 
the individual level, some of the participants saw their participation partly as a means to look to their 
own field of interest, while others were more concerned with reaching long-term solutions and goals 
for the cooperation.  
 
 
5.2.2 Impact of hidden and subtle interests 
According to Beersma, De Dreu (2002) negotiations in groups consisting of participants from many 
organizations and/or stakeholders are complex and difficult. To function it requires that all 
participants openly show and explain their interests and preferences as well as understand the 
interests and preferences of the other participants. In this project group, the interests were not openly 
discussed in the group, but as one of those interviewed said: 
 
“There was a hidden agenda that everyone was aware of, which said that one organization did not 
want to negotiate concerning this area”. 
 
Many of the members in the group agreed that there was a given balance of power among the 
organizations from the beginning, and one person interviewed said that:  
 
“The balance of power was well-known among the participants, as well as the situation for each one 
of the organisations. But except this, all the participants joined the work without prerequisites and 
the discussions moved freely. Where we would land in the end was not clear from the outset.” 
 
More subtle and hidden interests were found through the interviews, which revealed that the 
colleagues of the project participants at the organizations had interests that made an impact on the 
work in the group. Many of the participants felt that they were under pressure from their colleagues 
concerning how far the work in the group should go and how close cooperation that was wanted.  
 
One of the interviewees said that: 

“Everyone was under pressure from their home organisation, not from the management so much, 
but from the colleagues.”  
 

Another person stated that: 
” It is easier to be tough when you are outside; it is more difficult when you are within the 
cooperation project.” 
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5.2.3 Balancing competition and teamwork 
Balancing between different standpoints (the desires from the organizations involved, from 
colleagues and the assignment of the group) characterizes the diversity which exists in a cooperation 
project. It clarifies and emphasises the importance of Schei and Rognes´ (2005) concept “the 
claiming-creation dilemma”, the balancing between standpoints that the participants had to handle 
during the project period. 
 
“Establishment of a delicate balance between competition and teamwork represents a significant 
challenge for participants…” (Ouchi, Bolton, 1988, p. 25) 
 
Balancing between the two standpoints is what Schei and Rognes (2005) call “the claiming-creation 
dilemma”. There were participants who considered the work in the group to be a balance between the 
goal of the group and the interests of their own organizations. They have what Schei and Rognes 
(2005) call cooperative motivational orientation. From the start of the project some participants 
looked only at the interests of their own organization. This is what Schei and Rognes (2005) call an 
individualistic motivational orientation.  Some of them changed their perspective during the work 
process. They became aware of the perspectives of the other organizations and also realized the 
importance of strong external influences. This made them change gradually to the view that all 
organizations would become stronger through cooperation. In other words they turned from an 
individualistic motivational orientation into a cooperative motivational one. 
 
Schei and Rognes (2005), believe the individual’s motivational orientation to be stable, that one 
person has one motivational orientation all through the whole process. But this is not the case here, 
where members in the group turned from one motivational orientation to another during the scope of 
the project. This is a new type of motivational orientation that has not been mentioned before. A new 
definition for group members who change from one orientation to another could be “changing 
motivational orientation”.  
 
There was a third kind of group members; some participants in the group did not see the balance 
between their own organizations interests and the group’s interests. They had the opposite way of 
thinking compared to those with an individualistic motivational orientation. They were sure that the 
results that were the best for the group as a whole were also the best for their own organization. They 
did not see any threat for their own organization from the cooperation. These participants go even 
further in their motivational orientation. Schei and Rognes (2005) do not have this type of 
motivational orientation. I would like to call this motivational orientation “more than cooperative”. 
 
The fact that some members have a more individualistic motivational orientation while others have a 
cooperative motivational orientation, what affect has this had on the work? According to Schei and 
Rognes (2005) groups consisting of only individualists do not reach so high goals, while groups 
consisting of only co-operators generally reach higher common results. In groups consisting of a mix 
of people with individualistic and cooperative motivational orientation, the goals will be somewhat 
lower than in the totally cooperative group. This is because the individualistic person affects the work 
process and the other participants in a more distributive manner and the group climate will not be so 
good. 
 
In this case it was a trustful climate and in the interviews people said that they enjoyed each others 
company, the work in the group, etc. There were some expressions that at the start of the project there 
was some irritation directed towards the more individualistic members of the group. But this does not 
seem to have hindered the results of the project group. It seems more to have been a feeling among 
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the members, more than a real impact on the results of the work. Looking at the outcomes the group 
has gone quite far and given a successful result according to the managements and the steering 
committee.  
 
The integrative potential of a group’s negotiation is depending on to what extent it is possible to 
create common values that are possible to obtain (Schei, Rognes 2005). In this case there are a 
number of factors pointing at the integrative potential is quite large. There is the assignment for the 
group which was written by all the participants’ three organizations together. The instruction was 
written in general terms, which gives the group a number of possibilities to handle the task and find 
common solutions. There is a pressure on the group to achieve results, both from the three 
organization boards, the steering committee and the other project groups as well as from external 
sources. 
 
 
5.3 A general assignment- a solution to diversity in objectives? 
 
The definition of the goal is the critical point, especially in a cooperation project where the 
participants see the project from different perspectives, situations and thereby with diverse goals. 
Wisén and Lindblom (2004) say that it is important that the goals of all the organizations are accepted 
by all partners and discussed openly in the group, even though they might be diverting from each 
other. 
 
The common goals of the project group were openly discussed, but not the goals of each participating 
organization. Atkinson et al (2006) stated, not clarifying stakeholder expectations and priorities early 
in the project may cause difficulties later. It was avoided in this case. There are a number of plausible 
ways to think about this. From the interviews and observations, one reflection is that this was 
managed because of the fact that the group had a common assignment, as well as that two major 
decisions were made in the group. Firstly, the group decided to concentrate on certain fields within 
the area and not go into detail on others. Secondly, there was a division of work in the end when there 
was a need to finalise the results, so that all suggestions were made by two and two of the group 
members before they were discussed by the whole group. Another way of thinking is that the 
participants and organizations knew each other so well from the start that even if the goals were 
discussed everyone knew each others´ standpoints. This fact was stated by many of the participants in 
the interviews. 
 
In the beginning the group was a little bit hesitant, waiting for each others´ comments on different 
issues. No one wanted to show what they wanted and what their agenda was.  At the same time, as 
many of the participants said in the interviews, the knowledge about each others´ organizations and 
the situation they were in was high and thorough. Wisén, Lindblom (2004) also stated that lack of 
knowledge of the other organizations can be an obstacle in the project, but as shown this has not been 
the case here. The person meant that they all already had the knowledge about what the other 
organizations desired and what their goals were, even if this was not specifically outspoken in the 
group. 
 
There is also a risk with many stakeholders that there are divergent directives on what should be 
obtained. There were various objectives in this project group; some participants were satisfied with 
making the cooperation more efficient, while others wanted to have a common strategy. This is 
usually solved through establishing a steering committee (Wisén, Lindblom 2004). This is also the 
case here, where it is the steering committee that has written the assignment to the project group. In 
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looking closer at the description, the assignment is broad and general and can be interpreted in many 
ways. Wisén, Lindblom (2004) also say that within the steering committee, the members must 
manage to handle the goal conflicts that usually exist. This is the difficulty when you have to take 
different interests into consideration. According to Wisén, Lindblom (2004) a general, broad goal can 
give rise to a number of problems during the work process, different interpretations concerning the 
goal and the desired outcomes of the project; insecurity, instability and increases the risk of conflicts. 
It does put the project group in a difficult situation, where the guidelines are so wide. Who should 
make the decisions, the difficult definitions on how the work should be carried out and how the 
objectives should be met? 
 
But on the other hand, this does not have to be seen as only problematic and difficult as discussed 
above, but instead as a possibility and change to have an impact on the cooperation and its 
development. One of the group members said that: 
 
“The indistinctness which existed gave us in the group a possibility to make our own interpretations.” 
 
This statement is interesting in relation to the views of Blomberg (2003). He means that it is possible 
to create energy in a project by formulating attractive and unclear goals. This is because unrealistic 
goals are more attractive than realistic ones, and it makes people work harder and more energetic. An 
unclear goal is also good because stakeholders´ interests can differ. You do not have to agree on 
everything, but you can still have a common goal. An unclear goal can be a way for the management 
to influence people’s resources and interests, but it does not give the possibility to influence their 
daily activities to any greater extent. 
 
 
5.4 A positive group climate 
 
The issue of group climate and development of trust between the participants is not that easy to 
identify and characterize in a specific setting. This is underlined by Kadefors (2004), who points out 
that trust is not a behaviour, but a physical state of an individual. Still, I have tried to look closer at 
the issue of trust in the observations and discussed this issue in the interviews. Some of the members 
of the group talk about how the trust of the group increased as the same time as rivalry decreased, 
when it was realized that there was no point in competing about the customers between the 
organizations. The organizations had something to gain from the cooperation. The more customers 
they could gain together, the better. There was no point in competing. This is what is called calculus-
trust. It is based on incentives, either financial or more intangible, but where someone has something 
to offer and the other one something to gain. (Kadefors, 2004) 
 
There is also the simple fact that a person who is chosen by his organization feels important and 
because of this is willing to take a great responsibility. One of group members said:  
 
“We are appointed and therefore we take another role and have another responsibility than our 
colleagues, who only view the cooperation from their own situation.”  
 
According to Kadefors (2004), relational trust is when the participants get to know each other over 
time and start to rely on each other.  Relational trust is even more complicated to identify than 
calculus-trust, which is more overt in its characteristics. 
 
One of the members in the group stated: 
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It has been a very good group; I have looked forward to meeting everyone in the group at every 
meeting.” 
 
This statement says something about the group climate, but can it be seen as going as far as talking 
about trust? It can probably have this meaning, but on the other hand it does not have to involve 
feelings of trust. It is probable that all discussions in the beginning of the project led to that the group 
began to develop some sense of trust. If the group had gone straight onto the difficult questions, 
without the phase of general discussions, this might never have been the case. In the beginning of the 
project work there were concerns from some of the organisations in the work, where some of the 
participants were afraid to lose out to the others. This changed during the work, when the members 
got to know each other better and became more committed to the work. This assumption is also 
supported by the results of the interviews, where the group members mention that there were cautious 
efforts to work in the group from the beginning, which later developed into a feeling of security, open 
discussions and good relationships. It is probably fair to say, that to enhance these feelings, some 
basis of trust must have developed among the participants. 
 
“However, close co-operation is unlikely to take place of persist if relational trust does not develop 
between individuals who interact directly and intensely over a longer period of time.” 
     (Kadefors, 2004, p. 177) 
 
Atkinson et al (2006) argue that when there is a lack of time for shared experiences it is difficult for a 
robust familiarity to evolve. Bresnen (2007) too states that there are limited possibilities for deeper 
forms of trust to develop in a temporary project. This is probably true, but concerning this group 
which met regularly during one year, it was possible for at least some kind of beginning of a 
familiarity and relation of trust to start evolving. The concept of “swift trust” might be relevant in this 
context. Swift trust is used to explain the notion of trust which develops in temporary groups. In a 
temporary group there is no real time to develop trust, but the participants act as if trust exists from 
the beginning of the project work. In swift trust there is a high interactivity among the members and 
an emphasis on the task, and not so much significance put on emotions (Meyerson et al, 1996). 
Maybe swift trust can be relevant to characterize the atmosphere in this project group, where there 
was an open and supportive attitude, a good group climate and the participants enjoyed taking part in 
the meetings. 
 
 
5.5 A win-win solution despite diversity 
 
In many projects there is a win-win situation; it is just the question of getting all the partners to 
understand it and to try to reach it. The way of reaching a win-win situation is called integrative 
behaviour by Beersma, De Dreu (2002) as well as by Schei, Rognes (2005). This is the situation in 
the case studied in this thesis, where it can be possible that all three organizations can gain from the 
results obtained.  Integrative means how the work is characterized by cooperation, joint efforts to 
understand each others´ points of view, to create common values and objectives, etc. 
Characteristics of a group with integrative behaviour are: the open and thorough exchange of 
information, the interests all participants taken into account, the joint problem-solving, etc. (Schei, 
Rognes 2005, and Beersma, De Dreu 2002). In this case it is possible to see the integrative behaviour 
develop over time. In the beginning the degree of integrative behaviour is low; diversity is high and 
the partners are hesitant to engage in more difficult discussions. As the group gets to know each other 
better, the integrative behaviour increases. 
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The fact that the organizations realized that they should not compete between themselves, but need 
the support of each other to grow stronger was important in relation to the concept of negotiation. 
There were no real negotiations, or bargaining as such in the project group, probably because of this. 
There was no need to divide anything among the organizations, but instead to find ways to develop 
was actually was there. One of the members of the group means that there was a “change of 
paradigm” during the work process, when external happenings made the group members realize that 
the organizations need each other to be strong and competitive. This had an impact on the work so 
that it did not come to real negotiations and a lot of conflicts were avoided. 
 
There was also the view point by one of the group members that maybe there should have been more 
negotiations and more conflicts. Were the group members too nice to each other? Would the group 
have obtained even better results if there had been more friction and more negotiations where ideas 
had been tested and discussed more thoroughly? Chen (2006) discusses in his article that many 
studies about creativity (De Dreu, Weingart, 2003, Jehn 1995) have shown that a conflict has a 
positive effect on innovation. Task conflicts can make team members think more thoroughly and 
deeply, which will create new insights and innovative solutions. 
 
 
5.6 Support of an administrative structure 
 
The administrative structure for the project group was seen as an important aspect to facilitate for the 
group to obtain good results. This is likely to be even more relevant in a cooperation project 
depending on the diversity and uncertainty. A stable infrastructure is more important to handle the 
complexity, since it is greater than in a traditional project.  
 
 
5.7 Environmental factors 
 
Environmental factors had an impact on the work carried out in the group. A major decision in one of 
the organizations had an impact on the work in the group and probably made it easier. This was 
because it meant that there was already a decision made by one of the organizations and the work of 
the group could go on from there. There were also other external happenings during the project which 
showed the need for cooperation instead of competition between the organizations. The steering 
committee had a meeting to emphasize the need for concrete and far-reaching results from the project 
group and there were also outspoken expectations from the managements concerning the results from 
the group. One important external body stated that the cooperation was a good example of how 
organizations can cooperate; this also affected the work. The aspect of external factors was important 
in this case. Atkinson et al (2006) talk about uncertainty and mention “complexity in terms of the 
number of influencing factors…” and talk about hidden agendas, organizational learning, lack of 
information, etc, but do not go more into detail on external factors that might affect the project work. 
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CHAPTER SIX 
 

CONCLUSIONS 
 
 

This chapter covers conclusions and reflections from the study carried out, as well as shows practical 
implications to managers using cooperation projects. At last it gives suggestions to further research 
that might be interesting in continuing to expand the knowledge within this field of study. 
 
 
6.1 Conclusions and discussion 
 
6.1.1 Diversity and its influence on the work process 
For cooperation projects the results indicate that the belonging and control phases will take longer 
time than in a more traditional project. The diversity of objectives, interests, etc, probably makes 
these phases more complex than in a more traditional project, where the prerequisites are more known 
and the situation in more stable and clear. Both the first and second phase take a long time for the 
group and the reason for this can be the diversity in different shapes; participants from numerous 
organizations, with differing interests, conflicting interests, objectives, etc. The diversity of the 
members´ motivational orientation is also an important aspect here, which can be one explanation to 
why these two phases take such a long time. When the cooperation project has gone through the first 
two phases, it does not seem to need more time in the following phase than in a traditional project. 
The great difference between the cooperation project and the traditional project lies in the first phases, 
where the uncertainty and diversity are strong, relevant factors which affect the work process. In the 
later phases, the uncertainty in the group has diminished and the diversity is either lower or at least it 
is well-known in the group. This gives a more secure working environment and lower insecurity for 
the project participants and the prerequisites for the work process more and more resemble the one in 
a traditional project. 
 
Can the issue of diversity imply that the group more easily falls back into an earlier development 
stage? It is possible that the process is more sensitive because of the diversity, which is related to a 
more uncertain and complex environment. This would mean that the process is more easily disturbed 
by minor occurrences and that a step back in development phases would happen more often in 
cooperation projects than in traditional projects. Diversity is also a factor which can affect the 
development of trust to take longer time than in a traditional project or only so called “swift trust” 
will develop; there are more uncertainties and issues to take into consideration. The whole situation 
is more complex and takes time to grasp and understand. When the participants know each other and 
can identify where the others are positioned in relation to objectives, interests, etc, there are the 
prerequisites and possibilities for trust to develop. 
 
It can be discussed if a general assignment is a solution to handle diversity; there are pros and cons 
with it. On the one hand, the generality may cause conflicts and confusion, but on the other hand it 
gives the spectrum for own initiatives, inspiration and enthusiasm. 
 
A well-functioning administrative structure is important in a cooperation project to handle the 
complexity. 
 

Internet MBA  Sofia M Westerberg 



How Diversity Influences the Work Process in Cooperation Projects 43 

6.1.2 A new concept of “Changing motivational orientation” 
Schei and Rognes (2005) believe the individual’s motivational orientation to be stable, that one 
person has one motivational orientation all through the whole process. This is not the case in this 
study. Some of the members in the group turned from one motivational orientation to another during 
the scope of the project. They were individualistic in the beginning, but then turned into a cooperative 
motivational orientation during the work process. Here is a new type of motivational orientation that 
has not been mentioned earlier. A suggestion for new definition for group members who change from 
one orientation to another could be “changing motivational orientation”.  
 
A reflection about why this happened is that the group took such a long time to get to know each 
other, looking at facts and figures, etc, instead of starting to talk about the actual issues that should be 
carried out. This led to a greater understanding for each other that was developed during the time and 
work process. If the participants had been pushing more directly to come to the “hard issues” the 
work in the group would probably have taken on more the form of a negotiation and the change from 
one motivational orientation to another would probably never have occurred. Another aspect is 
environmental factors which changed the situation and had an influence on the project. For Schei and 
Rognes the change from an individual to a motivational orientation might be difficult or even 
impossible to notice, because in their research experiments participants are told to have one 
orientation. Maybe this kind of shift can only be seen in a real situation, where the participants have 
to cope with the real world and its facts. 
 
 
6.1.3 A new orientation called “More than cooperative” 
There was a third kind of group members; some other participants in the group did not see the balance 
between their own organizations interests and the group’s interests. But they had the opposite way of 
thinking compared to those with an individualistic motivational orientation. They were sure that the 
results that were the best for the group as a whole were also the best for their own organization. They 
did not see any threat for their own organization from the cooperation. These participants went even 
further in their motivational orientation. Schei and Rognes do not mention this type of motivational 
orientation. I would like to create a new definition and say that these individuals have a motivational 
orientation that is “more than cooperative”. This means that they go further than those with a 
motivational orientation that is cooperative, because they see the group’s assignment as the most 
important task. 
 
 
6.1.4 The “claiming-creation dilemma” is not always applicable 
Another interesting outcome of the study was that not all the participants saw the balancing between 
the two standpoints, the so called “claiming-creation dilemma” (Schei and Rognes, 2005). These 
participants belong to two categories. The first category consists of the participants that are more than 
cooperative. For them the claiming-creation dilemma is not relevant or applicable. They see their own 
organizations´ interests and the group assignment as the same thing and there is no discrepancy 
between them. The other category is the participants that are solely focused on their own 
organizations´ interests. They consider their organizations interest to be their area of responsibility, 
while the assignment of the group is the responsibility of the project manager. 
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6.1.5 Environmental factors 
At a number of occasions there is strong influence from environmental factors on the cooperation 
project studied. Since it consists of many organizations a higher number of happenings can be 
relevant and affect the work carried out.  
 
 
6.1.6 Delegated responsibility  
At the organizational level there are few instructions given. In very general terms, the participants in 
the group know the views of their managements, through speeches they made about the necessity for 
the cooperation in general terms and there is also a signed cooperation agreement.  But there were no 
direct instructions concerning the work in this group. In asking questions, you could say that the 
participants got something that might be considered as indirect instructions. The management levels 
show their interests on a very general level and refrained from showing more concrete interests. This 
was handed over to the individuals in the group. It can be interpreted as a way to avoid getting into 
direct conflict with the other organizations at the management levels. Instead there might have been 
two ways for the management to control the work indirectly, without giving specific guidelines for 
how it should be carried out. This is through choosing the participants because of their formal 
position as well as of their point of views about the cooperation.  
 
 
6.1.7 The importance of formal position 
In this study the organizations signalled the importance they assigned to the group by the formal 
positions of the representatives they had selected for the project. This probably becomes much more 
important because of the diversity; it is a way to show the organization’s standpoint. But this is not 
the same as to say that the group in itself was uneven or unbalanced. All the members listened to each 
other and there was a respectful group climate. 
 
 
6.1.8 The FIRO-model is relevant also for cooperation projects 
Even though there is a higher degree of diversity in a cooperation project compared to the more 
traditional project, it has been possible to relate the work process and group developments to the 
FIRO-model. But there are some indications from this case that the work process might differ from 
the more traditional project in some aspects. Both for the development and transfer from one phase to 
another there is a need to have a longer time-period, because there are more interests, objectives, etc, 
to take into consideration and that need to be “tested” and conciliated against each other. In the FIRO-
model today, the three phases (belonging, control and closeness) are the same size. The assumption is 
that the time at each one of the three phases is equal. For cooperation projects the results indicate that 
the belonging and control phases will take longer time than in a more traditional project. This is 
supported by the results in the study that it took a lot of time before the project group began with the 
actual work assigned to them. In the interviews the participants also claimed that it took a lot of time 
before they got down to “real work”. But when they finally began the work, it progressed smoothly 
and efficiently. When the cooperation project has gone through the first two phases, it probably needs 
the same time as a traditional project. But there are also signs that the work process is more sensitive 
in a cooperation project and the risk for moving backwards from one development phase to another is 
higher.  
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6.2 Practical implications 
 
How can managers cope with uncertainty and diversity in cooperation projects? 
 
It is important that managers take into consideration that diversity in a cooperation project gives other 
prerequisites for the work process in the project. Knowledge about how diversity in the cooperation 
project influences the work process is important background information. 
 
As a manager, you then also have the understanding that the beginning of the project work probably 
will take longer time than in a traditional project and time is needed to consolidate the project work. 
Because the two first phases of the group development is likely to take longer time than in a more 
traditional project, there might be time pressure in the end if you do not calculate with some more 
time compared to that in a traditional project. 
 
Try to get a picture of the diversity as far as possible at an early stage. Through lowering the degree 
of uncertainty, through knowledge about diversity in the form of interests, conflicting interests, 
objectives and trust, it might also be possible to shorten the two first phases of group development. It 
gives prerequisites to increase the sense of security and through that a feeling of trust can evolve, 
which in turn gives an efficient group climate. All this implies that the possibilities to reach better 
outcomes of the project increase.  
 
When choosing representatives to the group, think about the formal positions of the people you 
choose and reflect on what signals you give to the other organizations. 
 
When engaging in project work, discuss and reflect upon which motivational orientation the 
participants from the own organization should have- a more individualistic motivational orientation 
that will give quick results, or a more cooperative motivational orientation where the results might not 
be clear from the beginning, but where the participating organizations will have a better foundation 
for a more long-term cooperation. 
 
Try to identify which motivational orientation each of the other group members has for the project 
work, as this will lead to a greater understanding of the process. Take into account that the 
motivational orientation is not static, but can change during the time of the project. 
 
Set up an administrative structure to facilitate for the project participants and to give some stability 
for the project. 
 
It is not easy to judge what impact environmental factors have on project work. Therefore, reflect on 
what might happen and create different scenarios in order to be well prepared for a variety of 
situations. 
 
 
6.3 Suggestions to further research 
 
It would be interesting to continue and develop the study further through making a comparison with 
other cooperation project groups, to find similarities and differences. 
 
Questions of interest to look closer at: 
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a) Is it necessary with a relatively long time of the project for the group members to get to know 
each other, before they start to work efficiently and obtain results, or was it specific for this 
working group? 

 
b) The fact that some members of the group turned from individual to cooperative motivational 

orientation meant that the process became smoother; does it also mean that the group has 
better prerequisites to obtain better results? 

 
c) Some members turned from individual to cooperative motivational orientation, what I call 

changing motivational orientation. Was it specific for this group or is it a general feature? 
 

e)  Another interesting issue it that some members were “more than cooperative” in their 
motivational orientation. Is this a common feature? 
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