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STRATEGIC MANAGEMENT IN ENGINEERING ORGANIZATIONS

By Paul S. Chinowsky*

ABSTRACT.:

The traditional philosophy of management in organizations that focus on the built environ-

ment, both in the public and private sector, places great emphasis on the ability to plan and execute projects.
In contrast, a similar emphasis on strategic management has received less attention in this context. This
paper introduces a comparative study of the current strategic management practices in public and private
organizations that are responsible for constructing the built environment. The paper introduces the areas
that organizations must address to compete in the face of changing customer and competitor conditions. A
summary of a comparative survey conducted on firms in the construction industry is documented together
with the background research that prompted the investigation of these topics.

INTRODUCTION

The history of strategy and strategic management
covers a broad timeline from ancient Greece to the
twenty-first century. Organizations, practitioners, and re-
searchers from every sector of the professional world have
focused on strategy as a primary topic at some point (Chi-
nowsky 2000). As a central component of long-term plan-
ning, the development of strategiesisintegrated into every
facet of business organizations. However, the develop-
ment of these strategies does not occur spontaneously. The
development of strategic concepts requires an environ-
ment that fosters strategic thinking and focus. However,
in contrast to manufacturing organizations that focus on
the long-term viability of a product, the construction in-
dustry is generally focused on the production of a single
and unique end product. While this project-based focus
receives significant consideration from construction pro-
fessionals, less attention is paid to strategic, or enter-
prisewide, management issues. Specifically, existing lit-
erature and research reports provide far fewer avenues for
construction professionals to obtain strategic management
knowledge (Goodman 1998). In response to this issue, the
current research effort was undertaken to examine strate-
gic management practices in both public and private or-
ganizations involved in developing the built environment
and identify strategic areas requiring greater attention by
the industry.

This paper introduces the findings from a primary com-
ponent of this study, the characterization of strategic man-
agement practices in public and private organizations fo-
cused on the built environment. The paper introduces the
need for this emphasis, the focus groups selected for the
survey, the data tabulations, and the analysis of the data
collected. Finaly, the paper addresses the need for action
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within these organizations to achieve a greater level of
effectiveness in the area of strategic management.

STRATEGIC MANAGEMENT AND PLANNING

Strategic management models have been evolving in
the business domain on a continuous basis since the late
nineteenth century. Combining input from these models
with the results of interviews conducted by the writer with
civil engineering, construction, and public agency execu-
tives, the current study proposes that strategic manage-
ment in the context of the construction industry comprises
the following seven aress:

« Vision, mission, and goals—The starting point for all
organization endeavors; establishing avision provides
each member with a direction to follow in all business
practices.

¢ Core competencies— The business boundaries for an
organization; core competencies establish what an or-
ganization does best and where its strengths reside.

* Knowledge resources—The combination of human
and technology resources that provide the backbone
for completing organization projects.

¢ Education—A focus on the informa and formal re-
quirements for lifelong learning and understanding of
evolving business conditions.

¢ Finance—A broad focus on monetary concerns be-
yond the project-to-project concerns of budget and
schedule control.

¢ Markets—The analysis of expanded business oppor-
tunities within domains that are related to core com-
petencies.

¢ Competition—A focused analysis and understanding
of existing, emerging, and future competitors in both
existing and potential market segments.

These seven strategic management areas can be pic-
tured as a series of segments within an overall structure.
Rather than viewing the structure as linear, the structure
should be envisioned as circular to indicate that strategic
management activities are an iterative process that return
to the beginning at regular intervals to ensure that a con-
stant focus is retained on the core purpose of existence.



Underlying this entire structure is the understanding that
the purpose of these focal points is to provide the envi-
ronment that allows organizations to formulate strategic
concepts.

The development of this strategic management focus
should not be confused with the implementation of a stra-
tegic planning process. Strategic management provides
the environment that encourages the development of stra-
tegic concepts. However, just as strategic concepts do not
usually develop spontaneously, the existence of a strategic
management environment does not guarantee that orga-
nization members will focus on developing strategic con-
cepts. To encourage this focus, numerous academic and
business writers have proposed various strategic planning
models (Davis 1987; McCabe and Narayanan 1991,
Mintzberg 1994; Lemmon and Early 1996; Thompson and
Brooks 1997). These strategic planning models provide
specific instructions for approaching, executing, and eval-
uating the development of strategic concepts. For exam-
ple, a common model emphasizes the need for an orga-
nization to: (1) build a strategic planning team; (2) set the
strategic planning objectives; (3) gather member input; (4)
synthesize the developed idesas; (5) develop an implemen-
tation plan; (6) execute the plan; and (7) evaluate the suc-
cess of the ideas prior to the start of the next strategic
planning timeframe.

Similar to any topic that focuses on procedural pro-
cesses, the number of strategic planning methods is in-
creasing at a rate that sometimes appears to be exponen-
tial. As such, the strategic planning process is slowly
becoming synonymous with the entire field of strategy.
This connection is incorrect. The strategic planning pro-
cess is one element of the overall strategy topic. Strategic
planning is the focused exercise of developing strategic
concepts based on the inputs provided by the seven areas
of strategic management. The focus of the current study
is on the implementation of strategic management prac-
tices in public and private engineering organizations.

THE CURRENT STUDY

The development of a survey to obtain data from con-
struction organizations and public agencies on strategic
management processes is an extension of a larger study
overseen by the present writer. In the larger effort, an
attempt is being made to identify the areas of strategic
concern for organizations related to developing and con-
structing the built environment and to develop an appro-
priate strategic management process for these organiza-
tions to implement and measure. In response to the first
component, a three-year study was conducted to deter-
mine what topics were identified by researchers and ex-
ecutives as the key strategic elements for organizationsin
this population. In this process, a content analysis meth-
odology was employed on 574 papers from management
and civil engineering journals to initially identify topics
of common concern (Goodman 1998). Concurrently, more
than 50 personal interviews were conducted with civil en-

gineering executives (vice-president level and above) to
correlate the research data with actual experiences (Chi-
nowsky 1999). Combining the input from these studies
provided the basis for the seven strategic management
areas identified in the previous section.

The identification of the strategic management concerns
provided a basis on which to formally survey a segment
of the industry. The segment selected for the initial survey
effort was the 1998 ENR Top 400 Contractors (ENR
1998) and the DOT and environmental protection depart-
ment (EPD) (or equivalent EPD) in each of the 50 states.
Subsequent study has been conducted on the top 500 de-
sign firms, a sample of small construction firms, and the
Fortune 500 organizations as an industry benchmark.
However, the current paper addresses the initial effort as
a basis for the strategic management research. The con-
struction population was selected for two reasons: (1) it
is an accepted measurement and list within the construc-
tion industry; and (2) the organizations within the list span
a significant revenue range that, it was hypothesized,
should be reflected in varied management practices. The
public agencies were also selected for two specific rea-
sons: (1) these agencies interact with the private design
and construction sector on adaily basis; and (2) many of
the construction-oversight functions within these agencies
remained consistent throughout the states. The specific in-
dividuals within the organizations that were identified for
the survey were executive-level individuals who were re-
sponsible for organization-level concerns.

Response Rate

Once the topics and organizations were identified, the
survey illustrated in Fig. 1 was mailed to the 400 con-
struction organizations and 100 agencies. The response
rate for the 400 construction organizations totaled 133 re-
sponses, or 33% of the ENR top 400, after a first-round
mail and second-round fax delivery. Concurrently, a 50%
response rate was achieved from both the DOT and EPD
surveys. A summary of the responses and percentages is
provided in Fig. 1.

The respondents answering the survey all satisfied the
criterion of holding an executive position. Of the con-
struction company respondents, 22 identified themselves
as vice-presidents, one as secretary, and the remaining in-
dividials identified themselves as president, chairman, or
chief executive officer (CEO). Of the agency respondents,
27 identified themselves as heads of agencies, with the
remaining respondents primarily identifying themselves as
department heads or planning specidists. The private in-
dustry respondents had an average length of tenure with
their current organizations of 21.3 years and an average
length of time as an executive of 17.1 years. The public
agency respondents had averages of 6.9 (DOT) and 10.5
(EPD) years for the same measurements.

To facilitate the analysis of the survey data, the orga-
nizations and agencies were retained in their three respec-
tive groups. Retaining these groupings allowed the three
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Name
Title
Organization

Strategic Management Survey

First, we would like to ask you some questions about yourself.
A. How long have you been with the company?

YEARS

Construction Companies: 21.32 Years Average

DOTs: 6.88 Years Average

EPDs: 10.54 Years Average

B. List your degrees obtained and major field of study.

Bachelor Field of Study
Master Field of Study
PhD Field of Study

C. What is your experience background?
YEARS AS FIELD AND/OR OFFICE ENGINEER
YEARS AS PROJECT MANAGER
YEARS AS EXECUTIVE (vice president and above)

Next, we would like to ask you some questions about your organization.
D. How many full-time employees are in your organization?

NUMBER
E. Please rank the following business sectors in which your business operates (rank all that apply).
General Building Petroleum
__ Transportation Power
_ Manufacturing Environmental
Industrial Process Telecommunications

F. How is your business organized (e.g. business segments, geographic location, regional divisions)?

Next, we would like to ask you some questions about corporate management.

Several of the following questions request that you respond with an answer from a scale from 1-7. The numbers in
the scale correspond to the following definitions. Please use these for each of the scaled questions.

1. Not aware of the concept

2. The organization is aware of the concept or issue, but no action has been taken

3. An action is in the conceptual stage of development

4. A formal action plan has been developed

5. The action plan has been initially or preliminarily implemented

6. The action plan is in full implementation

7. Evaluation measures are in place to check the progress or success of the action plan.

G. How far ahead does your company plan for strategic initiatives?

<1 Year 1-2 Years 2-3 Years 3-4 Years 4-5 Years 5+ years
Private 2% 15% 39% 16% 17% 12%
DOTs (0% 4% 16% 12% 8% 60%
EPDs 8% 20% 20% 8% 28% 16%
H. Have you incorporated the concept of strategic planning into your organization? (Circle Your Answer)

1 2 3 4 5 6

Private 0% 7% 12% 8% 25% 28% 28%
DOTs 0% 4% 12% 8% 28% 28%  20%
EPDs 0% 8% 8% 4% 16% 12%  44%

FIG. 1(a). Sample Survey with Results

62 / JOURNAL OF MANAGEMENT IN ENGINEERING / APRIL 2001



I. Has your organization developed a vision statement?

YES NO
Private 58% 42%
DOTs 80% 20%
EPDs 92% 8%

(if yes) please state the vision statement or attach a copy

J. Has your organization developed a mission statement?

YES NO
Private  73% 27%
DOTs 100% 0%
EPDs 100% 0%

(if yes) please state the mission statement or attach a copy

K. Has your organization developed short-term objectives to achieve the stated vision and mission?

YES NO

Private  82% 18%

DOTs 100% 0%

EPDs 100% 0%

L. Have you incorporated the concept of core competencies in your organization?
1 2 3 4 5 6 7

Private 13% 22% 14% 11% 20% 14% 6%

DOTs 4% 32%  16% 4% 28% 8% 4%

EPDs 12% 40%  20% 4% 12% 4% 4%

M. Is your organization using Internet-based technologies (e.g. World Wide Web) to facilitate information and
knowledge exchange between your professional staff?

1 2 3 4 5 6 7
Private 2% 4% 8% 6% 24% 33% 23%
DOTs 0% 8% 4% 4% 48% 2% 12%
EPDs 0% 4% 4% 0% 28% 44%  16%

N. Has your organization put in place procedures for lifelong learning?

1 2 3 4 5 6 7
Private 10% 26% 16% 12% 11% 19% 6%
DOTs 4% 20% 28% 12% 20% 16% 0%
EPDs 0% 28% 24% 8% 4% 24% 8%
O. Is your organization conducting financial risk analysis to forecast and protect your organization from economic
swings?
1 2 3 4 5 6 7
Private 3% 22% 10% 12% 18% 20% 15%
DOTs 12% 8% 4% 8% 28% 20% 16%
EPDs 12%  32% 8% 0% 12% 12% 12%

P. Is your organization conducting market analyses to proactively identify new and expanded organization
opportunities?

1 2 3 4 5 6 7

Private 1% 12% 7% 11% 26% 26% 17%

DOTs 0% 0% 12% 24% 36% 24% 4%

EPDs 0% 16%  12% 8% 12% 32% 12%

Q. Is your organization proactively positioning itself to protect against new competitors?
1 2 3 4 5 6 7

Private 2% 14% 10% 11% 22% 29% 11%

DOTs 4% 8% 4% 12% 24% 32% 16%

EPDs 8% 16%  16% 8% 8% 12% 20%

Finally, we are interested in your additional thoughts on these issues.
S. Is there anything else you would like to tell us which might help in our future efforts to understand how
executives feel on these issues (please attach additional pages if necessary)?

FIG. 1(b). (Continued)
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groups to be analyzed to determine if the type of orga-
nization has statistical significance in terms of differences
in survey response. Table 1 illustrates the survey groups
established for this study and the corresponding response
rates obtained in each category.

SURVEY RESULTS

To present the analysis of the survey results, the anal-
ysis is divided into three overall categories, general per-
spectives, internal issues, and external issues. In each of
these categories, the following discussions present a de-
scription of the category, the data obtained from the sur-
vey, and a summary of the statistical significance derived
from the survey data.

General Perspectives

The first category of interest for the survey effort was
an initial query concerning each organization’s practices
in long-term planning. As illustrated in Fig. 1, the plan-
ning period question (question G) asked the respondents
what long-term planning period is used in the organiza-
tion. The result of this question provided the first statis-
tically significant response among the organizations (Te-
ble 2). Whereas the response indicated a population trend
among the EPD and private organizations of an advanced
planning window of between 2—-3 and 3—4 years, the
DOT respondent average indicated a 4—-5 year planning
window. As indicated by the planning materials included
by many DOT respondents, this 5-year planning window
is a critical component of their planning process due to
external political forces.

The strategic planning question (question H) built upon
the planning window question by asking the respondents
to provide an indication of how strategic planning has
been integrated into their organization. As illustrated in
Fig. 1, this is the first question to introduce the 1-7 an-
swer scale employed in the survey. This scale provides a
series of discrete implementation stages for respondents
to indicate the current status of their organization’s stra-
tegic planning efforts. Starting at a value of 1 that indi-
cates the organization is not aware of the concept, to a
value of 7 that indicates full implementation and mea-
surement of a concept, the seven values provide the op-
portunity for an organization to respond with their current
status in terms of a specific strategic management concept.
Rather than focusing on the amount of resources com-
mitted to the area, the focus of the scale is on the degree
of implementation.

TABLE 1. Percentage Breakdown of Survey Groups
Number of Percentage | Percentage of
Group respondents of group overall survey
1) @ 3 4)
Construction 133 333 72
Organizations
DOTs 25 50.0 14
EPDs 25 50.0 14
Total 183 — 100.0
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From the perspective of the implementation scale, the
strategic planning question asks the respondents to indi-
cate the status of overall strategic planning in the orga-
nization. As illustrated in Table 2, the results of the stra-
tegic planning question indicate that the average among
al three groups is very similar, ranging from 5.24 to 5.61.
This number reflects the perspective that management is
predominantly in the initial or preliminary stages of im-
plementing strategic planning within their organizations.

Internal Issues

The second category of interest in the strategic man-
agement survey isinternal issues. In approaching the stra-
tegic management process, a fundamental division can be
made between issues that are internal to an individual or-
ganization and issues that force a response to externa
forces. Questions |-N each focus on internal issues that
emphasize the approach an organization takes to support
the development of resources and long-term plans. The
first of these questions, vision statement (question 1),
asked the respondents to indicate whether or not the or-
ganization had a vision statement. This question, together
with the mission statement and objectives questions (ques-
tions J and K), emphasizes the organization's focus on
developing a long-term roadmap for the organization de-
velopment. The vision component of this roadmap estab-

TABLE 2. Statistical Analysis of Average Response and Crit-
icality of Size of Organization on Response Average

Construction DOT EPD
respondent | respondent | respondent
Question average average average
1) @ (3) (4)

Planning period® 3.6667 5.040 3.760
Strategic planning 5.2615 5.240 5.609
Vision statement 1.4242 1.200 1.080
Mission statement 1.2595 1.000 1.000
Objectives 1.1860 1.040 1.120
Core competencies 3.7293 3.625 2917
Knowledge resources 5.4167 5.120 5.604
Lifelong learning 3.6977 3.720 3.958
Strategic finance 4.3953 4.625 3.501
Markets 4.9699 4.840 4761
Competition 4.6917 5.040 4.227

*Statistical significance was found for planning window, vision, and
mission responses based on a chi-square test, indicating that statistical
difference exists between responses given for each group.

Vision, Mission, and Objectives

o

s £

g §. OPrivate

= g @ADOT

g2 OEPD

]

a
Vision Mission  Objectives
Issues

FIG. 2. Percentage of Organizations Having Vision, Mission,

and Objectives Statements from Each of the Survey Groups



lishes the ultimate goal for the organization to achieve.
As indicated in Fig. 2, the public agencies have a far
greater focus on establishing vision statements with 87%
of the DOTs and 92% of the EPDs having vision state-
ments compared to only 58% of the private organizations.

Complementing the results generated from the vision
question are the results generated from the mission ques-
tion. In this second internal question, the respondents are
asked to indicate the existence of a mission statement
within the organization. The focus of this question is to
determine if the organization has determined how they are
going to achieve the stated vision. As indicated in Table
2, the response to this question once again produced a
significant difference between the public and private or-
ganizations. Similar to the vision statement, the public
agencies demonstrated greater long-term focus with each
having 100% response rates compared to 73% for the pri-
vate organizations. Finally, the objectives question com-
pleted the group of three questions relating to establishing
long-term goals and direction. In this question, the re-
spondents were asked if they had established specific
goals that would assist the organization reach their stra-
tegic objectives. Although the public agencies continued
to lead private organizations with the DOTs and EPDs
having 92% and 88% rates, respectively, private organi-
zations did not lag far behind with an 82% positive re-
sponse rate.

The second focus of the internal issues component of
the survey focused on the incorporation of the core com-
petencies concept into the organization. The focus of the
core competencies question (question L) was on the em-
phasis that organizations are giving to their internal
strengths and the use of these strengths as building blocks
for market development. The overall average for the ques-
tion was similar betwen the private sector and the DOTs
with an average of 3.7 and 3.6, respectively. These re-
sponses indicate that a plan to focus the organization on
core competencies is either in the conceptual stage of de-
velopment or has been developed, but not as yet moved
to the implementation stage. The EPD agencies were
dightly behind this average with a response average of
2.9. An interesting note in the response rate for this ques-
tion is the dispersion in the answers as indicated by the
standard deviation for both the private organizations and
the DOTs (Figs. 3-5). With a standard deviation ap-
proaching 2.0 and reflecting the variability in responses
received for this question, it was just as likely for an or-
ganization to respond with a 2 or a 6.

The third internal focus emphasized a move toward new
technologies as a tool to facilitate knowledge exchange
between organization employees. Rather than focusing on
computer tools that facilitate the completion of existing
tasks such as scheduling and estimating, the knowledge
resources question (question M) queried the respondents
on their focus on the future. Specifically, the knowledge
resources question emphasized the use of the Internet as
a tool to facilitate organization employees working to-
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FIG. 3. Averages and Standard Deviation Values for the Stra-
tegic Management Issues as Answered by the Private Construc-
tion Organizations
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FIG. 4. Averages and Standard Deviation Values for the Stra-
tegic Management Issues as Answered by the DOT Organiza-
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FIG. 5. Averages and Standard Deviation Values for the Stra-
tegic Management Issues as Answered by the EPD Organiza-
tions

gether through the exchange of knowledge. As indicated
in Figs. 3-5, the response to this question was a stark
contrast to the core competencies question. Whereas the
average for core competencies was the lowest in the sur-
vey, the average for the knowledge resources question was
the highest in the survey with averages exceeding 5.0. The
dispersion in the responses was similarly low at 1.4 or
less. This average and dispersion indicates that the use of
the Internet is entering into the strategic management con-
cerns of both public and private organizations. With 83%
of the organizations currently focusing on the implemen-
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tation of a strategic technology plans, this is one of the
strongest areas found in the current study.

The final focus on internal strategic issues was reflected
by the lifelong learning question (question N). In this
question, the organization focus on long-term education
was analyzed by asking the respondents about the focus
on procedures to support lifelong learning. The emphasis
of this question was to focus the respondents on the move
to organization learning, or the need for al individualsin
the organization to continue their education throughout
their careers. Although most of the respondents indicated
some level of education was taking place in the organi-
zation, the lifelong learning question revealed a strong
aversion to expending organization resources on lifelong
learning. As indicated in Table 2 and Figs. 3-5, the av-
erage response to this question ranged from 3.7 to 4.0. Of
particular note in this question is the contrast to the pre-
vious technology question. Whereas the significant ma-
jority of organizations were actively implementing tech-
nology plans, 64% of the organizations are predominantly
in the conceptual stage of development for lifelong learn-

ing.

External Issues

The final category of interest in the strategic manage-
ment survey was the focus on external issues. In contrast
to internal issues such as organization learning that can
be addressed exclusively within the confines of the orga-
nization, external issues address factors that are industry-
based rather than organization-based. Specifically, ques-
tions O—Q address the response by organizations to the
changing market and business forces occurring in the con-
struction and regulatory environment.

The first external issue of concern was the response by
organizations to the economic swings that occur in the
architecture/engineering/construction (A/E/C) industry.
The strategic finance question (question O) asked the re-
spondents to indicate the organization status in developing
a long-term response to economic variability by putting
in place procedures to forecast and anticipate economic
changes. As indicated in Table 2, the average response to
this question ranged from a 3.6 to a 4.6. The type of
organization did not prove to be a deciding factor in this
response. However, it should be pointed out that the dis-
persion was higher in the public agencies than the private
sector (Figs. 3-5). This larger dispersion reflects a range
of answers that result from some state agencies adopting
the position that agency budgets reflect the focus of the
state government and thus, are outside the direct control
of the agencies. From this perspective, public agencies
provided a variety of responses with a segment of the
organizations actively implementing plans and others
choosing to follow the variances inherent in the govern-
ment appropriation process.

The second issue of concern for organizations from ex-
ternal forces is the impact of new market opportunities on
existing business or agency practices. The central empha-
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sis in this area is the identification of new customer op-
portunities as a basis for expanding current service prod-
ucts. This emphasis is important for organizations that are
attempting to develop strategic plans that consider the ex-
pansion of services as a key component in increasing cus-
tomers and reducing the pressure from potential compet-
itors for increased revenue or budget allocations. The new
markets question (question P) addressed this issue by ask-
ing respondents to indicate their organization's status in
proactively identifying new and expanded market or cus-
tomer opportunities. Similar to the focus on technology,
respondents are making considerable progress in this area
of strategic management. All groups in this category av-
eraged almost a 5.0, indicating that this topic is receiving
implementation-level attention with 14% of organizations
developing evaluation measures for their customer anal-
ysis efforts.

The final issue of concern for external issues, protecting
against competitors, also serves as the final area of con-
cern for the strategic management survey. The prolifera-
tion of new competitors entering the construction arenais
creating competition for private organizations from areas
such as management consultants, which were rarely con-
sidered threats only a decade ago. However, the long-term
outlook for this competition indicates continued growth
from these new competitors, and therefore, a need for ex-
isting organizations to protect existing market share. Sim-
ilarly athough not as explicitly, public agencies face in-
creasing competition for budget allocations as shifting
state priorities create potential threats to existing program
appropriations. In response to this issue, the competitive
advantage question (question Q) asked respondents to in-
dicate organization efforts to position against new com-
petitors or threats to budget appropriations. As indicated
in Table 2, the response to this question demonstrated sim-
ilar, but slightly lower implementation stage averages for
two of the three groups, than that identified for the new
markets question, with an average response ranging from
4310 5.0.

ANALYSIS

The results of the strategic management survey provide
a basis for analysis in the following areas: (1) strategic
areas that organizations focused on the built environment
are addressing in a positive manner; (2) strategic areas
that these organizations need to address with greater em-
phasis; and (3) the impact of organization type on strategic
management practices.

Positive Strategic Management Areas

The strategic management survey provides positive in-
dications in two areas, technology and market awareness.
In technology, both the private and public organizations
indicate that the integration of technology to support
knowledge transfer between members is an area that is
receiving significant attention. With 83% of all respon-



dents indicating that technology integration is either in the
implementation or measurement stage, technology inte-
gration moves to the forefront of strategic issue aware-
ness. As discussed at the beginning of this paper, the new
wave of information technology capabilities is transform-
ing the manner in which built environment organizations
will conduct business in the twenty-first century. The In-
ternet and virtual office environments will become an ac-
cepted fact for future project environments (Fruchter
1997). Responding to these changes by implementing
technology strategies ahead of the competition provides
the opportunity to evaluate the impact of technology and
implement a strategy that has the best potential to result
in a positive outcome.

Similar to the positive focus on technology, the con-
struction industry respondents demonstrate an awareness
of the need for market expansion. With 67% of the re-
spondents indicating that market and customer oppor-
tunity identification being in an implementation or
measurement stage, this question reflects the strong com-
petition that exists to provide unique customer servicesin
both the public and private aspects of the construction
industry. Asindicated by the lack of statistical significance
attributed to organization type, this market focus is un-
derstood by organizations at every level. However, this
result should not be extrapolated to infer that all organi-
zations are entering appropriate markets. The survey did
not inquire as to the types of markets or customer services
that organizations were investigating. Rather, the analysis
can state that organizations involved in developing the
built environment are aware of the need to strategically
position themselves in new markets to respond to chang-
ing customer demands, and actions are being taken to es-
tablish these new positions.

Areas for Greater Emphasis

In contrast to the positive results obtained in the stra-
tegic management survey for the technology and market
areas, the responses in two areas, education and core com-
petencies, indicate a need for greater strategic emphasis.
The first of these areas, education, demonstrates the
broadest need for greater strategic emphasis. Although it
was unanimous among all respondents that some type of
education was taking place in the organization, the ma
jority of organizations do not incorporate the concept of
lifelong learning. With a 64% of the respondents indicat-
ing that lifelong learning has not progressed past the de-
velopment phase, lifelong learning received the second
lowest focus of the strategic management issues. In con-
trast to the author’s assumptions prior to the study, the
type of organization does not factor into this response.
Although private organizationsindicate an institutional fo-
cus on craft and entry-level training, the attention to life-
long learning received far less emphasis. Similarly, public
agencies placed a significant emphasis on regulatory
courses for staff personnel, but were less focused on ed-
ucation for senior personnel.

The second area that the survey results indicate a need
for greater emphasis is that of core competencies. With
the lowest average among the survey respondents, the
core competency focus is receiving significantly less at-
tention than the remaining six areas. The significance of
this statistic arises from the fact that organizations must
build on a stable foundation if they are to succeed over a
long-term planning period. An organization's core com-
petencies form this foundation (Prahadad and Hamel
1990). Without a focus on these competencies, the orga-
nization places itself at risk of entering initiatives that ei-
ther dilute or abandon the organization strength. Once
such a scenario occurs, the negative impact can multiply
as organizations attempt to shore up weaknesses in the
newly entered area, thus further diluting the core com-
petency. Unfortunately, with many organizations reporting
only an awareness of the core competency concept, sig-
nificant education is required before many organizations
will have the tools to refocus on this topic.

Impact of Organization Type

Any research in the construction industry cannot ignore
the fact that the industry is comprised of many more small
organizations than large organizations. Based on Census
Bureau statistics, there are approximately 206,000 general
and heavy contractors in the United States (U.S. Bureau
of the Census 1997). The top 400 contracting firms ac-
count for only 0.2% of the contracting population. How-
ever, these same contractors account for over 30% of the
annual revenue generated by general and heavy contrac-
tors. Given this difference in size, different forces will act
upon these organizations. Similarly, the inclusion of pub-
lic agencies from 50 different states introduces local, re-
gional, and national forces that affect each state in differ-
ent areas. Given these factors, the research team believed
prior to this survey being conducted that these differences
would be reflected statistically in the responses given by
each respondent category.

As detailed in the data sections, these statistical differ-
ences did not appear. Rather, except for the long-term
planning focus related to planning periods, a vision state-
ment, and a mission statement, no other question was
found to have the type of the organization as a statistically
significant variable. The same strengths and weaknesses
were found in every group. Uniform strength was found
in technology and markets, while uniform areas for im-
provement were found in education and core competen-
cies. Similarly, the dispersion in the responses was rela
tively uniform across the survey. In areas such as core
competencies and financial risk analysis, dispersion was
high in each group, while areas such as planning periods
and technology had uniformly low dispersion. In sum-
mary, the strategic management survey disproved the in-
itial research hypothesis and indicated that strategic man-
agement practices, other than the planning window, are
stetisticaly similar in both the public and private organi-
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zations that focus on the construction of the built envi-
ronment.

CONCLUSIONS

The first step in the process of moving to a strategic
management perspective is to determine where current
strengths exist, where gaps exist, and where the priorities
will be set to build upon these answers. An organization
should not be discouraged if it finds one or more areas
have significant gaps at the present time. Every organi-
zation has room to improve. The difference between the
organization that is destined to succeed and the one that
is destined to ride the waves of the economy is the desire
to fill these gaps. At the same time, the organization needs
to be redlistic about its efforts to fill these gaps. In some
instances, significant investment is required to move for-
ward toward strategic objectives. In these instances, the
organization must set priorities and balance available re-
sources. For example, if an organization finds itself with
gaps in education and competitive anaysis, then a deci-
sion must be made as to which of these gaps requires the
greater attention at the current time.

Addressing strategic management gaps will require an
organization to invest time, planning, and monetary re-
sources. Given this commitment, an organization must de-
termine where the resources will be allocated. However,
this process must not be an either-or situation. Rather,
balanced advancement in each areais arequired response.
In this example, that response may be to establish alunch-
time seminar series with in-house personnel (a low-cost
action to address lifelong learning concerns), while at the
same time investing in a team to analyze the current com-
petitive situation in an identified customer service area (a
larger resource commitment, but one that is considered
critical to long-term success by the organization).
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The strategic management survey illustrated that con-
struction-related organizations have strengths in isolated
strategic management issues. However, progressin several
areas is still required. Undertaking the moves required to
achieve this progress may be painful for some organiza-
tions, but this discomfort should be tempered by the
thought that the organization is setting in place processes
that will temper its dependence on an uneven economic
future.
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