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ABSTRACT 

The construction industry is facing several challenges as the awareness of our environment 

develops and a more sustainable approach is desired. A construction project is traditionally 

limited by time, cost and quality but it has also become a must to focus on the environmental 

aspects as well. To focus on environmental aspects is one of the major challenges the design and 

project managers are facing today. It is a challenge since sustainable construction may be 

achieved in many different ways and the project manager does not have a deep knowledge in the 

area. But at the same time is it important to have sufficient knowledge to be able to manage 

sustainable construction projects. New knowledge about for example environmental 

classifications and the long term benefits from sustainable construction are needed.  

To support design and project managers in their daily work many companies use assignment 

management systems as a tool to store and share knowledge. The system should ensure that 

everyone work in the right way and deliver a suitable quality but the system should also support 

the employees in their work. Consultants need to advice, support and control the environmental 

aspects of the projects. To do this they need comprehensive environmental management 

support from the assignment management system.  

This study is a qualitative study where interviews have been conducted and a survey has been 

sent out to the WSP Management department in Stockholm. Also, the assignment management 

system have been studied and mapped to find improvement suggestions. 

The purpose of this research is to investigate how an assignment management system can 

support the project and design managers within sustainable issues. By doing this the knowledge 

management is improved. 

The findings suggest that an assignment management system and the environmental 

management should be integrated into one system. The system need to be quick and include an 

effective search function to improve the accessibility. There need to be suitable tools such as 

checklists, templates and guidelines for performing environmental tasks. Moreover, the 

employees need sufficient knowledge about sustainability to be able to use the tools and succeed 

in sustainable management. There should also exist a feedback tool for the employees that 
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encourage them to enter suggestions and opinions which will contribute to the knowledge 

sharing in the company.  



 

5 

 

EXAMENSARBETE 

Titel: Miljöstyrning i den Svenska Byggindustrin – Förbättringsförslag för kunskapshantering 

Författare: My Valldor Blücher 

Institution: Institutionen för Fastigheter och Byggande 

Examensarbetesnummer: 296 

Handledare: Tina Karrbom Gustavsson 

Nyckelord: Miljöstyrning, Kunskapshantering, Projektledning, Hållbarhet 

ABSTRACT 

Byggbranschen står inför flera utmaningar eftersom vår medvetenhet om omgivningen ökar och 

ett mer hållbart förhållningssätt önskas. Ett byggprojekt är traditionellt begränsat av tid, 

kostnad och kvalitet men det har blivit ett måste att fokusera på miljöaspekter också. Att 

fokusera på miljöaspekter är en av de stora utmaningar som projekterings- och projektledare 

står inför i dag. Detta är en utmaning eftersom hållbart byggande kan uppnås på många olika 

sätt och projektledare har inte djup kunskap inom området. Ny kunskap behövs om till exempel 

miljöklassificeringar och långsiktiga fördelar med hållbart byggande. 

För att stödja design -och projektledare i sitt dagliga arbete använder många företag 

verksamhetssystem som ett verktyg för att lagra och dela kunskap. Systemet ska säkerställa att 

alla arbetar på rätt sätt och levererar lämplig kvalitet, men systemet bör också stödja de 

anställda i deras arbete. Konsulter behöver kunna ge råd, stöd och kontrollera de miljömässiga 

aspekterna av projekten. För att göra detta behöver de omfattande miljöledningsstöd från sitt 

verksamhetssystem. 

Denna studie är kvalitativ där intervjuer har genomförts och en enkät skickats ut till WSP’s 

projektledningsavdelningen i Stockholm. Författaren har gått in i verksamhetssystemet och 

observerat och kartlagt innehållet för att kunna föreslå förbättringar. 

Syftet med denna forskning är att undersöka hur ett verksamhetssystem kan stödja projekt -och 

projekteringsledare inom hållbarhetsfrågor. Genom att göra detta förbättras 

kunskapshanteringen. 

Resultaten tyder på att ett verksamhetssystem och miljöstyrningen bör integreras i ett system. 

Systemet måste vara snabbt och innehålla en effektiv sökfunktion för att förbättra 

tillgängligheten. Det måste finnas lämpliga verktyg som checklistor, mallar och riktlinjer för att 

utföra miljöuppgifter. Dessutom behöver de anställda tillräckliga kunskaper om hållbarhet för 

att kunna använda verktygen och lyckas bedriva hållbar projektledning. Det bör också finnas ett 

återkopplingsverktyg för de anställda som uppmuntrar dem att komma in med förslag och 

synpunkter som bidrar till kunskapsdelning i företaget. 

 

 



 

6 

 

TABLE OF CONTENTS 
ACKNOWLEDGEMENT ..................................................................................................................................................... 2 

Abstract ............................................................................................................................................... 3 

Table of figures and tables ............................................................................................................................................. 9 

1 Introduction ................................................................................................................................................................... 10 

1.1 The area of research .................................................................................................................... 10 

1.2 Problem Statement ..................................................................................................................... 10 

1.3 Purpose of Study ......................................................................................................................... 11 

1.4 Critical questions ......................................................................................................................... 11 

1.5 Importance of Study .................................................................................................................... 11 

1.6 Scope of Study ............................................................................................................................. 12 

2 Background .................................................................................................................................................................... 13 

2.1 Knowledge Management Theory ................................................................................................ 13 

2.2 Sustainability ............................................................................................................................... 14 

2.2.1 What is sustainability? .......................................................................................................... 14 

2.2.2 What is Sustainable development ........................................................................................ 16 

2.2.3 Why is sustainability important ............................................................................................ 17 

2.2.4 Sustainable construction ...................................................................................................... 18 

2.2.5 LCA Life Cycle analyse or Life cycle assessment ................................................................... 19 

2.2.6 The history of sustainability ................................................................................................. 20 

2.3 WSP Group .................................................................................................................................. 20 

2.3.1 WSP Global ........................................................................................................................... 21 

2.3.2 WSP Sweden ......................................................................................................................... 21 

2.4 Project management ................................................................................................................... 22 

2.4.1 Design management ............................................................................................................. 23 

3 Method ............................................................................................................................................................................. 25 

3.1 The chosen method ..................................................................................................................... 25 

3.1.1 Arguments for the chosen method ...................................................................................... 25 

3.1.2 Reflections on the chosen method ...................................................................................... 26 



 

7 

 

3.2 Data collection strategy ............................................................................................................... 28 

3.3 Data analyse strategy .................................................................................................................. 29 

4 Literature review......................................................................................................................................................... 31 

4.1 Management systems ................................................................................................................. 31 

4.1.1 Assignment management systems ....................................................................................... 31 

4.1.2 Environmental management ................................................................................................ 31 

4.1.3 Environmental management systems .................................................................................. 32 

4.2 Previous research ........................................................................................................................ 34 

4.2.1 Environmental management systems .................................................................................. 34 

4.2.2 Green project management ................................................................................................. 37 

5 Empirics .......................................................................................................................................................................... 39 

5.1 WSP Assignment Management System ...................................................................................... 39 

5.1.1 The vision of VS .................................................................................................................... 39 

5.1.2 The structure of VS ............................................................................................................... 39 

5.1.3 The different parts of VS ...................................................................................................... 39 

5.1.4 What is VS ............................................................................................................................. 40 

5.1.5 Who are the users ................................................................................................................ 41 

5.1.6 The goal ................................................................................................................................ 41 

5.1.7 The expectations .................................................................................................................. 42 

5.1.8 Environmental management ................................................................................................ 42 

5.1.9 The common opinion about VS ............................................................................................ 44 

5.2 Available Information IN VS ........................................................................................................ 44 

5.2.1 ”VS” The Assignment Management System ........................................................................ 44 

5.2.2 Intranet ................................................................................................................................. 51 

5.2.3 Courses ................................................................................................................................. 52 

5.3 Required Information .................................................................................................................. 52 

5.3.1 Interviews ............................................................................................................................. 52 

5.3.2 Survey ................................................................................................................................... 59 

6 Analysis ........................................................................................................................................................................... 63 

6.1 The Environmental Management VS include .............................................................................. 63 

6.1.1 Advertisement ...................................................................................................................... 63 



 

8 

 

6.1.2 Work in clients’ systems ....................................................................................................... 63 

6.1.3 Need to know where to look ................................................................................................ 64 

6.1.4 Search function ..................................................................................................................... 64 

6.1.5 Slowness of the system ........................................................................................................ 64 

6.2 Environmental knowledge........................................................................................................... 65 

6.2.1 The need for more environmental knowledge .................................................................... 65 

6.2.2 Gain knowledge .................................................................................................................... 66 

6.2.3 The environmental department ........................................................................................... 67 

6.2.4 What the managers need to Know....................................................................................... 68 

6.3 Improvement Possibilities ........................................................................................................... 69 

6.3.1 Environmental classifications ............................................................................................... 69 

6.3.2 Material choices ................................................................................................................... 69 

6.3.3 LCC analyses ......................................................................................................................... 70 

6.3.4 Requirements from the managers ....................................................................................... 70 

6.3.5 The environmental management process ........................................................................... 71 

6.3.6 Missing documents ............................................................................................................... 72 

6.3.7 Reward system ..................................................................................................................... 73 

6.4 Feedback...................................................................................................................................... 73 

7 Discussion ....................................................................................................................................................................... 75 

7.1 Accessibility ................................................................................................................................. 75 

7.2 Usage ........................................................................................................................................... 75 

7.3 Update ......................................................................................................................................... 76 

8 Conclusions and Future work ................................................................................................................................ 77 

8.1 Conclusion ................................................................................................................................... 77 

8.1.1 How can an assignment management system support the project and design managers 

with environmental management? ............................................................................................... 77 

8.1.2 What environmental management support is requested by the design and project 

managers? ..................................................................................................................................... 77 

8.1.3 How can the environmental management in an assignment management system be 

improved?...................................................................................................................................... 77 

8.1.4 In what way can feedback from experiences be added to an assignment management 

system? .......................................................................................................................................... 78 



 

9 

 

8.2 Fulfilling the purpose ................................................................................................................... 78 

8.2.1 how may an assignment management system support the project manager with focus on 

enviornmental sustaibility? ........................................................................................................... 78 

8.3 Future work ............................................................................................................................... 79 

9 BIbliography .................................................................................................................................................................. 80 

10 Appendix ...................................................................................................................................................................... 84 

 

TABLE OF FIGURES AND TABLES 

Figure 1. The three levels of sustainability. …………………………………………………………… ……………...14 

Table 1. Basic Elements of an EMS. …………………………………………………………………………………….…31 

Table 2. Critical success factors for an EMS. …………………………………………………………………………..33 

Figure 4. Organizational Chart for WSP Sweden. 

……………………………………………………………………841 

Figure 5. Organizational chart for WSP Management. 

…………………………………………………………….852 

 



 

10 

 

1 INTRODUCTION 

The introduction will include a short presentation of the research topic and the problem 

statement, followed by the purpose and critical research questions. Finally the importance and 

scope of the study are presented.  

1.1 THE AREA OF RESEARCH  

Sustainable construction has become a prioritized area in Sweden and therefore the need for 

deep competence within this area has increased. Many construction companies have 

environmental specialists employed to get the needed experiences and competences. One issue 

with this solution is that the specialists are not always involved in the management, they are a 

support to the manager and the project team but not always a part of the team. In these cases the 

project manager need to discuss and explain sustainable issues and solutions to the client or 

make decisions on their own. Hence, the manager needs sufficient knowledge about 

sustainability and environmental issues too. Since everyone can’t know everything their need to 

be a way for the project manager to acquire needed information in an easy way.  

One important issue within companies is to create a common way to work and to make sure all 

employees deliver high quality to the client. To do this the company or the board need to convey 

how different tasks should be performed but also what quality they must ensure. To accomplish 

this most companies creates an assignment management system or a business system, in this 

paper the term assignment management system is used. This system is a common base to how 

the company should work towards the clients to be able to deliver goods and services of value 

(Business Dictionary, 2014). 

The assignment management system is a common way to share information to the employed 

about what, how and when to perform different tasks (Ofori, et al., 2002). Therefore can it be 

used to share information and provide project managers with information about for example 

sustainability concerns. 

Many assignment management systems are largely scaled and include a wide range of 

information within different fields. An important matter is to make sure the system is easy to use 

and that the information is easy to find. Furthermore, it is quite as important that the right 

information exists within the assignment management system and that the ones using it 

experience that the information helps. These matters involve knowledge management which is 

vital to company success since many companies consider knowledge to be their main structural 

capital. It is also very important that the system is updated and that new knowledge is entered 

continuously to the system to make it complete. All knowledge is not possible to enter in a 

system since it must be possible to codify, some knowledge must be learnt by doing or other 

means and can therefore not be entered in an assignment management system.  

1.2 PROBLEM STATEMENT         

When managing a project the project and design manager may find information, instructions 

and a lot of stored documents from earlier projects in the company’s assignment management 

system. Guidelines, policies, routines and strategies of the company are stored in the assignment 

system too. All these documents include information and knowledge which is an important part 
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of the companies’ structural capital. To ensure this capital isn’t lost the knowledge of the 

employees, which can be codified, need to be stored in the company and shared between the 

employees. It is also important that new knowledge is entered continuously to keep the 

information bank updated. Successful knowledge management is an evident solution to this 

problematic. 

Since sustainable construction is developing constantly a lot of information and guidelines need 

to be available to support the ones working with these issues. A lot of laws and rules control the 

sustainability concerns, which is why it is very important to make the right decisions and be 

aware of the difficulties with sustainable construction. It should therefore be possible for a 

project manager to find necessary information about environmental issues and sustainability in 

the assignment management system.  

To offer desirable support the assignment management system must include the right 

information, be updated, relevant and exclusive. This is not easy to achieve since different areas 

require different degrees of precision. To keep the information updated it requires that someone 

update it and add feedback. Since implicit knowledge develops within a person it is extremely 

important that every employee contributes to the development of the system (Frappaolo, 2006). 

The problem is to know how to create successful environmental management and how to ensure 

a high usage level and understanding. The ideal is that all information needed exists within the 

system and that it is always updated, accurate and develops continuously.  

1.3 PURPOSE OF STUDY 

The purpose of this research is to investigate how an assignment management system may 

support the project and design managers with focus on environmental sustainability.  

1.4 CRITICAL QUESTIONS 

1. How can an assignment management system support the project and design managers 

with environmental management? 

2. What environmental management support is requested by design and project managers? 

3. How can the environmental management in an assignment management system be 

improved? 

4. In what way can feedback from experiences be added to an assignment management 

system? 

1.5 IMPORTANCE OF STUDY    

The built environment including the construction industry have a great impact on the 

environment in sense of consumption of natural resources and the produced amount of 

pollution and waste (Robichaud & Anantatmula, 2011). Therefore are improvement possibilities 

for sustainable construction and important subject to study. In this paper the focus lies in 

environmental sustainability, since the base for sustainable construction is sufficient knowledge 

within the area. To focus on the environment is not only a temporary marketing trend but a vital 

aspect to create a sustainable development of the society for future generations.  
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Environmental management is required to make sure the right, from an environmental 

sustainability perspective, solutions and decisions are made. The environmental management is 

mostly based on new experiences from sustainable solutions since the sustainability area is new 

to the construction sector and the development of sustainable construction is rapid (Cavagnaro 

& Curiel, 2012). Therefore is the knowledge management within a company vital to their 

development and competitiveness. The feedback from employees to the environmental 

management is important to the development since experiences and knowledge from the 

employees is one of the most important sources for new knowledge. 

The managers are usually expected to be able to advice and support the client within 

sustainability and environmental issues (Palmblad, 2014). They are also expected to follow up 

and control both the client’s expectations and the environmental and sustainability performance 

of the construction when it is finished. To be able to do this the managers need to understand 

the area and they need knowledge and support in environmental issues.  

It was suggested in an earlier master thesis called “Ständiga förbättringar av Ledningssytem”, in 

English “Continuous improvement of management systems”, written by Nicole Krytek and Malin 

Näsström that the users’ involvement in the development of an assignment management system 

would be interesting to study. They also suggest that how to increase the usage level of an 

assignment management system would also be of interest in future research. These two areas 

are covered in this report but the study is not limited to only these two questions. 

Hopefully this paper will increase the knowledge about how an assignment management system 

may support project and design managers with accurate information within the environmental 

area and thereby make sure more decisions about sustainability are correctly made. This will 

contribute to a more sustainable development of the society and more environmentally friendly 

construction. 

1.6 SCOPE OF STUDY           

Assignment management systems are full of information within many different areas, to be able 

to create a careful study this paper is limited to the sustainable and environmental issues only. 

Therefore is the work environment not included in the study even though it has a close 

connection to environmental issues. The report focuses on the professions design and project 

managers. To study the whole assignment management system would take more time than this 

master thesis allows, at least if the study should have enough quality to be of any value.  

To limit the study further the implementation of environmental management within an 

assignment management system is not discussed thoroughly in this study, it is only briefly 

mentioned in the literature review.  
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2 BACKGROUND 

The background introduces the reader to the topic of research and the background of why this 

topic is chosen. The sustainability concept is discussed, the project and design management 

professions are described and the company WSP Group is introduced since the study is 

performed there.  

2.1 KNOWLEDGE MANAGEMENT THEORY 

“In a knowledge based economy knowledge management is the critical element of a business 

strategy that will allow the organization to accelerate the rate at which it handles new market 

challenges and opportunities, and it does so by leveraging  its most precious of resources, 

collective know-how, talent and experience- intellectual capital” (Frappaolo, 2006). 

Many companies have knowledge as an important part of their structural capital. The base of the 

organizational performance is the knowledge within the company and it is also a vital part of 

their competitiveness. Therefore is the strategy for organizational learning vital to the 

companies relying on their knowledge to ensure success (March, 1991). Organizational learning 

can be divided into two different approaches; exploitation and exploration.  

Exploitation concerns learning from old tried methods and refining those methods to become 

even more efficient (March, 1991). This is a low risk strategy where the company pretty much 

know what they outcome is beforehand. Exploration on the other hand concerns learning from 

new discoveries using methods never tested before. This is a high risk strategy where 

innovation is allowed and the outcome is unknown.  

To create an efficient learning strategy both explorative and exploitative learning must be 

included (March, 1991). Without exploitative learning the company take a very high risk and the 

outcome can never be calculated. Without explorative learning no innovation is allowed and the 

company development will stagnate and the competitiveness will decrease. To find an optimal 

balance between these two can be very difficult and the only certain thing is that the perfect 

balance depends heavily on the specific company. The balance will not be the focus in this paper 

but the improvement possibilities for the exploitative learning process.  

When working in construction projects a general truth is that every project is unique. All 

projects might not extremely challenging or innovating but some of them are, which will 

contribute to the explorative learning process. It is also known that one big issue within the 

construction sector is that a lot of knowledge is implicit knowledge that lives in a person and is 

lost when this person leaves the project or company (Frappaolo, 2006). Therefore it is very 

important for a company to manage their implicit knowledge in a successful way and make sure 

it is stored in the company in some way. One way to store this knowledge is to create a system 

for exploitative learning, for example an assignment management system, where knowledge and 

experiences are stored and available for others to learn from.  

The focus of this paper is the exploitative learning with focus on knowledge sharing within a 

company. Codified knowledge is the main focus, which concerns the knowledge and information 

that has been or may be written down and stored in a system or database. This will therefore be 

the focus in the discussion part and when suggesting improvements. 
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There is a concept called “Dilemma of incentivization” which means that knowledgeable people 

are reluctant to share their knowledge to less knowledgeable persons (Frappaolo, 2006). This is 

due to that they have no or little incentives to share their knowledge since they won’t get 

anything back from someone with less knowledge. The knowledge seeker has many incentives 

to get knowledge from the knowledgeable person but can’t require it without cooperation from 

the other party.  

2.2 SUSTAINABILITY 

2.2.1 WHAT IS SUSTAINABILITY? 

“You can no longer deny the science and bury your head in the sand – climate change is real” 

(Robichaud & Anantatmula, 2011). 

Indefinite numbers of definitions of sustainability is circulating in books, reports, on websites 

and in other places (Hill & Bowen, 1997). It can be concluded that the opinions about the 

definition vary a lot and that the concept is extremely broad. It has been suggested that one 

single definition cannot capture the full meaning of the concept satisfactory.  

Usually the concept “Sustainability” is divided into three different levels: economic, social and 

environmental (Cavagnaro & Curiel, 2012). These levels can be connected to the three different 

parts of sustainability of the whole society, namely: profit, people and planet. Sustainability 

therefore includes healthy economic growth reasonable social progress and effective 

environmental protection. The success depends on organizations but also on individuals which 

must adapt to a sustainable approach. The level of sustainable economy has long been seen as 

the most important to achieve good life quality. What now has been realized is that there is a 

limit to growth and a better quality of life can’t be obtained purely by economic growth. The 

economic growth must be healthy which means that is must not grow on expense of other field, 

such as the environment. It is not defendable to cut down rainforests to increase the number of 

plantations for example.  

The level of social sustainability focuses on “Improvements in the welfare and quality of lives of 

individuals; or changes in societies – in their norms and institutions – that makes development 

more equitable and inclusive for all members of a society” (Davis, 2004, p. 8). This includes for 

example poverty reduction, improve the distribution of wealth, respect for cultural heritage, 

equal access to health care and education, equal political rights and many more aspects.  

The level of environmental sustainability contains suggestions of reducing the use of natural 

resources to a level where they can be recreated at the same rate as we use those (Cavagnaro & 

Curiel, 2012). It is also necessary to reduce the production of waste. One way of doing this is to 

put a price on the use of natural resources and polluting activities, since many sectors still make 

decisions singularly upon expected profit. 

Together these three levels create the base of sustainability, therefore no exact definition of the 

concept is presented in this report. There are already many different definitions circling around, 

as stated above, and this report will not add to this number but simply state what the three 

different parts of sustainability are included. In this study the focus lies up on the environmental 

level of sustainability and that concept is further discussed later on, see figure 1 below. 
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Figure 1. The three levels of sustainability. 

According to Boyle 2005, there are few buildings today that can be considered to be sustainable 

in any of the three aspects she consider vital: construction, use of material and operational 

lifetime (Boyle, 2005 ). A narrow focus on energy consumption over the life time is not sufficient 

when developing sustainable construction. Boyle advocates that to call a building sustainable it 

is not enough to consider the embodied energy, but also services needed for construction, 

operation of the building, the effects of material extraction and disposal must be regarded. The 

operation over the lifetime of the building is especially important to investigate since about 90% 

of the energy is consumed during the operation of the building and only 10% during 

construction. Also the source of the energy must be considered since the value of the embodied 

energy doesn’t specify that. Boyle also suggests that the external effects or the indirect impact of 

construction should be taken into account when a sustainable approach is chosen. Furthermore, 

she suggests that cultural and social aspects should be included in the sustainability concept.  

This discussion is the base of what is meant when the word sustainability is mentioned in this 

report.  

2.2.1.1 Environmental sustainability 

“Environmental sustainability requires that natural capital be maintained” (Burnett, 2007). 

Environmental sustainability has been defined by the author John Morelli as “meeting the 

resource and services needs of current and future generations without compromising the health 

of the ecosystems that provide them” (Morelli, 2011, p. 24)The ecosystems and the biological 

diversity need to be sustained (Morelli, 2011). The concept of environmental sustainability is 

closely connected to social and economic sustainability, even though they include different 

aspects.  

There are three main concerns involved in the concept of environmental sustainability: 

pollution, resource reduction and the disturbance of the self-regulating ecological system.  

The severe problem with pollution is that it is not always detected right away. For example 

many fertilizers and pesticides have been considered harmless for many years of using before 

the negative effects are shown and they are forbidden (Cavagnaro & Curiel, 2012). Therefore we 
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might be contributing to the pollution of the earth without knowing it and no action is taken to 

prevent this. Of course the chemicals circulating on the earth is not the only polluting problem, a 

lot of human activities contributes to the increasing pollution, such as transports and fuel 

emissions. To take care of this problem a reduction of polluting human activities is needed along 

with more knowledge about how our actions affect the environment and what materials we 

should and should not use and so forth.  

Since the planet is a one existing system there is a limited quantity of resources available, these 

resources are decreasing due to human activity (Cavagnaro & Curiel, 2012). The resources are 

the main limit to growth, both growth of the built environment but also the increasing number of 

inhabitants on the earth. By adapting to a sustainable manner resources can be spared and the 

growth could be turned into healthy development.  

The problem is not only that the resources are decreasing but also that the uneven extraction of 

certain resources affect the natural balance on the earth (Cavagnaro & Curiel, 2012). A disturbed 

balance may affect the functioning. The productions of waste, for example, affects the 

environment since it is not known how much garbage the earth can dispose. It is already proven 

that the dispose of waste has created holes in the ozone layer which could have striking effects 

on life on earth that we don’t know of yet.  

These three areas together create the level of environmental sustainability, which is the main 

focus in this paper. In short, environmental sustainability includes the natural environment and 

how human activities affect it.  

2.2.2 WHAT IS SUSTAINABLE DEVELOPMENT 

Agenda 21 was developed during the UN conference in Rio in 1992 and together with this action 

program the concept of Sustainability emerged. Sustainability and Sustainable Development 

have become natural parts of the discussion of future development of the society (Sjöström & 

Bakens, 1999). In the Brundtland Report from 1987 the concept sustainable development was 

defined as “Development that meets the needs of the present without compromising the ability of 

future generations to meet their own needs” (Nations, 1987, p. 37). Another description of 

sustainable development is: “Development efforts that take social needs into consideration and 

attempt to minimize the negative environmental effects” (Hill & Bowen, 1997). 

Sustainable development includes two main concepts: (1) Essential needs of the world’s poor 

must be given dominant priority and (2) the development should be limited to meet present and 

future needs (United Nations, 1987). 

Sustainable development is not a static process that can be learned once and is then known, 

because it will not be updated since it is a changing process that is developing continuously 

(United Nations, 1987). When dealing with sustainable development both economic and ecologic 

factors must be evaluated and weighted against each other. After all, this is what the projects are 

facing in the real world, you always work towards a budget and therefore you need to put a 

number on the sustainability actions.   
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2.2.3 WHY IS SUSTAINABILITY IMPORTANT 

There is a lot of debate going on discussing whether sustainability really is of importance and if 

we are not exaggerating the environmental impact of today’s way of living. There is also a lot of 

debate whether sustainability really is the wright answer to our environmental issues (Barnatt, 

2013). To challenge this, a quote has been chosen from the author Paul Hawken who stated “… I 

think we can say in no uncertain terms that business is destroying the world” (Hawken, 1993). But 

Hawken doesn’t end his discussion here but also says “And while consumers and producers are 

becoming aware of their interrelated impact upon the earth, what also needs to be said is that 

business can restore the planet upon which we live” (Hawken, 1993).  

Scientists have not yet been able to determine the final capacity of the earth’s ecosystem’s ability 

to act as a trash bin for pollutants (Zimmermann, et al., 2005). This may be one reason why 

sustainability discussion has become so popular. It is now known to the public that the 

resources of the earth is not unlimited, the increasing amount of waste affect the ozone layer and 

that many human activities contribute to the pollution of the environment (Cavagnaro & Curiel, 

2012). With a sustainable approach these problems are dealt with and the future of the natural 

environment is taken seriously.   

To clarify the concept of sustainability, it is not a question about terminating all activities that 

affect the environment but to change the activities into sustainable ones. This approach is also 

supported by Hawken who writes “Business is the only mechanism on the planet today powerful 

enough to produce the changes necessary to reverse global environmental and social degradation” 

(Hawken, 1993). 

Another reason why sustainability may have become so popular to discuss is because it exist 

advantages of sustainable approaches. Another reason why the sustainability issues are 

important to consider within the construction industry is that earlier research have found proof 

that employees achieve better results when working in a green building compared to a 

traditional one (Robichaud & Anantatmula, 2011). It has also been found that buildings with 

green labels may have higher rental rates per square foot and a higher selling price compared 

with traditional buildings (Eichholtz, et al., 2010). And also that the price of a building correlates 

with its energy consumption, this makes it economically profitable to construct green.  

In this report the focus area is the construction sector, and this is also one of the sectors that are 

most important within the work towards a sustainable development of the society. To create an 

understanding of how important it is some figures are presented. According to an estimation, the 

constructions within the European Union represent around 40% of the total amount of energy 

and they are also responsible for 30% of all CO2 emissions. On top of this 40% of all man-made 

waste is produced by these buildings (Sjöström & Bakens, 1999). When this is considered the 

importance of the concept “sustainability” is visualized and easier to grasp.  

Moreover, the energy use in 99 green buildings in the US was measured to make a comparison to 

traditional buildings. The findings were that the green buildings used approximately 30% less 

energy than a conventional building. This can be compared to other studies made within the 

same area where they found that energy-efficient design could reduce the energy consumption 

of a building with up to 50% (Robichaud & Anantatmula, 2011). 
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Recently a survey about sustainability was sent out globally and got an interesting result. 96% of 

the respondents stated that they believed that sustainability issues were critical to future 

success of the companies they work for (Lawer & Worley, 2012). 

2.2.4 SUSTAINABLE CONSTRUCTION 

“Construction is not by nature an environmentally friendly activity” (Shen & Tam, 2001). 

Construction companies all over the world have changed their construction concepts and added 

green concepts to adapt to a more environmentally friendly way of constructing (Hwang & Ng, 

2012). The number of new construction projects that demand green certifications has increased 

rapidly over the last years, this indicates that the desire of green construction is also increasing 

(Robichaud & Anantatmula, 2011). According to Agenda 21 the key to sustainable construction 

is to have a wide perspective and not only focusing on the technical aspects (CIB, 1999). The soft 

parameters such as the social and political are just as important, and so is the economic and legal 

as well. This is what makes this topic difficult to study since it covers two different fields of 

research, both the social and the technical.  

2.2.4.1 Advantages and disadvantages with sustainable construction 

One of the most common obstacles and arguments against sustainable construction is that the 

construction cost increases due to the green features (Hwang & Tan, 2010). This is true in many 

cases but it is important to realise that it is the construction cost only that has been investigated 

in these cases. The operational costs and maintenance cost is often lower in a sustainable 

building, which makes the green features profitable in long-term. This is not often discussed, and 

the reason is likely to be that the lower operation- and maintenance costs pass to the property 

owners and not the developer or entrepreneurs.  

However, to lower the cost of construction it has been suggested by other researchers that 

improved communication skills is a success factor (Robichaud & Anantatmula, 2011). Especially 

communication between different professions and different project teams. The planning process 

could be made early in the project and reduce the number of late changes which often increase 

the project cost and should be avoided.  

It has been proven that adopting to green construction practices have several risk management 

advantages (Hwang & Tan, 2010). To reuse materials for example reduces the risk of 

environmental burden associated with waste disposal and sustainability legislation issues. The 

risks due to new construction decreases since building element are reused and the quantity of 

new construction is less. 

2.2.4.2 Challenges for the project manager 

Previous research has found that the project manager faces several possible difficulties and 

challenges when conducting a green construction project (Hwang & Ng, 2012). 10 of these 

challenges was considered critical by the authors Hwang and Jian Ng, these will therefore be 

presented and explained shortly: (1) The first challenge concerns the time needed for the pre-

construction process, which is longer, (2) There are difficulties choosing the right subcontractor 

when constructing green since not everyone provides green construction, (3) Many construction 

workers doubt the quality of green materials and equipment since they are new and not time-

tested, (4) Usually green materials have a higher cost than non-green materials, which increase 
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the construction cost, (5) More meetings and coordination work with the green consultants and 

the engineers are needed to ensure a fruitful outcome, (6) These authors believe that more 

changes and alterations in the design is needed during the construction process when 

constructing green, (7) Green specifications in the contracts might be hard to comprehend, (8) 

Since green construction is quite new unforeseen issues when performing green construction 

might erupt, (9) The planning might be more difficult since new practices and sequences must 

be included and also (10) the planning of new construction techniques might become an issue.  

All these difficulties are new challenges to the managers which they need to master. Therefore 

there needs to be sufficient support and information available to help in these matters. A lot of 

new knowledge is needed to overcome these challenges.  

One of the main difficulties is suggested to be the increased cost by constructing green, this is 

therefore one of the most important issues to deal with (Robichaud & Anantatmula, 2011). The 

project manager needs to adapt his practices to green construction and at the same time make 

them more efficient and effective. The project manager will have to work with new and difficult 

issues with a tighter budget and with a tighter time frame to meet the new requirements.  

One other main barrier to performing sustainable constructions is the lack of understanding of 

sustainable problems amongst project members, according to Agenda 21 (CIB, 1999). There is a 

great need for spreading the knowledge about sustainability and green construction amongst 

the construction project members and to create an overall acceptance of the sustainable 

approach. To overcome this, appropriate tools must be provided for employees to implement 

sustainable practices and software. 

2.2.5 LCA LIFE CYCLE ANALYSE OR LIFE CYCLE ASSESSMENT 

When trying to improve the sustainability aspects of a construction project the focus usually lies 

on social, economic and environmental sustainability (Ortiz, et al., 2007). These factors can be 

optimized with the use of life cycle assessment (LCA) from the very beginning of the project to 

the very end and disposal of the building. The use of LCA is fundamental to the green 

construction projects, since the whole lifetime of the building is taken into consideration. The 

LCA maps the environmental impact of the processes and products used in a construction 

project. LCA has become more and more relevant to map the environmental impact over the 

lifetime of a building (Burnett, 2007). 

In the ISO 14040 standard LCA has been defined as the “complication and evaluation of the 

inputs, outputs and potential environmental impacts of a product system throughout its life 

cycle” (Tukker & Charter, 2002). LCA is therefore a tool that evaluates and measures the 

environmental impact of a product, goods or services, throughout its life time, from extraction to 

termination. This includes using the product as well as the reuse or recycling. The 

environmental impact or the environmental burden covers all different kinds of influence on the 

environment, such as emissions, extractions and so on. One limitation of the LCA is that many 

simplifications need to be made when calculating for one whole lifetime of a product. 

The most important applications of LCA according to ISO 14040 are in: 

 Analysing the origins of problems related to a particular product. 

 Comparing improvement variants of a given product. 
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 Designing new products. 

 Choosing between a number of comparable products (Tukker & Charter, 2002). 

Another important application of an LCA is “greening” the building industry, where it can be 

used to decrease the energy use of a construction or for material choices (Tukker & Charter, 

2002). 

When a LCA has been conducted it can be used for decision-making, especially when weighing 

and comparing sustainable options against disposables or considering different levels of green 

solutions (Tukker & Charter, 2002). Hence, the LCA can be a useful tool when building 

sustainably or planning environmentally certified constructions. This is in line with the purpose 

of LCA stated by ISO: “The purpose of LCA is to compile and evaluate the environmental 

consequences of different options for fulfilling a certain function”. The exact meaning of this 

purpose can be debated but what is quite clear is that it is the environmental consequences that 

LCA is focusing on and that the evaluated product needs to fulfil its function to be satisfactory.  

2.2.6 THE HISTORY OF SUSTAINABILITY 

The first discussion about environmentally friendly construction or “green” buildings started in 

the 1960s (Boyle, 2005 ). The notion at that time was “back to nature” within the construction 

sector.  

The interpretation of the word sustainability has changed radically over the years. In the 

beginning it was called environmental engagement and included to take actions against obvious 

and visual environmental disasters (Sjöström & Bakens, 1999). Over time the concept of 

sustainability erupted, about two decades ago, and included the concerns of how to make the 

decreasing amount of resources last, mainly energy, and to limit the damaging effects on the 

environment. Approximately 10 years ago also the technical issues was included in the concept 

of sustainability, such as materials, building components, construction technologies and energy 

solutions. Today the focus has switched to a more non-technical one, where the “soft” factors 

have become more important. Therefore the areas of economic sustainability and social 

sustainability is now included in the concept.  The latest extension of the concept of 

sustainability is to include cultural sustainability, but this is not fully developed yet.  

The environmental issues can be represented by an iceberg where the most efforts traditionally 

have consisted of acting on obvious problems such as saving endangered species which is the tip 

of the iceberg (Hill & Bowen, 1997). The bulk of the iceberg represents the hidden problems 

such as why the species are endangered and to solve that problem. From this reasoning it is 

obvious according to Hill and Bowen that within new construction sustainable is an important 

area. 

2.3 WSP GROUP 

This paper has been developed in cooperation with WSP Group where the research has taken 

place and where all the interviews have been conducted. Therefore the company is briefly 

introduced to give an overview of the setting for this study. 
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2.3.1 WSP GLOBAL 

The vision of WSP is “To be the outstanding supplier of specialist and integrated services in the 

built and natural environment” (WSP Group, 2014). 

WSP is a consultancy firm working in projects in several different branches and sectors (WSP 

Group, 2014). They are operating in 35 different countries and have a total around 15 000 

employees around the world and 2 500 employees in Sweden. The employees consist of 

specialists within different disciplines which creates a great competence where different 

departments complement each other.  WSP Group is convinced that it is their cooperation ability 

that creates value to the customers and that is what makes them reach their goal to be 

“outstanding”.  

According to the WSP intranet a sustainability approach creates business opportunities and 

competitiveness for the company, which is one reason for them to focus on sustainability. 

Furthermore, sustainability creates the base for the vision and values of WSP and it creates a 

strong trademark.  

To be able to cooperate efficiently within a global company it is important to have common 

values that everyone strives for (WSP Group, 2014). The common values of WSP are: trust, 

support and sharing, pride and passion, sustainability and innovation. WSP Group want to build 

trust with their clients, give support and share knowledge to be able to achieve the best results 

for their clients, encourage pride in the company and be passionate about continuous 

improvements, ensure sustainability in everything they do and remain being in the lead of 

technical innovations.  

2.3.2 WSP SWEDEN 

WSP have several offices in Sweden distributed from south to north working with a great 

number of different services, such as: fire engineering, bridges, tunnels, energy, environmental 

planning, project management, safety and traffic planning and much more. The Swedish 

organizations is attached in figure 2 in the appendix. 

2.3.2.1 WSP’s assignment management system 

WSP Sweden is using a certified assignment management system called VS 

(Verksamhetssystemet) which is certified according to SS-EN ISO 9001:2008 and SS-EN ISO 

14001:2004. Where ISO 9001 treat overall business standards for quality and ISO 14001 treats 

environmental issues. The assignment management system is designed to support WSP to 

deliver value to the customers and fulfil the environmental requirements of the society. VS also 

include OSH regulations (regulations for the work environment) which satisfy the Swedish Work 

environment authority. 

The assignment management system is the main subject for investigation in the report and will 

be described carefully later on.   

2.3.2.1.1 The WSP way 

To work the WSP way is to work according to the assignment management system, VS, which 

makes the work process less time consuming and money wasting (WSP Group, 2014). VS is built 
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to support the employees in their daily activities and to continuously educate them to become 

more skilful, by entering new experiences from different projects into the system. By doing this 

they may avoid making the same mistakes over again. They can follow advice from other WSP 

employees that are or have been working in the same kind of projects. This is an example of 

transfer of knowledge which is one important part of VS according to WSP. 

The VS system makes it easy for the clients and other consultants to keep track of the work and 

understand how WSP work, according to the WSP website (WSP Group, 2014). The steering in 

VS ensures that all WSP employees work the same way and deliver products and services of the 

right quality to the customers.  

VS make sure WSP deliver value to the customers, it develops the employees, contributes to 

constant development of the company. It also makes it possible to share knowledge to other 

WSP employees and to the customers (WSP Group, 2014). 

2.3.2.2 WSP Management 

WSP Management is a department of WSP working with project management of construction 

projects (WSP Group, 2014). The organizational chart for WSP Management Stockholm is 

attached in the appendix in figure 3. They have the competence to manage a project from the 

very first idea, through the construction phase until the very end, when the project is handed 

over to the client. If there is a need only to manage one phase, WSP Management executes these 

kind of projects too, the client decides.  

The types of constructions vary between different sectors and different scales, for example: 

buildings, offices, retail, schools, sport centres, hospitals, industry and infrastructure (WSP 

Group, 2014). This broad competence contributes to WSP Management’s understanding that 

every project is unique and need different resources and solutions. The client is the one who 

decides the main focus of the project, if it is an economic goal, an environmental goal or 

something else.  

To accomplish these challenges WSP Management has 250 employees spread all over Sweden 

(WSP Group, 2014). 

2.4 PROJECT MANAGEMENT 

According to Hwang and Jian Ng “A competent project manager is vital to project success” (Hwang 

& Ng, 2012). If this is considered true, the practices and knowledge of the project manager is 

highly interesting for a construction company to map and develop. In this section a description 

of a project manager and project management tasks and practices are explained to create 

needed knowledge for the research topic. 

A project manager performs a lot of different activities such as organizing, planning, 

coordinating and controlling. Nine knowledge areas have been identified that a project manager 

needs to master to be successful, these are: integration, time, cost, procurement, quality, 

communication, human resource, scope and risk (Hwang & Ng, 2012). 

Traditionally a successful project manager is a person who can deliver the project with the right 

quality, within budget, on time and that the project satisfies the customers’ expectations.  
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Project management includes the whole project process not only the separate parts of cost, 

quality and time, which are usually the focus (Winch, 2010). The project manager is responsible 

for the whole project and thereby responsible to ensure that the project mission is reached. 

Although the project manager is not alone in this work, architects, site supervisors, design 

managers, contract managers as well as the client’s managers are involved in this process.  

The work of a project manager depends to great extent on what the project includes and the 

requirements from the client. Therefore the environmental work differs a lot between different 

projects and project managers. A project manager who has worked with a project where the 

main focus was the environment will have much more experiences and knowledge within that 

area than a project manager who has worked in a project where the environmental attention 

was kept to a minimum. Therefore it is very hard to map the environmental activities conducted 

by a project manager or to map their general knowledge within that field. The same goes for the 

design managers which are discussed later on. In some projects the project manager need to 

consider the environmental impact of both, work processes, practices, building material and 

elements, energy solutions, ventilation, solar radiation, waste production, water consumption as 

well as the end product and its lifetime  (Winch, 2010). Therefore, some project managers have a 

great need for understanding environmental and sustainable issues. 

A lot of the knowledge needed in a construction project is unique for that specific project and 

therefore you need to have the skill to adapt your practices to specific conditions (Winch, 2010). 

Therefore two types of skills needs to be developed by the project manager: specific skills and 

general skills. Where the general skills are commonly used in all different kinds of projects and 

don’t vary much between projects.  

2.4.1 DESIGN MANAGEMENT 

In this section a description of a design manager and design management tasks and practices is 

described to create needed understanding for the research topic.  

The design manager is working with the design from the very early phases until the construction 

phase begins, usually. Sometimes the design managers continue working in the project 

throughout the construction phase, and is then responsible for designing changes and develop 

detailed design as the project proceed. It is typically during the design phase the requirements of 

the projects are decided and also then the environmental goals are formulated. As stated above 

the environmental work depends a lot on the specific project and client.  

Creating drawings and finding suitable solutions to a specific project is often part of the design 

manager’s tasks. They are included in the design team and work with a lot of other professions 

to realize the project design. Both the project manager and the design manager work with the 

whole project team, which included a lot of different professions. The design manager however 

usually work closer to them since they are involved in the development of the design and the 

project manager has a more overall focus.  

2.4.1.1 Changing the project manager’s role 

Since the construction industry has undergone major changes into a sustainable way of 

constructing this creates a significant change to the project management role (Sjöström & 

Bakens, 1999). The project manager’s role has changed since new areas of construction have 
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been introduced to the industry and new issues might occur. The need for new knowledge is not 

limited to the technical parts but also to non-engineering knowledge. Soft parameters as they are 

sometimes called have become more and more important as the development of the green 

construction proceeds. The soft parameters are a complement to the technical skills, which of 

course also are needed. These competences together meet the new demands from the clients. 

Soft parameters are for example communications skills, mediator skills, decision-making skills 

and so forth. There is still a need to explore and improve skills needed by the project manager, 

the change hasn’t stopped yet and more new areas will probably be added to the project 

manager’s competence list. 

Today many managers working in organisations are not suited to develop the organisation into 

becoming sustainably effective (Lawer & Worley, 2012). According to Lawer and Worley is their 

kind of leadership based on hierarchy where the power is centralized. The focus lies up on 

maximizing the profit which do not encourages individuals to put extra efforts to obtain 

sustainability. To reach sustainable effectiveness an organization needs more leaders and also 

different kinds of leaders than what is needed in traditional organisations. This is not the same 

as needing more managers, actually few managers are needed but the individuals in the 

organisations need to act as leaders when necessary. To define leadership Paul Polman’s quote 

is used “My definition of leadership is very simple. If you have a positive influence on someone, you 

are a leader” (McKinsey, 2009). If the individuals are encouraged to take on a leadership role the 

responsibilities becomes shared between them (Lawer & Worley, 2012). 

2.4.1.2 Green Project management  

Green project management, GPM, is a model where the green practices are taken into 

consideration early in the construction project and continuously work with it throughout the 

whole project (Maltzman & Shirley, 2010). Environmental goals are included in the planning and 

the project management practices are adapted to environmental standards. By implementing 

green project management the project managers will get support in: understanding what is truly 

green, discover the ethical basis for GPM, how to connect green thinking and profit ensuring and 

valuable tools and techniques.   

Green businesses and sustainable construction have been discussed frequently recently but the 

areas of green construction management and green project managers are still not exhaustively 

investigated (Maltzman & Shirley, 2010). This is considered strange by some authors since the 

project managers in many cases are the means to achieve sustainable construction or green 

businesses.  

Green project management includes two main processes: (1) Strive to minimize the 

environmental impact and therefore creating a plan of how to do this along with simplifying 

activities and create efficiency and (2) to exercise control over the environmental performance 

of the project (Maltzman & Shirley, 2010). 
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3 METHOD 

The method chapter describes how the writer conducted this research, what research methods 

were used and why. The validity and reliability is discussed along with possible biases. The data 

collection strategy and the strategy for analyzing the data is described in the end of this chapter.  

3.1 THE CHOSEN METHOD 

When choosing the research method it’s important to choose a method that suits the research, 

not the researcher (Bhattacherjee, 2012). In this paper several research methods are used to get 

sufficient knowledge. A literature review was performed, interviews were conducted and a 

survey was created and sent out. The assignment management system was also entered by the 

writer and evaluated according to the writer’s objective view. The knowledge from these 

methods were analysed with focus on the environmental management within an assignment 

management system.  

The empirical study is limited to only one company. No case study was performed since it wasn’t 

considered to improve the findings or add any further value to the study. A case could have been 

to study one project and tried to observe how the managers in that project use the assignment 

management system and the included environmental management. No case study is conducted 

since it is not suitable to the research topic and  

Since the study is performed at a specific company the writer will obtain more knowledge by 

working at the same office as the managers. The information and impressions collected at the 

coffee breaks and in small talks shouldn’t be underestimated. This will not be included as a 

research method in this paper but will certainly affect the writer and the Analyse in the end of 

the study.  

The research is qualitative where primary data was collected in the survey and interviews and 

secondary data was found in the literature review. When conducting this research the unit of 

analyse is the assignment management system of WSP Management focusing on environmental 

management.  

3.1.1 ARGUMENTS FOR THE CHOSEN METHOD 

To find out how well a system works, what the employees know about it and what can be 

improved interviews with the users were performed and a survey was sent out to get the 

general opinion and the system was entered and analysed. It was then be possible to compare 

the answers from the interviews, the results from the survey and the mapping of the assignment 

management system with each other and the literature.  

Entering the assignment management system and view it from an outside perspective created a 

deeper understanding of the system and its pros and cons since no preconceptions existed.  

Using an expert sample was suitable since the interviewees need to have sufficient knowledge 

about the assignment management system and also have access to it. The sampling frame was 

suggested by the supervisor Fredric Jacobson at WSP Management Stockholm since he know the 

personnel and whom is suitable to interview. He suggested project and design managers that he 

knew worked in project with environmental focus or in projects that are striving for an 



 

26 

 

environmental classification. The reason for this is that these managers should have a need for 

environmental management and would therefore contribute to the study. Fredric also suggested 

that an environmental expert should be interviewed to get their opinion on what the managers 

should know and be able to perform.  

The survey, as stated above, gave a general opinion about the assignment management system 

to ensure the interviewees conveyed a just description of the system. Although the interviewees 

were selected carefully it was difficult to get answers to all questions and therefore was the 

survey conducted. The survey was therefore used as a complement to the interviews to ensure 

the reference system at WSP is evaluated in a fair way and the improvement suggestions are 

relevant.  

3.1.2 REFLECTIONS ON THE CHOSEN METHOD 

One big issue with this social research is that the results are difficult to measure and compare to 

other studies, it is hard to put a measurement on how well the assignment management system 

works. Therefore an operationalization had to be done, which means that it had to be decided 

beforehand how the findings were to be evaluated and how the results were determined 

(Bhattacherjee, 2012). In this study the opinions of the users was regarded as a measurement of 

how well the assignment management system works and other results needed to have support 

from interviews, the survey or literature to be acceptable.  

The accuracy of the results from the survey depends on the respondent rate, if the respondent 

rate is too low the results do not strengthen the results from the interviews significantly. The 

validity and reliability of this study depend on how the study is performed, i.e. how the 

interviews are conducted, how the survey is designed and how objective the writer is when 

mapping the assignment management system. 

3.1.2.1 Validity  

To be able to ensure a high validity the study must measure the right thing and not anything 

resembling (Bhattacherjee, 2012).  

3.1.2.1.1 External validity 

The literature review was evaluated by looking into the sources and methods used in the 

research papers. If the literature review turns out to be trustworthy and the results from this 

study fits the literature review the external validity is considered high, since the results then 

seems to be valid to a wider range of people and situations too. 

The aspect of which country the studies in the literature review come from will have an impact 

on their significance to this study. This affects the external validity since this study was 

conducted in Sweden and therefore in a European setting.  

3.1.2.1.2 Internal validity 

It is hard to ensure high internal validity in the interviews since they depend on the 

interviewees, their experience and memory. The interviewees might remember something 

wrong from the past or drawn the wrong conclusions from an event, which will decrease the 
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validity. To avoid this problem the interview questions did not focus much on events from long 

ago. 

Another problem was to ensure that every interviewee interpret the questions in the intended 

way, otherwise the answers might not be comparable to each other or valid to the study. To deal 

with this problem the interviewees are asked to explain the important concepts concerning the 

interviews in their own words. If their view of the concepts fit this study the interview may 

continue, otherwise the interviewer will explain the concept. Several interviews are conducted 

to get more than one set of answers to the questions, this will generate a more just result. This 

was also one reason why the survey is conducted, to find the general opinions at the department.  

To get high internal validity it’s important to ask the right questions in the right way, which of 

course is intended. To achieve this, the interview questions have been tested several times and 

altered to ensure they are easy to understand and answer. If the literature review, the 

interviews and the survey correspond to each other, the internal validity is considered high. 

3.1.2.2 Reliability  

To ensure the reliability of the study the results need to be the same every time the study is 

conducted (Bhattacherjee, 2012). This is not possible to accomplish in this study since the 

results are based on interviews and therefore personal opinions and experiences and also since 

the interviewees all work at one and the same company.  If asking the same questions at a 

different company the answers will probably differ a lot, and this suggests that some of the 

results from this study might not be true in a general perspective. To improve the reliability a 

survey is sent out to get a general opinion from all employees at the WSP Management 

department where the study is performed. By doing this the results from the survey may be 

compared to the results from the interviews and if the fit each other, the interviews seems to be 

a fair representation for the department.  

The survey was created from the interview questions after these were tested in the interviews. 

The survey also includes descriptions to the different concepts included in the questions. By 

explaining the concepts it is hopefully ensured that the questions are understood correctly and 

in the same way by all participants. To increase the respondent rate the survey was an online 

self-administrated survey, which give the employees the opportunity to conduct it at any time 

anywhere. High accessibility hopefully results in many responses.  

The reliability of the interviews is considered high if the right people are interviewed and the 

questions are suitable to the research, without any form of biases. It was important to interview 

people who have enough knowledge and experience to answer otherwise the answers might not 

be trustworthy and therefore differ a lot. Although, some questions are interesting to ask 

everyone since it is also a result to find out that some of them can’t answer for different reasons.  

Another reliability issue that needed to be considered was the task of entering the assignment 

management system and observe and map it, since it was then important for the observer to be 

objective. The writer is the observer of the assignment management system in this study and 

since the writer hasn’t used the system before no preconceived opinions exists. It is hard to 

improve the reliability when observing the assignment management system but the survey will 

probably increase the reliability somewhat. The questions in both the survey and the interviews 

are created in a simple wording to minimize the room for misinterpreting.   
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3.1.2.3 Possible biases 

Since all interviewees work at the same company it is a source of biases. There is a sampling bias 

because no interviews are conducted at other companies. To send out a survey to several 

different companies would have been a way to decrease or avoid this bias. Unfortunately, the 

subject of this study it is not suitable to send out the survey to other companies since a specific 

assignment management system has been chosen to study. Although a survey within the 

company is sent out to find the general opinion of the employees at the Management department 

at WSP. 

If only a few people answer the survey a non-response bias will erupt. This means that the 

results from the survey don’t capture the view of the department but the view of only a few 

employees. This is prevented by taking actions such as creating a short and precise 

questionnaire, sending out two reminders/follow-up requests and creating the survey at the 

internet making it easy to access and answer.  

Recall biases will also be possible since interviews are conducted with people who might have 

worked a long time in a lot of different projects. This will hopefully be detected and taken care of 

by creating structured interview questions that focus on facts and not so much on memories.  

Social desirability bias is an issue since many respondents tend to avoid voicing negative 

opinions about their work and the employees might therefore not want to be critical to a system 

created by their company (Bhattacherjee, 2012). To avoid this, the interview questions will not 

be created in a negative manner but in a neutral way to encourage uninfluenced answers.  

3.1.2.4 Limitations 

Since this research has a sampling bias it will probably not be representable for the whole 

population and no general conclusions can be drawn from this research. Although, some 

suggestions and new ideas is presented in the end which probably will be of use to a lot of 

different companies not only within the construction sector.  

The study is performed in Sweden in the construction industry setting which limits the study but 

not necessarily the results. The results could be valuable to other industries and similar 

countries as well even though the study is affected by the construction industry and performed 

in Sweden. 

The study has been limited to only interview and send the survey to WSP Management 

employed, as stated above. The intention was to take a course at WSP called “Environment and 

sustainability” but unfortunately it wasn’t available in time to be included in this report.  

3.2 DATA COLLECTION STRATEGY 

The first part of the data collection was to do a literature review. A search for important and 

relevant papers, books, articles and other types of written material is performed. The first choice 

was to use Google Scholar and also KTH Primo; these are two databases where a huge number of 

scientific writings are stored. When the most significant papers have been found, their 

references were investigated. This was done both to insure that the writings are reliable, but 

also to find more sources to this research. If new sources were found, the same procedure was 
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conducted again. This loop continued until the researcher couldn’t find any more accurate 

information.  

When the written information had been found, the reading session starts. The written 

information expands the writer’s knowledge within the area and therefore helps when 

conducting the interviews and creating the interview questions but also when analysing the 

results. The literature review forms the theoretical framework of the paper.  

The next step was to create the interview questions and afterward the interviews are conducted. 

The design of the interviews was semi-structured allowing for follow-up questions, the 

questions asked depend on the interviewee’s profession, four different templates for questions 

are used and attached in the appendix.  

Face-to-face interviews were conducted with a sampling frame of 11 persons: 1 environmental 

expert, 6 users consisting of 3 design managers and 3 project managers, 1 involved in the 

development of the assignment management system, two persons responsible for the 

environmental management in the assignment management system and also the head of the 

management department. Accordingly the sample was not random but a non-probability 

sampling where an expert sample was chosen. The sampling process was to try to find the right 

persons to interview and to find a suitable time and place. The supervisor Fredric Jacobson at 

WSP Management suggested 9 of the interviewees depending on their skills and experience to 

suit the topic of this research. The other 2 interviewees are suggested by one of the other 

interviewees who thought they might be of importance to this study. Fortunately all of the 

sample belongs to the company WSP and was therefore easy to access.  

The interview questions were tested on the supervisor at WSP but also at two classmates to 

make sure they understand them and interpret them in the right way. From the interviews the 

survey was created and sent out to the whole department at WSP Management in Stockholm. 

The reason for performing interviews is to get deeper knowledge on the subject but also to be 

able to compare the reality with the literature. 

After the interviews are conducted the answers are transcribed and analysed. When this part 

was finished the assignment management system was observed and mapped by the writer.  

When these parts are done the gathered information was compared and analysed, conclusions 

are drawn and the critical research questions are possible to answer.  

3.3 DATA ANALYSE STRATEGY 

If the literature review and the interviews don’t confirm the same result the writer need to 

investigate why that is. It might be that the reality has changed since the literature was written, 

or it might be a methodological mistake which result in some sort of bias or something else. 

If the survey and the interviews show similar results it may be concluded that the interviews are 

representable for the department, which will ensure a trustworthy result. The findings from the 

interviews and the survey are compared with the mapping of the assignment management 

system and the parts where they differ may be areas allowing for improvements. The goal is to 

be able to suggest solutions that might improve the environmental management in the 

assignment management system.  
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To suggest improvements could mean almost anything but in this paper the focus was to 

improve the knowledge management and thereby improve the environmental management. 

More knowledge increases the possibility to improve the environmental management (Glush, et 

al., 2006). The knowledge should in this case partly be shared by the assignment management 

system to make sure the environmental management is conducted in a suitable way. 

When conducting a study that involves other people, their opinions and knowledge, ethical 

aspects need to be considered. To avoid any difficulties with this the employees involved in this 

study are well informed of how the information is used and what parts of their saying will be 

published in the report. The quotes from the interviews that are used in this paper have been 

approved by the source and they have had the opportunity to suggest rephrasing of the quotes 

too. The reason for this is that the interviews are conducted in Swedish and the report is written 

in English, therefore all the Swedish quotes had to be translated into English. It was impossible 

to translate the quotes exactly since the two languages differ a lot, and this was the reason why 

the interviewees had the opportunity to alter the translations of the quotes. In the beginning of 

the survey it was described how the answers would be used and who would receive the 

responses. Since these precautions are taken the ethical difficulties are avoided.  
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4 LITERATURE REVIEW  

In this section earlier research in the area is presented along with the different concepts used in 

this paper, such as assignment management system and EMS. The literature review will support 

the Analyze and create a necessary understanding for the research topic. Earlier research on the 

same topic is presented in the end.   

4.1 MANAGEMENT SYSTEMS 

This part of this paper will discuss different management systems, both overall systems but also 

specific systems for environmental management. 

Management systems include practices and processes and guidelines developed to ensure that 

the company work and deliver according to decided principles (Zutshi & Sohal, 2004). Different 

kinds of management systems have become more and more common to implement in various 

kinds of companies. 

4.1.1 ASSIGNMENT MANAGEMENT SYSTEMS 

An assignment management system creates an overview of how the company pursue their tasks 

and projects. It also shows how the employees contribute to achieve company goals (Anon., 

2010). The goals and vision of the company are defined in the assignment management system 

to make sure everyone has the same focus when working. A system like this is often divided into 

one overall part where an overview of the company processes are viewed and a part where sub-

processes and other activities are described more in detail. It is common that companies 

integrate their assignment management system in computer systems to simplify handling the 

large amount of data and to make the system more effective. It-based systems are easy to 

update, information is easy to spread, it is accessible from different places and it is accessible for 

all employees at the same time.  

4.1.2 ENVIRONMENTAL MANAGEMENT 

Environmental management is based on a vision to focus more on the environment and make 

the environmental work more efficient (Glush, et al., 2006). Many companies chose to 

implement an EMS to cope with the increasing demands from clients and society, this includes 

project-based organisations. Earlier research has implied that many workforces are reluctant to 

adapt to EMS work practices since it affect their day-to-day work to great extent. On the other 

hand it has been proven that a well-organized management structure enhances the 

introductions of new employees and thereby decreases the knowledge loss when key members 

of staff leave the organisation (Ofori, et al., 2001). 

One known problem with environmental management and that is that people tend to create 

their own definition of the right environmental behaviour and thereafter their own view of how 

to act on it (Glush, et al., 2006). As a consequence they tend to overestimate their own 

contribution to sustainability issues and sometimes base their contribution on self-interests. 

Therefore they also assume that others will follow their lead and act in the same way. As a 

conclusion, people often behave according to how they want to behave and what they want to do 

instead of how they should behave and what they should do. When adapting to environmental 

management the actions of individuals depend a lot on the possession of knowledge in 
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environmental issues. Therefore the communication of environmental information is vital to 

environmental management. 

4.1.3 ENVIRONMENTAL MANAGEMENT SYSTEMS  

An environmental management system, also called EMS, is a framework that includes rules and 

guidelines to improve a firm’s environmental and sustainability work. The EMS should be a well-

organized system where useful procedures are documented and used whenever environmental 

issues occur (Ronnenberg, et al., 2011). The framework includes for instance environmental 

policies, it provides planning, implementation and operation tools and guidelines for 

improvement practises (Shen & Tam, 2001). The goal of using EMS is to reduce the impact on 

the environment due to company actions and to increase the control over the environmental 

performance (Anon., 2013). 

The US environmental protection agency presents a list of the basic elements of an EMS, these 

elements have been transferred into a table shown below, table 1.  

Basic Elements of an EMS 

Reviewing the company's environmental goals 

Analyzing its environmental impacts and legal requirements 

Setting environmental objectives and targets to reduce environmental 

impacts and comply with legal requirements 

Establishing programs to meet objectives and targets 

Monitoring and measuring progress in achieving the objectives 

Ensuring employees' environmental awareness and competence 

Reviewing progress of the EMS and making improvements 

Table 1. Description of the basic EMS elements (Anon., 2013). 

An EMS can be certified into an environmental standard, the company chose one standard 

amongst several existing. Examples of such standards are ISO 14001, Eco-Management, Audit 

Scheme and BS7750. But it should be emphasized that an EMS doesn’t have to be certified, there 

are non-certifiable EMS. It is also important to clarify that the implementation of an EMS does 

not necessarily assure improved environmental performance, the way of implementation plays 

an important role (Ronnenberg, et al., 2011). 

A reward system is particularly important when an organization is striving for sustainable 

effectiveness according to some researchers (Lawer & Worley, 2012). One suggestion is to create 

this system to reward employees depending on how they perform their tasks and not depending 

on what they perform since the most critical when seeking sustainability is how you do things. 

The rewarding system can be financial or not financial depending on what is suitable for the 

organization and the company, the essential thing is that there is a reward.  
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Earlier research suggest that to achieve sustainable effectiveness the management system needs 

to be adapted fully to sustainable practices and processes  (Lawer & Worley, 2012). These 

findings support the need for environmental management systems (EMS).  

It is widely known that people tend to dislike changes. This is also true when implementing an 

EMS and therefore the way of implementation is really important (Glush, et al., 2006). When 

working with environmental management or communicating environmental issues there needs 

to be a balance between adapting the practices to the current organisation and to challenge the 

current organisation to adapt to environmental management and change their practices. If the 

focus is too much on adapting to the current organisation, the management will not change 

significantly. And if the focus is too much on adapting to the new management system the 

practitioners will get obstructive and the implementation will go slow and the management will 

probably not change significantly. Earlier research has come up with some necessary factors that 

need to be fulfilled to make sure a new practice survives in an existing organisation. These 

factors are: that the actors knowledgeable about the system should be present in the lower 

levels of the organisation and to make the system visible to the members of the organisation, for 

example through workshops and seminars. Furthermore the system need to be flexible and fit all 

different needs the different parts of the organisation might have.  

4.1.3.1 ISO 

ISO is an abbreviation of “the International Organization for Standardization” which is an 

international organization working to create standards for products and activities (Tukker & 

Charter, 2002). There are several different standards within different fields, for example the 

9000 series which aims to create standards for the quality in business practices. The 14000 

series addresses the environment and include the “Environmental Management Systems” ISO 

14001 and the LCA series ISO 14040.  

According to ISO their standards creates benefits for business, governments and the society as a 

whole but also for the common people (ISO, 2011). They provide useful tools for sustainability 

challenges in all three dimensions: economic, environmental and societal.  

There are studies suggesting that the use of ISO 14001 not only improve the environmental 

performance within a company but the overall company performance (Wiengarten & Pagell, 

2012).  

4.1.3.2 Green specifications  

There are studies that suggest that EMS alone is not enough to ensure good environmental 

results. Instead some suggest that an EMS should be combined and enriched by green 

specifications (Lam, et al., 2010). The green specifications should be focused on creating suitable 

practices out of the sustainability theory presented by the EMS. Such as specifications for 

methods of payment and conflict mediation.  The reason why green specifications are needed is 

because there are several observed sustainability difficulties where complementing support is 

needed. Some difficulties are mentioned in a report written by Lam, Chan, Chau, Poon and Chun 

which include difficulties such as: the nature of EMS, non-environmental motives for EMS, 

inadequacy towards contracts issues and problems in many alternative frameworks for EMS.  
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The EMS policies explain how important sustainable issues are and what to try to achieve, but 

not how to achieve them (Lam, et al., 2010). Therefore the companies themselves need to have 

enough knowledge and skill to be able to perform well according to the EMS. “Many practitioners 

of EMS do not know how to implement these sustainable concepts because of lack of knowledge or 

skill” (Lam, et al., 2010). This is suggested to be the biggest problem when trying to implement 

EMS and ensure sustainable construction.  

To create suitable green specifications they should be chosen in consideration to the local 

environment and created by independent of organizations to make sure the environment is in 

the centre of the discussions.  

4.2 PREVIOUS RESEARCH  

4.2.1 ENVIRONMENTAL MANAGEMENT SYSTEMS 

Ambika Zutshi and Amirk S. Sohal investigated in 2004 what critical success factors (CSF) that 

could be found when a company adopt and implement an environmental management system 

(EMS) (Zutshi & Sohal, 2004). They found four different headings under which the different CSF 

could be sorted. The headings found were: Management leadership and support, learning and 

training, internal analysis and sustainability. The critical success factors are summarized and 

illustrated in the figure below to make it more transparent, table 2. The authors of this paper 

claim that if a company fulfil these critical success factors along with the guidelines from ISO 

14000 standards they will experience less complains and opposition from stakeholders and 

therefore be more successful in their implementation.  

Critical success factors for an EMS 

Management and 

leadership and 

support 

Learning and training Internal analysis Sustainability 

Providing leadership 

and motivation 

Impact of company 

operations and 

individuals’ actions 

on the environment 

Conducting cost-

benefit analysis to 

obtain top 

management 

commitment 

Identification of areas 

of environmental 

impact in order to 

enable future 

assessment. 

Appointing champion 

manager for 

overseeing the 

implementation of 

environmental issues 

and programs  

Importance of 

addressing 

environmental issues 

for the company’s 

profitability and 

survival.  

Conduct initial 

environmental review 

(IER)/gap analysis to 

identify gaps in the 

existing 

system/procedures. 

Quantification of 

energy and material 

input, emissions and 

waste outputs and 

other possible areas 

of environmental 

damage 

Assisting the EMS 

implementation 

Contribution the 

company’s 

management and 

Identification of 

aspects and impacts 

and setting of 

Assessment of the 

environmental impact 

and impact 
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employees can make 

to reduce the 

environmental 

impact. 

objectives and 

targets.  

mechanisms. 

Allocating time for 

communication, 

training and 

motivation during 

EMS adoption 

 Legal implications for 

the company and the 

individual employees 

for impacting on the 

environment.  

Necessity and usage 

of audits to identify 

potential 

improvement areas. 

Establishment of 

options an strategies 

for improving each 

stage of the life cycle 

of the product. 

Providing resources 

for implementation of 

the changes due to 

EMS implementation 

 Use document control 

systems to keep up-

to-date.  

 

  Integrating existing 

management systems. 

 

Table 2. Critical success factors for an EMS (Zutshi & Sohal, 2004). 

Brown and Hamburger wrote an article called “Organizing for Sustainability” the year 2012 

where they discuss the implementation of a new sustainability program at an American campus 

(Brown & Hamburger, 2012). They discuss the challenges and the benefits of these 

implementations but also the long term benefits of sustainability programs at universities. The 

findings from this study include that sustainability issues should be discussed high up in the 

campus administration to influence others to take sustainability issues serious. They also found 

that it is easy to get stuck focusing on the short term sustainable goals but that a long term goal 

should be created to focus on the bigger picture. Internal and external communications is 

extremely important when trying to change an institutional behaviour or habit according to 

Brown and Hamburger.  

In 2010 Keene and Pullin wrote an article by the name “Realizing an effectiveness revolution in 

environmental management” which cover the question of how to prove the effectiveness of an 

environmental management system (Keene & Pullin, 2010). They argue that the effectiveness of 

these systems and programs are often untested but that there is a lot to be learned from other 

fields, such as health service, education and international development. The article starts by 

explaining the development of the environmental movement and concludes that there is a lot 

more activity in this area today than it was before. Although, “Increased activity is not the same as 

increased effectiveness” according to the authors (Keene & Pullin, 2010). They argue that to 

increase the effectiveness you need to evaluate activities, present and relevant data and 

communicating results. The findings in the article suggest that it already exist sufficient methods 

of evidence-based environmental within other fields which can be used as they are or developed 

depending on specific requirements. They also find that it is necessary to create a working 

cooperation and openness to avoid mistakes and to be able to learn from earlier mistakes. If 

there is no publishing of failures within environmental management it is likely that poor 

practices continue instead of being changed or developed. 
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According to a study “The important role of change management in environmental management 

system implementation” made by Ronnenberg, Graham and Mahmoodi the way of implementing 

an EMS is vital to the success of the implementation (Ronnenberg, et al., 2011). In their study the 

purpose is “to examine whether change management efforts improve the perceived success of EMS 

implementation” (Ronnenberg, et al., 2011).They answer this topic by doing a literature review 

and sending out a survey. The answer they found was that EMS implementation could be 

improved by change management processes. They suggest a change management system 

including unfreezing movement and the refreezing procedures. The unfreezing includes 

mediating the necessity and importance of EMS to the stakeholders and the refreezing is about 

preventing setbacks and to make sure everyone is actively working with the EMS 

implementation.  

The Chinese researchers Lam, Chan, Chau, Poon and Chun wrote a research paper called 

“Environmental management system vs green specifications: How do they complement each other 

in the construction industry?”  (Lam, et al., 2010). This paper regards the EMS as insufficient to 

provide desirable environmental performance and proposes green specifications as a 

complement. The green specifications presented here do not only deal with the environment but 

the social development, use of material, technical solutions and working procedures too, which 

cover both the global and local environment.  The findings in this study suggest that green 

specifications could be a good way to develop sustainability performance along with EMS. The 

authors suggest that a framework for green specifications should be constructed to simplify the 

introduction of complementing processes to the EMS. 

At the network conference in 2006 Gluch, Baumann and Räisänen presented a research called 

“Social practices, structure and agency: Effects on environmental management in a construction 

project” which discusses social processes and practices connected to environmental 

management (Glush, et al., 2006). The differences between environmental management and 

project management have been studied. The findings suggest that there are existing tensions 

between these two work practices and the two different organisations. One of the identified 

problems is that these two management focus tends to strive toward different goals. The project 

organization is described as self-regulating, short-term focused, innovation restrained and 

where environmental issues are considered to be extra administration work that is not 

necessary to perform. The findings of this study conclude that the environmental efforts depend 

up on the legitimization and the success of communication. They also conclude that the top-

down management system needs to be developed and improved to fit project organizations. To 

deal with these difficulties it is suggested that the environmental management and the project 

management should team-up and work together towards a commonly decided goal. The authors 

state that more studies are needed within this area of research. 

The article “Implementation of environmental management in the Hong Kong construction 

industry” written by L. Y. Shen and Vivian W. Y. Tam treats the subject of implementing 

environmental management (Shen & Tam, 2001). They investigate what the contractors of Hong 

Kong think are important to consider, both benefits and difficulties in the practice. The findings 

of this study are reliable within the Chinese construction industry but are interesting even for a 

Swedish or European perspective too since China is in the front of environmental construction. 

The results of this study indicate that the most important benefits of sustainable management 

were: environmental protection, reduction of environmental risk, improving environmental 
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image and cost saving due to fewer environmental-connected convictions. The implementation 

barriers were considered to be the most common barrier together with increased production 

cost and lack of experience of green construction amongst the experts, sub-contractors and 

clients. The lack of cooperation between these actors is also a common barrier to the 

implementation of environmental management.  

Jamie P. MacDonald has written a report called “Strategic sustainable development using the ISO 

14001 Standard” where he proposes a strategic planning framework that can be used to 

complement the ISO 14001 standard  (Burnett, 2007)This is needed since the ISO 14001 do not 

provide any strategic planning processes that are sustainably adapted, according to the authors. 

The proposed framework uses the “backcasting from principles” method which is based on the 

five-level approach from the ISO 14001. By using this framework in connection to ISO 14001 the 

sustainability development will run faster and smoother according to the authors, since one big 

issue now is the complexity of the sustainability concept.  

4.2.2 GREEN PROJECT MANAGEMENT  

The report “Project management and skills for green construction: Overcoming challenges” 

written by Hwang and Jian Ng covers the difficulties a project manager faces when conducting a 

green construction project (Hwang & Ng, 2012). The research was conducted in Singapore, 

which differs a lot from Swedish conditions, but is still considered to be of importance to this 

research. They suggest critical knowledge areas and skills that they consider vital to overcome 

the difficulties of green construction. The authors identify several critical knowledge areas that a 

project manager needs to master to be able to successfully complete a green construction 

project. These areas are: Schedule management, planning-, stakeholder-, communication-, cost 

and resource management. Important skills were also identified and included: analytical, 

decision-making, team working, delegation and problem-solving skills. According to the authors 

a project manager who master these skills and knows these knowledge areas will have great 

possibilities to succeed in a green construction project.  

Recommendations of greening project management practices in the construction industry is 

presented in the article “Greening Project Management Practices for Sustainable Construction” 

written by Robichaud and Anantatmula (Robichaud & Anantatmula, 2011). These 

recommendations are needed since the traditional project management practices are not 

enough to fulfil the requirements of today’s green construction, according to the authors. One of 

the biggest issues covered by this report is that green construction often cost more than 

traditional construction and this could be changed if following their recommendations. 

According to the authors green construction demand more upfront planning and decision 

making than what is usual in a traditional construction project. They provide 5 guidelines that 

should be adopted when constructing green: (1) Begin with the end in mind: which means that 

you need to decide up on specific environmental goals before starting designing, (2) Integrate 

the project team: procure the main members early to enhance collaboration, (3) Design with the 

whole team approach: all project team members should be involved in the formal design phase, 

initial price estimation and construction document development, (4) Use bonuses and rewards 

in project contracting: Use cost-plus-fee arrangements with special paragraphs encouraging 

efficiency and sustainable practices, (5) Provide for training and communications throughout 

construction: conduct kick-offs and monthly meetings with the entire site workforce, execute 
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sustainability education. These guidelines are essential to achieve a cost-efficient green 

construction project. 
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5 EMPIRICS 

This section presents the findings from the research, both from the interviews, the survey and 

the mapping of VS. These results will be analysed in the next section “Analyse”.  

5.1 WSP’S ASSIGNMENT MANAGEMENT SYSTEM 

To get a just and accurate picture of WSP’s assignment management system, VS, an interview 

with WSP employed Carl Berner was conducted. The reason why Carl Berner was chosen as an 

interviewee is that he has been working with VS for a long time and in several different ways. He 

was responsible for the requirements in the first version of VS which was put into operation in 

2011. Carl was then responsible for the rollout which involved educating all employees during 

the implementation. He was also responsible for the rollout team that performed the education 

in all offices in Sweden and he developed the training material. He has also been responsible for 

the management of the system after its implementation. Today he is overall responsible for the 

requirement processes, how the business members define their need of IT support. He 

formalizes them and submits them to the IT department and then monitors the development 

until it is put into operation. 

WSP Sweden consists of several different business areas, such as Management, Environmental, 

Acoustics and so forth. The business areas are divided into different regions or cities that consist 

of departments (Berner, 2014). Carl Berner is development and education manager at WSP 

Management business area which includes all of Sweden.  

To get another perspective of WSP assignment management system an interview with the Head 

of Department at WSP Management Stockholm/Mälardalen Jan-Erik Palmblad was conducted. 

This interview gave a picture of his expectations on VS and his opinions about the system.  

5.1.1 THE VISION OF VS 

When explaining the vision for the assignment management system (VS) Carl Berner quotes 

WSP’s official description “The vision of VS is to support WSP to manage and carry out 

assignments and develop methodology and competence” (Berner, 2014). 

5.1.2 THE STRUCTURE OF VS 

VS consists of several different parts, first of all WSP’s core process – the assignment process and 

secondly an IT tool but with great contents (Berner, 2014). The assignment process consists of 

two main parts: The assignment process consists of a general part that is the same in all different 

assignment types and one assignment specific part. The specific part includes routines and tools 

usable for that specific assignment type. The definition, from an ISO perspective, of the 

assignment process includes the joint part of the assignment process and one or more 

assignment types relevant to the specific assignment. This ensures that every assignment gets 

relevant support from the routines.  

5.1.3 THE DIFFERENT PARTS OF VS 

VS IT-tool consists of three different parts: The workplace, process place and the improvement 

place.  



 

40 

 

“Arbetsplatsen” or the “Workplace” is the name of the part of VS that belong to the assignments. 

The typical assignment at WSP Management is to carry out project management of the client’s 

project (Berner, 2014). When you create an assignment in VS you define what kind of 

assignment it is and thereby you get selected parts of the process support which is adapted to 

the specific assignment.  

”Processplatsen” or the ”Process place” is the library of the assignment process and assignment 

types. In their variations about one hundred different assignment types are included in VS, 

which is the comprehensive library of “everything” and all different assignment types (Berner, 

2014). In a specific assignment you copy the relevant parts to the specific project/assignment 

and you may access them from the assignment in the “Work place” in different ways. The 

process support includes routine descriptions as well as an assignment plan, which is an embryo 

of a to-do list and a base for a quality and environmental plan for the assignment. The folder 

structure is generated from the assignment type together with the tools such as templates, links 

and so forth. Even the account structure for the assignment and the activities where the 

employees report time, originate from the assignment type.  

“Förbättringsplatsen” or the “Improvement place” is WSP’s improvement management both for 

VS and for other parts of WSP Sweden (Berner, 2014). Here the employees can give 

improvement suggestions if they find something that doesn’t work or want something to be 

added to the system for example. This is also where the handling and realisation of the 

improvement suggestions are delegated to different employees and thereafter executed.  

5.1.4 WHAT IS VS 

The background behind the development of VS was not least from the employees that demanded 

updated work processes, good practices and IT support (Berner, 2014). The ultimate aim is to 

make WSP a better company. WSP are working on two fronts: both as employers and as 

suppliers to the customers. VS is an aid in both these areas, in getting them to work better, to be 

better at thinking about developing our methods, to reuse what we learn in a good way and how 

to collaborate around it. “To aid us in constantly improve our services and our business” (Berner, 

2014).  

VS should establish a common approach, to make the work consistent (Berner, 2014). It should 

also increase the efficiency and quality, which is a great part of what being a good company is 

about according to Carl. VS should support employees to perform assignments and further 

develop the business and competence in a structured way. It should also facilitate the 

introduction of new employees. VS is functionally focused, i.e. it is available for the whole WSP 

Sweden. When you're working inside VS everything belongs to WSP. It is a conscious effort to 

ensure that WSP Sweden is working as one business, and to avoid local sub-optimization.  

One of the principles is that VS is organization-independent (Berner, 2014). Another basic 

principle is that it is the business that should own the system, both the content and 

development. This is how the system is managed today. Each employee has a saying in how the 

system develops, not least by the improvement place. In practice, it is common that the 

development undertaken by the IT support is initiated by improvement proposals from the 

employees which are picked up and prioritized. Several thousand proposals have been given and 
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nearly a thousand is implemented. The system is to a large extent formed by the users and their 

needs.  

According to Jan-Erik VS is an assignment management system, a quality system, which should 

ensure the quality of their work, help the employees and manage the company (Palmblad, 2014). 

VS is a part of the company’s structural capital. WSP have consultants, employees, a brand, 

reference projects, but VS should according to Jan-Erik be seen as a structural capital as well. It 

is a strong part in the ability to get good results in the assignments. Much of the knowledge is 

stored in the assignment management system and the employee must feel supported by VS. 

5.1.5 WHO ARE THE USERS 

The target group is broadly defined as everyone who works in assignments and managers who 

have staff in an assignment, but also financial administrators which sometimes do not work in 

assignments (Berner, 2014). The primary user categories are: assignment managers, assignment 

members and financial administrators. 

According to Jan-Erik most of the VS users consists of assignment managers and WSP 

consultants who need to find tools to be able to execute the assignments (Palmblad, 2014). 

There is also a small group of users that consists of supervisors and administrators. 

5.1.6 THE GOAL 

The original goal was to facilitate the assignment works, what the employees perform daily 

(Berner, 2014). It is not a system that is administratively for staffs or support functions, but for 

the core business.  

One ambition of VS is to partition the information into parts that are relevant to the one 

performing them (Berner, 2014) 

Another goal is to promote cooperation within all of WSP Sweden and support learning (Berner, 

2014). Since everyone work with the assignment types and its content, it generates a reflection 

and a structuring of their practices; what they do and how they do it. In that work, one learns 

something and when that is structured it gets easier to introduce someone else in what they do 

and how they do it. Then it is possible to describe the work the employed, new employee, those 

who shift department and so forth in an easy way. The system is to some extent controlling, you 

get indications of that you have to register a budget for the assignment and other basic things, 

such as: who is responsible for the assignment, who is the customer, how big the budget is and 

so on. Some basic features that is necessary to make it work and fit together. These were the 

original goals was the idea behind VS according to Carl Berner.  

Today the brief vision is valid: “VS is our support to manage and conduct assignments, develop 

methodology and competence” (Berner, 2014). WSP has chosen to create this system, which is a 

part of their ISO certifications 9001 and 14001 on. If one follows VS then one also follows the ISO 

standards. 

The purpose of the system is to ensure quality of the assignments and project work (Palmblad, 

2014). The assignments are internally, WSP have a contract with a customer to carry out an 

assignment. Then they enter and operate in customer projects. VS should give WSP Sweden a 
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basis to carry out the assignments properly, create a contract with the customer, report changes 

and additional work, budget, hourly rates and everything should be structured. The same goes 

for project work: it should be traceable, easily accessible, and transparent. It should facilitate the 

feedback of experience and getting input from others. Above all, VS must deliver: quality 

assurance, availability and allow input from others according to Jan-Erik.  

VS should contain assignment information, so one can deduce the status of the assignments, how 

much of the budget is consumed, how the assignments have changed and overall assignment 

formality (Palmblad, 2014). But also all tools needed for assignment work, whether it is 

internally or if it's in the client's project. 

“Amongst the most important of everything in any business is to make money” (Palmblad, 2014). 

VS must contribute to the profitability and it should since the business gets organized. It 

includes risk minimization in the projects, for example the risk of impairment and the risk that 

the customer is not aware of the final cost. One goal is: to maintain good profitability and that 

the number of impairment should be zero. Another goal is customer satisfaction, which WSP 

measures by customer satisfaction index. VS make WSP Sweden to work in a structured way 

which according to Jan-Erik creates customer confidence in the company, i.e. the customer is 

satisfied. According to Jan-Erik all information that is enough to make a good job already exists 

in VS, but you can always refine. The goals are according to him: satisfied customer, profitability, 

risk minimization, archiving requirements, security for the customer and security for the 

employees. 

5.1.7 THE EXPECTATIONS 

Jan-Erik expects that it is easy to orientate in VS, it should be easy to understand how the system 

is built and it should not be many “key pressings” until you find what you want (Palmblad, 

2014). It must be easy to step back and take a new track in your search in VS. He expects it to be 

a natural part in everyone’s work to use VS. He thinks the development of VS has come a long 

way but that there are some parts in it where it is difficult to orientate, but there is an ongoing 

work on this issue. The assignment type Project management contains a great number of 

templates, routines and tools. Jan-Erik expects the system to be complete and that nothing 

should be missing, but he doesn’t believe it is today. It should also be updated, which is up to the 

assignment managers and the assignment members to accomplish. They must capture updates 

and include them in the system. He also wants the system to be technically swift, this has been 

improved but it can be improved further according to Jan-Erik.  

5.1.8 ENVIRONMENTAL MANAGEMENT 

WSP is ISO 14001 certified on the assignment management system. Environmental management 

is mainly involved in the common part of VS but also in the assignment types when it is relevant 

(Berner, 2014). Within WSP Management the primary assignment type is project management 

where there is a specific routine/knowledge area related to environmental management 

throughout the project management process. This defines how to work with environmental 

management in the projects. There are also the environmental management of the departments 

and office facilities that is a part of the support and management processes.  
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VS is partly a quality system and is therefore linked to the ISO 9001 and ISO 14001 certification, 

therefore environmental management was an aspect from that perspective already during the 

founding of VS (Berner, 2014). From a project management point of view there is a certain area 

of competence for environmental management, and it has been that even before VS was 

introduced. VS did not specifically focus on environmental management, but the environmental 

management has existed and developed continuously within VS. 

Per Forsmark explains that the WSP assignment management system, VS, is a combined quality 

and environmental management system (Forsmark & Ågren, 2014). This means that VS is partly 

an EMS ensuring the environmental management is performed according to the “WSP Way”.  

According to Per Forsmark, quality manager, and Micael Ågren, sustainability manager, is the 

purpose of the environmental management in VS is to support and control that the company 

deliver a good product to the client (Forsmark & Ågren, 2014). The design and project managers 

are expected to be able to advice, follow up and to control the environmental and sustainability 

aspects of the construction projects. Per and Micael argue that the more the managers know, the 

more possibilities they have to affect the client and increase the environmental management in 

the project. The mangers should be able to sell the concept of sustainability to the clients. “The 

employees requests routines, templates and checklists, but if you aren’t competent enough you 

won’t be able to use them” (Forsmark & Ågren, 2014). They suggests that there needs to be 

specifications of what competence is required within environmental management from the 

managers. If the environmental competence requirements among the employees were clear 

there would be no discussion of what tasks belong to the different departments, Environmental 

and Management. Another advantage of this is that all templates and routines could be adapted 

to a specific knowledge level, ensuring that everyone could use all tools available.  

Per and Micael argue that one important part of the environmental management is to make sure 

the employees follow the laws and regulations concerning the environmental aspects (Forsmark 

& Ågren, 2014).  

The environmental routines support and ensure the work but the environmental management 

depends on the managers to choose the right assignment type (Forsmark & Ågren, 2014). This 

means that the mangers in this way are also responsible for ensuring the ISO standards and the 

group mangers are responsible for the mangers.  

Jan-Erik think that the environmental management at WSP Management in VS is probably a bit 

poor or at least applied poorly (Palmblad, 2014). He thinks it is possible that it is described good 

enough but he believe that it is not applied sufficiently. He argues that they have too little 

general and specific knowledge of how to handle these kinds of issues. According to Jan-Erik 

many customers are also a bit vague about it too, they are not sure of how to make an 

environmental plan or create environmental objectives, often they hire a consultant to perform 

this. Many customers believe that sustainable efforts costs money, they don’t know what they 

get out of it or what it is worth. Some customers might think it just costs more since the products 

are more expensive and they wonder if it is worth it to use the more expensive products. All 

customers want to know what they earn on this effort. WSP Management collaborates a lot with 

WSP Environmental who is specialists in this field. Jan-Erik argues that a better collaboration is 

needed.  
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The WSP managers need to have the ability to raise these issues and determine how important 

one specific issue is, this ability is pretty low on the WSP Management today (Palmblad, 2014). 

The managers need to raise the issues properly to the customer and sell it in the right way. It's a 

speciality, the employees must understand that the question must be raised and pass a first 

argument. They must understand the customers, give the suitable arguments and speak the 

customer's language. Here the managers have much to learn according to Jan-Erik. He believes 

that the information in the system might be good enough, but that they don’t apply it frequently 

enough and the environmental issues often have lower priority than technical issues. 

5.1.9 THE COMMON OPINION ABOUT VS 

“The major weakness concerning VS is the compliance in practice, which is difficult to ensure” 

(Berner, 2014). 

The attitude towards VS when it was introduced was monitored (Berner, 2014). One hypothesis 

was that the opinion about the system could be linked to age, but no correlation was found. One 

correlation that was found was that the longer an employee had been working at WSP the less 

satisfied he/she was, this was a relatively clear trend. New employees have been very positive, 

and expressed that it’s good that everything is combined in the system, that it is neat and easy to 

use. 

Jan-Erik suggests that one of the reasons why VS has been so successful is that what the users 

wants to be improved gets improved. There has been a good response from the owner of VS, 

they have shown great sensitivity, and have acted quickly on user requests and complain 

according to him. Although sometimes it has taken some time but they have done it. “What we 

have complained about has been resolved, which the employees have noticed. It has always been 

happening things which has given positive feeling about the future” (Palmblad, 2014) 

As a concluding remark Carl says that “If you want to find out how we work with the 

environment and sustainability, I think you have to go outside routines. What is in the routine 

texts are simply not an adequate picture of the reality. You must investigate the sustainability 

networks and environment and sustainability courses to get a fair picture” (Berner, 2014). 

This advice was followed and the writer took the e-learning course called “sustainable 

development” which is mandatory for all WSP employed. The writer also tried to take the 

internal course “Environment and Sustainability” but it was unfortunately not available within 

the time frame for this study. Although, this course is not mandatory but voluntary for the 

managers and therefore everyone will not possess the knowledge from this course. 

5.2 MAPPING OF WSP’S ASSIGNMENT MANAGEMENT SYSTEM 

5.2.1 ”VS” THE ASSIGNMENT MANAGEMENT SYSTEM 

To find out what is included in VS and what support one actually gets within environmental 

management the writer of this paper have conducted a thorough search and mapping of the 

system and its routines, documents, templates and other tools available when dealing with 

environmental management. Since the authors has been the one examining the system it has 

been conducted without with a neutral mind, not affected by any personal opinions about it. 

There is of course a risk that something might have been missed in the search, which is always a 
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risk due to the human factor. There is also a possibility that the author might not have been able 

to find everything there is to find in the system, but in that case maybe these things are too hard 

to find and should be made more accessible. 

When examining the Assignment management system the focus is mainly on the professions; 

Project management and Design management but the heading “Process- Project execution will 

also be examined since it is closely connected to the other two. Moreover, other heading which 

might include environmental management is briefly examined and presented. The assignment 

types are structured according to the phases and includes both a general part where the routine 

and documents are the same for the different assignment types and one part specific for the 

chosen assignment type.  

5.2.1.1 Design management 

5.2.1.1.1 Contract phase 

The first documents dealing with environmental issues and that belong to the environmental 

management occur under the “Contract” phase where the environmental risks are discussed 

under the heading “Risk area” in the document “Risk management”, the document is not very 

instructive and it requires a knowledgeable person to be able to use it. There is another 

document called “Guidance for Risk Management” which includes guidance to what risk 

management means and gives and overview of how and why to analyse risks, but it doesn’t go 

any deeper into how to find, evaluate or manage risks regarding the environment or any other 

areas. Both these documents are tools connected to the general contracting phase, but the 

routines associated with the contracting phase do not mention environmental issues.  

There is a document called “Cheat sheet for tendering” which includes guidelines or “to-do-list” 

with thing to consider during tendering. This document does not mention environmental aspects 

or sustainability issues at all.  

5.2.1.1.2 Planning phase 

The “Planning” phase includes some general routines that are not specific depending on the 

assignment type, one of these routines is a routine called “Clarify customer requirements and 

plan delivery” where the environmental and sustainable requirements are specifically pointed 

out to be identified. These areas are also included in the routine for planning the activities in the 

assignment control, here you are advised to include time for environmental and sustainable 

activities. Here you find a document called “Purpose and objectives instruction” which defines 

what the design manager should work with in every project. There is for example mentioned 

that the design manager should find out if the client have any specific project goals, such as an 

environmental classification or something else. This suggests that the design manager should 

discuss the project goals with the client and thereby find out if any environmental goals are to be 

included. There is also a document called “Job description design manager” where it’s mentioned 

that the environmental aspects should be discussed.  

The document “Quality and environmental plan” includes an outline of everything that should be 

included and guidance to what the headings mean and suggestions to what could be a good idea 

to put there. This document is developed according to ISO 14001 standards and therefore make 

sure the project manager work and deliver the right quality. To accomplish this document the 
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project assignment manager also needs to establish an “Environmental aspect list”, a document 

treating this may be found under the implementation phase. Under the planning phase there are 

no specific routines for design management.  

5.2.1.1.3 Implementation phase 

The implementation phase includes general routines for different parts of the phase. The part 

named “Performing a kick-off meeting” includes the topic sustainability to be discussed during 

the meeting. This topic should also be discussed during the reconciliation meetings according to 

the routine for “performing a reconciliation meeting”.  

The specific routine for the design manager during the implementation phase includes 

assignments for the design manager to perform. One of the assignments is to conduct a 

feasibility study where the environmental issues should be included and if needed also an EIA 

(Environmental impact assessment). Another assignment is to create a program, and the 

environmental demands should be included along with other environmental issues. The next 

assignment is to develop system document, which should include an environmental plan and 

follow the environmental requirements and environmental goals of the project. Possible 

deviation from the decided environmental requirements and goals should be included in the 

construction documents.  

There are several documents including environmental aspects under this phase. The first 

document is called “Activity list for environmental management- Design management” it include 

activities needed for environmental management, and some short description about how to 

perform them. This document refers to “WSP’s enterprise system” that shall describe the 

included activities closer. The document “Kick-off meeting- Agenda-Protocol” consists of a 

checklist with headings that should be discussed during the meeting. This document only 

includes headings and subheadings at first sight but if you activate the hidden text you find 

explanations and suggestions to what to discuss. Although, the part about environmental issues 

is quite trivial. 

When bidding on an assignment the document “Tender” should be used, this document includes 

a description of how WSP work with environmental management and sustainability. It is 

described how important it is for WSP to strive for sustainability and develop their knowledge 

within this area. It is also suggested that WSP perhaps should attach a suggestion to a quality-

and environmental plan to the tendering offer, and if needed account for how WSP work with 

environmental issues in the design phase.  

There is a document called “Guidance for authority contact in projects” where it is presented 

when the authorities needs to be informed, what laws to advice and what documents that needs 

to be produced along with which authority to contact when.  

There is a link called “WSP Project” where you find a web-page including different knowledge 

areas, where “Environment” is one of them. This heading includes input to environmental 

planning, tools and methods for environmental planning of result of environmental planning. It 

also includes “Environmental management” and methods and tools for that, these knowledge 

areas suggests that a project manager and a design manager should be able to establish an 

environmental policy and an environmental program, identify environmental aspects and 
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promote actors to choose good environmental choices. The environmental program is according 

to WSP Project often created by an external specialist. 

A document called “Environmental aspects, routines for handling in project template” includes 

two different scenarios, the one where an environmental program is not established and one 

where it is. These two cases differ a bit but in both cases each technical field identify their own 

most relevant environmental aspects and evaluate them. When no environmental program 

exists the environmental aspects from every field are evaluated and environmental 

requirements are decided. This document explains what to consider and what should be done 

when mapping environmental aspects.  

The document “Environmental aspects Civil planning” includes a careful description of what 

environmental aspects to consider and what laws to consult, and also a guide to how to use the 

template. There is a document called “Protocol Management” where the headings for an ordinary 

meeting are included, but there is no explaining text included. This document includes all the 

items that should be discussed during a normal meeting. There is a document called “Routine for 

examining and approval of documents guidance” where it is stated that during the design review 

the significant environmental aspects and the material choices should be examined.  

5.2.1.2 Project management 

The content of the project management assignment type and the design management is partly 

the same. The documents that are included in both is mentioned only by name here since they 

are discussed earlier, and the once specific for project management are discussed further.  

5.2.1.2.1 Contract phase 

Under the “Contract” phase the documents “Risk management” and “Guidance for Risk 

Management” are included but they are also included in the assignment type design 

management discussed above. There are no specific documents under the project management 

assignment type concerning environmental issues. 

5.2.1.2.2 Planning phase 

The “Planning” phase includes the same general routines as the assignment type design 

management, which have already been discussed, and no specific routines for project 

management. The “Planning” phase includes one document that is also included in the 

assignment type design management and already discussed, this document is called “Quality and 

environmental plan”. There are no specific documents under the project management 

assignment type concerning environmental issues.  

5.2.1.2.3 Implementation phase 

The “Implementation” phase includes the same general routines as design management but also 

some specific routines for project management. The first specific routine for project 

management that treats environmental issues is “Product-object” where it is stated that the 

environmental demands and requests of the product are to be identified and compiled. They 

should be coordinated depending on the project conditions and the priorities between demands 

and requests. These decisions should be included in the feasibility study and be presented in the 

program documents.  
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The second specific routine is called “Environment” and the purpose of this routine is to make 

sure that the project management organization ensure that the project regards indoor and 

outdoor environment when performed. This routine include several different tasks, such as 

“Identifying significant environmental aspects”, “Develop an environmental program”, “Establish 

an environmental plan”, “Consultants and contractors system for handling environmental and 

internal controls and reviewing”, “Follow up own-inspection and examination” and “Routine for 

handling deviations”. Note that the two routines “Develop an environmental program” and 

“Establish an environmental plan” does only state that the project manager should make sure 

this is done, not do it by themselves.  

There are several documents that are included in the assignment type project management that 

have already been discussed under the design management assignment type, these are “Activity 

list for environmental management- Design management” and “Kick-off meeting- Agenda-

Protocol”, “Tender”, “Guidance for authority contact in projects”, “WSP Project”, “Environmental 

aspects, routines for handling in project template”, “Environmental aspects Civil planning” and 

“Protocol Management”. 

There are a lot of specific documents in the assignment type project management and the ones 

discussing environmental issues are discussed below. “Project plan, instruction” is one of these 

documents and it includes all chapters that should be included in the plan and what these 

chapters should include. The environment is included as a specific topic, where environmental 

demands, environmental policies, EIA and other environmental aspects should be included. 

There is a document called “Job description quality and environmental leader template” which 

includes what responsibilities the environmental leader has. Amongst other things the 

environmental leader should monitor the environmental management, lead the development of 

routines, templates and other documents needed for environmental management and to 

perform environmental audits.  

There is also a document for the project manager’s job description called “Job description Project 

manager, template” and includes the responsibilities of the project manager. The environmental 

aspects are not specifically mentioned here, but it is mentioned that the project manager should 

lead and administrate the project to achieve the project goals. In the document “Overall quality 

plan” the environmental aspects are mentioned and they should be included in these quality 

goals. It is often the client who set these goals according to their environmental policy.  

5.2.1.3 Other headings in the assignment management system  

The process place in VS includes a lot of headings. All headings that concern environmental 

issues for design and project managers have been studied. The ones presented below are 

headings dealing with environmental issues, but they are not the main headings for design and 

project managers which are discussed earlier.  

5.2.1.3.1 Process- Project execution 

This assignment type does not include any specific routines or documents dealing with 

environmental issues or sustainability. The general routines and document for the different 

phases are included but they have already been discussed above. 

5.2.1.3.2 Energy efficiency-construction  
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This assignment type does not include any new routines or documents concerning 

environmental management.  

5.2.1.3.3 Environmental assessment Plan and program- between assignments 

This assignment type includes a specific routine under the phase “Contract” where the purpose 

is to create an environmental assessment and/or an EIA. There is a document connected to this 

routine called “Checklist when tender of detailed plans and other plans” and includes a checklist 

when tendering an environmental assessment of detailed plans.  

There is another specific routine connected to the “implementation” phase where the purpose is 

to conduct an environmental assessment or an EIA. There are 8 tasks connected to this routine 

describing what should be done in which order. There are also four documents consisting of 

three checklists and one law available as help. The first checklist is called “Assessment of needs 

detailed plans” and includes what aspects should be considered and what laws to consult. The 

next document “Checklist - Implementation of environmental assessments of detailed plans” 

describes how to perform the environmental assessment and what to consider in different 

situations. The third document is called “Journal” and is a checklist for keeping a journal. The law 

connected to this routine is called “Environmental code” and includes laws concerning 

environmental aspects in construction. 

5.2.1.3.4 Environmental inventory construction 

This assignment type includes a specific routine under “Contract” where the purpose is to 

perform environmental indentations of constructions in connections to rebuilding or as a part of 

an environmental classification. This routine include three different tasks: an overall 

environmental inventory, a demolition inventory and Demolition plan and Environmental 

inventory of specific substances, such as asbestos. There are a number of documents and 

examples connected to this routine, mostly different templates for tender and some examples of 

these templates in use.  

There is also a specific routine for the “Planning” phase where tasks are to map and observe 

environmental goals, and find the right competences to consult or perform the tasks. There are 

no significant documents concerning environmental issues connected to this routine.  

Also the “Implementation” phase has a specific routine for this assignment type where it is 

stated what tasks to perform and in what order. The document connected to this routine 

includes examples of photo attachment of environmental inventory but also examples of 

complete overall environmental inventories. 

5.2.1.3.5 Overview for Environmental Classification of construction- between assignments 

This assignment type includes a specific routine for the “Contract” phase where the purpose is to 

implement an environmental classification on a construction. All different classification systems 

included in this routine have a specific person responsible for it. The contracting phase includes 

to define the responsibilities for the certification process and to create a contract for the chosen 

certification system.  
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The planning phase includes a specific routine and assignments to perform during this phase. 

The assignments are to create a checklist for all environmental and energy demands in the 

project, to divide responsibilities for each environmental aspect in the chosen certification 

method, create suitable means for documentation, create a time plan and to register the project 

at the specific certification chosen.  

In the “Implementation” phase there are several different specific routines, they are specific 

according to different certification systems. The included certification systems are: LEED, 

Miljöbyggnad, Breeam, Green Building and the last routine is called Overall work tasks for 

environmental classification. The different routines includes tasks specific for the certifications 

system and are connected to suitable documents.  

The routine for LEED includes tasks specific for LEED certification making sure the project 

focuses on the right environmental issues, the tasks are on an overall basis and does not go into 

details. There are five documents connected to this routine, they are mainly focused on 

identifying what should be considered when working with LEED certification.  

The routine for Miljöbyggnad also has specific tasks that should be performed when working for 

Miljöbyggnad certification. There are four documents connected to this routine, first a detailed 

example of how to make a feasibility study when certifying according to Miljöbyggnad, secondly 

there is a folder including several files with templates to guide you when working with 

Miljöbyggnad. Thirdly there is an environmental classification plan and fourthly a document 

about requests for templates and tools for Miljöbyggnad certification work.  

In the routine for BREEAM there are a lot of specific tasks included concerning the most 

important parts of the BREEAM certification system. There is a folder including several files with 

templates to guide you when working with BREEM connected to this routine.  

The routine for Green Building includes two specific tasks concerning the application for the 

certification and no specific documents explaining how to achieve the certification of Green 

Building.  

The overall routine for environmental certification includes tasks for feasibility study, kick-off 

meetings for design and construction. There are no specific documents connected to this routine.  

5.2.1.3.6 Environmental Impact Assessment (EIA) permitting processes  

This assignment type has a specific routine under the “Planning” phase where the task is to 

analyse the assignment and develop a strategy for creating an EIA according to the Swedish 

environmental code. In the “Implementation” phase there is a specific routine with the purpose 

to enforce authorization and reporting processes and establish the environmental impact 

assessment.  

There are several specific tasks connected to this routine informing you of what to do in what 

order. There are a lot of documents attached to this routine and phase. There are checklists for 

example environmental laws you need to consider, there are a lot of different templates 

concerning for example water operations, environmentally hazardous activities. There are 

processes and guidance to these kinds of activities too.    
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5.2.2 WSP’S INTRANET 

WSP intranet includes information about how WSP work with environmental issues, how the 

environmental management is performed and what courses are available within the 

environmental area and so forth. Furthermore the business goals are presented where the 

environmental and sustainable issues are a central part. There are links to 

“Hållbarhetsmanualen” which means the “Sustainability manual”, “Miljömanualen” which means 

the “Environmental manual”, “Miljöstatus” witch means the “Environmental status”, “SundaHus” 

which means “Healthy houses” and “Laglistor och miljöbokhyllan” which means “List of laws and 

the environmental bookshelf”. These different tools are presented below. 

5.2.2.1 “Miljömanualen” 

Miljömanualen is a website owned by WSP which includes tools and instructions to 

systematically greening a building throughout its whole life cycle. For example, it includes tools 

to generate LCC analysis, Environmental programs, environmental plans along with instructions 

and checklists how to pursue these tasks. These tools and instructions are informative and 

explain what should be included and a short text of what to discuss beneath each heading. 

Miljömanualen also include something called “The houses” which is different types of buildings 

with different parts of the buildings highlighted, the highlighted parts are the ones that are most 

important to consider when constructing. Within these different parts it is described what needs 

to be considered when dealing with environmental issues. You may choose one part of a building 

and access a list of what parts to pay attention to when striving for environmental friendly 

construction.  

5.2.2.2 “Hållbarhetsmanualen” 

Hållbarhetsmanualen is a comprehensive tool for both quality, environmental and health 

questions. This website includes guidelines, laws, regulations and indications to facilitate 

decision making in different projects. It may be used in all different phases, for new constructing 

or reconstruction, for buildings, city planning and infrastructure. It consists of two different 

parts. The first part is called “Overall control” where you can create a new project and choose 

between different environmental certifications systems and other environmental demands such 

as passive buildings. Form your choice different links of important issues is generated including 

demands and regulations. The other part is called “Factual base” which includes a huge amount 

of information concerning different environmental areas such as laws, regulations, 

environmental classification systems, risk, safety and much more. These different areas also 

include demands and regulations that need to be taken into account.  

5.2.2.3 “Miljöstatus” 

This is a website including something called “Miljörosen” which means “Environmental-rose”, 

and is a way to prepare existing buildings to be certified by Miljöbyggnad. The website offers 

tools to evaluate the energy consumption of an existing building and tools to evaluate the 

environmental performance according to 60 different parameters.  

5.2.2.4 “SundaHus” 

SundaHus is a database including environmentally classified material and services which may be 

used to improve the indoor environment for the customers, the electrical environment and the 



 

52 

 

work environment. This database may be used as a guide when choosing materials for 

construction projects.  

5.2.2.5 “Laglistor och miljöbokhyllan” 

“Laglistor och miljöbokhyllan” is a database including environmental laws and updates of laws 

from the environmental code. Here you may find laws and regulations that need to be 

considered when constructing in, for example, sensitive areas. The laws are divided in external 

assignments and internal assignments since the regulations for external assignments are vaster. 

It is also possible to sort the laws depending on your profession, design manager and project 

manager.  

5.2.3 COURSES  

A part from VS and the Intranet the consultants may participate in internal courses dealing with 

environmental issues and sustainability. The writer intended to take one of these courses called 

“Environment and Sustainability”, but unfortunately the course was not available during this 

research. There is also a network for Sustainability which the employees can take part in if they 

are interested. This suggests that there are several other sources for information and knowledge 

development in environmental and sustainability issues than VS and the Intranet.  

5.3 REQUIRED INFORMATION  

5.3.1 INTERVIEWS 

The interviews were conducted to get a deep knowledge about the usage of VS, the opinions 

about VS and potential for improvements primarily within the environmental management. The 

interviews resulted in a number of topics based on quotes from the interviewees, which are 

discussed below.  

5.3.1.1 “What is good about VS is that you may find almost everything there, you don’t 

have to ask someone. You become self-propelled, VS is your own little helper” (Design 

Manager Nr 2, 2014) 

The common overall opinion about what is included in VS within environmental management is 

that no one really knows. This is of course only the overall view from the seven interviewees and 

nothing more. When asked what they would like to find in VS they have some suggestions. 

“Anything that can somehow help me should appear in VS: instructions, procedures, processes, 

templates. Maybe not examples because they do not help me since every project is unique. I want a 

general instruction, general template and what to consider” (Project Manager Nr 2, 2014). There 

seems to be a disagreement whether VS should include examples or not. Some say that examples 

are helpful and some say that they are irrelevant. Several interviewees suggest that VS should 

include templates, routines, checklists and guidelines within environmental management.  

“There should be environmental programs and a template for establishing environmental 

programs in VS. It is good that environmental classifications are mentioned in VS but their 

change is ongoing and follows different rules and BBR. Therefore we should not include them in 

VS and take responsibility to ensure that they are up to date. It is better to refer to the systems, 

perhaps with links to their official websites” (Project Manager Nr 3, 2014). 
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 One design manager who does not work operationally with environmental issues says “If I were 

to work with environmental issues myself, I would like to have a simple and complete process to 

control the environmental work in VS. How it looks does not matter, but a simple and quick 

process. Everything from tollgates through the process, to key milestones to help with 

government surveillance, documentation requirements depending on project type should exist. 

It probably already exists but I have not been affected by it. But if I would operate that process, I 

would be interested in a complete template structure, a complete process model, the order in 

which things should be done and when it should be done in relation to other tasks” (Design 

Manager Nr 3, 2014). The same person also stated “I don’t miss anything in VS because I work so 

little with environmental issues right now. I don’t need anything more in my work today” 

(Design Manager Nr 3, 2014). 

When asked if the design and project managers trust the templates and other information they 

find in VS the answers varied a lot.  

“If I find a template in VS I trust that it is updated, you have to do that” (Project Manager Nr 2, 

2014). But the same project manager admits that there are deficiencies in VS “There are 

templates or instructions in VS that says the opposite of the way of working we have learned and 

tries to implement…There are some templates and routines that are not up to date… We at WSP 

need to be market-oriented and updated” (Project Manager Nr 2, 2014). 

The environmental expert was sceptical to the accuracy in information on VS “If I found a module 

or a template in VS, I wouldn’t know if I could trust it and whether or not it was updated” 

(Environmental expert Nr 1, 2014). 

The environmental expert was also asked what they suggest should be included in VS for the 

design and project managers and they agreed that a basic environmental program should be 

included in VS. “If you later in the process realize that you want to environmentally certificate the 

building it would be good if there is some kind of simplified description for which options are 

available and when not to choose any of the certification systems. And a brief explanation of the 

conditions for these different systems, and when they are not usable. But the systems are updated 

all the time so it assumes that someone updates the templates in VS” (Environmental expert Nr 1, 

2014). 

5.3.1.2 “I have been so fortunate that I have always had competent people around me and 

therefore I haven’t had to use the environmental management in VS” (Project Manager Nr 

2, 2014) 

Most project managers know that there is some sort of environmental management in VS but no 

one is sure of that it includes. Some interviewees believe there is a comprehensive 

environmental management in VS, but they haven’t looked and therefore aren’t sure. 

“I know there are tools to find in VS, but I haven’t used them myself. I believe I could get help 

from VS if I got the time to find it” (Project Manager Nr 2, 2014). 

One design manager says that “I would like to have environmental management as an 

assignment type in VS, because if I’m supposed to work with environmental issues in a project I 

want instruments” (Design Manager Nr 2, 2014). One of the project managers that were 

interviewed agreed with this.  
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It is also quite common that the environmental issues are delegated to an environmental expert 

and therefore the design managers and project managers haven’t had any need for 

environmental management according to them.  

“I haven’t used VS as a support in the environmental issues since it hasn’t been a part of my 

tasks, it has med the responsibility of the architect” (Design manager Nr 1, 2014).  

One design manager suggested that the environmental management issues should be brought up 

to light within the company.  

“It would be good if the importance of environmental management was clarified further on the 

intranet, if it is important for WSP from WSP's point of view, because I have not found that 

spontaneously. I have not used it since I have not seen it. If there is a priority in VS that we 

should work with environmental issues as an active part of our assignments, I think it would be 

appropriate if it came up as a top of mind” (Design Manager Nr 3, 2014). 

5.2.1.3 “I work with environmental issues all the time” (Project Manager Nr 3, 2014) 

It seems to vary a lot whether the project managers and the design managers think they work 

with environmental issues or not. It seems to be the general opinion that the sustainability work 

is more apparent during the design phase but that it is included in all projects. “We work 

indirectly with environmental issues every day. You have it in mind, we must consider what it is we 

design, we must be sure to reach certain energy demands, choose suitable materials and so on to 

meet the environmental classification goal we are working for. I may not actively work with it 

every day but indirectly of course it is there, subconsciously, it is constantly in the process.” (Design 

Manager Nr 2, 2014).  

It also varies a lot what they consider environmental issues to include. Some only consider 

environmental classifications when the environmental issues are discussed and some have a 

wider perspective including energy consumption, U-values, natural light, choice of windows, 

reuse of materials and so forth. It also differs whether they take on the tasks themselves of if 

they delegate the environmental work to someone else.  

“Operationally, I make sure someone is working with environmental issues in the project and 

that it is monitored and documented, and that we do it in a structured way, but operationally, I 

do not work with environmental issues that much myself” (Design Manager Nr 3, 2014).  

 5.3.1.4 “The most common environmental issues are material questions, energy 

questions and energy consumption” (Design Manager Nr 2, 2014) 

The most common environmental questions seem to be pretty much the same between the 

professions design managers and project managers according to the interviews. The most 

common questions are energy questions, material choices, environmental classification, work 

environment, LCC calculations and operating costs.  

When asked about what is most difficult to work with, the answers differed a bit. One project 

manager said “I don’t know which environmental questions are most difficult, all issues have 

their challenges… Often you have to argue and justify the project can bear the cost of an 

environmental investment such as a better energy system for example. I need to find 

calculations that show they will earn back their investment in the long term, like an LCC 
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calculation. It is not always we can do prove the investment thrifty and therefore we have to 

deviate from sustainable investments because of budget” (Project Manager Nr 3, 2014) 

Both project managers and design managers have expressed that environmental classifications 

can be hard to work with since there are so many different systems and they vary a lot. The 

design managers are involved in the early phase of the projects when the design is decided and 

these interviewees have stated two specific difficulties that they face.  

“The hardest part is the balance between environmental needs/environmental ambition and 

managing what it means. It is easy for a client to tactically/strategically have an environmental 

approach of how to environmentally classify all buildings, etc. but when you realize that the it is 

connected to quite a lot of work and maybe a lot of expenses, it is not always you may live up to 

own ambition. And that reconciling is the most difficult, I think” (Design Manager Nr 3, 2014). 

Another design manager argued that the most difficult environmental issues were the conflicts 

between environmental issues and other construction parts.  

“The most difficult part is when environmental issues are in conflict with other functional 

requirements, rules or laws. It could be fire aspects, evacuation or maybe cleaning. A material 

may be better from an environmental standpoint but it is not good for the person who cleans the 

building. There may be such conflicts within the environmental and sustainable issues, but not 

only with these issues. The discovery of these conflicts is not so difficult, it is often the 

prioritization which is difficult” (Design Manager Nr 2, 2014) 

5.3.1.5 “You are never fully learned, I'm not entirely confident in talking about 

environmental issues” (Project Manager Nr 2, 2014) 

The same project manager also said “My expertise is not enough because you can never be fully 

learned, yes I would definitely like to learn more about environmental issues. The fact that you 

find that the customers have policies, and you need to understand their issues, therefore you 

have to know a little more. You cannot always turn to someone else, but you need to have some 

necessary knowledge” (Project Manager Nr 2, 2014) 

The opinions whether the project managers and design managers feel secure in discussing 

environmental issues with the customers and if they feel they have sufficient knowledge varies a 

lot between the individuals.  

“I have no problem talking about the environment and sustainability with the client. It is not 

always I have all knowledge but I can hold a discussion, I do not feel at all uncomfortable with 

this. Are there issues that I do not have answers to, I take them with me and return with an 

answer later” (Design Manager Nr 2, 2014). 

One project manager who stated that the environmental and sustainability issues are often dealt 

with by an external expertise said “I do not feel secure in an advisory role, but if it is enough with 

common sense, I can manage” (Project Manager Nr 1, 2014). 

The view of whether the project and design managers should know more about environmental 

issues differed a lot too. 
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“I would definitely like to learn more about environmental and sustainability issues, knowledge 

is never heavy to carry” (Project Manager Nr 3, 2014) 

Another view on the matter is “I do not think project managers need more information about the 

environment or sustainability, I do not think the interest is that large because there is so much 

focus on other things when you're working out in projects. And therefore you prefer an external 

competence, and maybe that will result in a better job too since someone who knows about 

environmental issues work with it. I have not experienced that customers expect that a project 

manager should have more knowledge about environmental issues” (Design Manager Nr 2, 

2014). 

It is also a question about personal interests “I don’t think the project managers or design 

managers should have more knowledge about sustainability, I think this should be an external 

expertise at the Environmental department… I do not want to have more expertise in the 

environmental field, but I would surely have the use of it. But if I had to choose in terms of 

professional development, I would not put weight on it but rather use specialists for these issues 

and get better at the overall project and process control” (Design Manager Nr 3, 2014).  

The answer to these two questions varied a lot which can be seen in the answers above, one 

design manager who got the question whether feeling secure in discussing environmental and 

sustainability issues with the client said “No, I would like to know more about environmental 

issues and sustainability. I would really need to attend some courses, but you do learn a lot out of 

the projects” (Design manager Nr 1, 2014) 

5.3.1.6 “In general, the project managers and design managers don’t need to know so 

much about sustainability really, the idea is that it should be an expert role” 

(Environmental expert Nr 1, 2014) 

The environmental expert got some different questions than the project managers and design 

manager. This expert got the question about what the Environmental department expect that 

the project managers and design managers know about environmental issues and what the 

environmental department think they should know.  

“Mainly, the project and design managers should keep track of when to do what, and decide up 

on the environmental quality demands as early as possible, already in the planning stage” 

(Environmental expert Nr 1, 2014).  

But this expert also says that “If the project managers had more environmental expertise, we 

could do some things later on, the environmental department could get involved later in the 

process, depending on how much documents are produced by the client when the planning 

begins. The earlier you have the chance to highlight environmental problems the better” 

(Environmental expert Nr 1, 2014). 

5.3.1.7 “It would be good if we had a closer collaboration with WSP Environmental and 

know a bit more about what they do” (Design manager Nr 1, 2014) 

The same design manager also said “I have never contacted anyone at Environmental, I wouldn’t 

know who to talk to” (Design manager Nr 1, 2014). 



 

57 

 

One of the interviewed project managers said “If I had a good contact at the environmental 

department, I would probably give that person a call when I need support in environmental 

issues” (Project Manager Nr 1, 2014). 

The results from the interviews suggest that the collaboration between WSP Management and 

WSP Environmental depends a lot on the individuals. The project managers and design 

managers that have a contact at the Environmental department think that there is a close 

collaboration which is very satisfying. But the ones not having any contact there think that the 

collaboration should be closer. One design manager said “I have previously worked on 

Environmental so I know what skills they possess there, and therefore I quite frequently turn to 

them” (Project Manager Nr 2, 2014). 

The environmental expert that was interviewed also stated that “It is not very common that we 

get any questions at all from Management, maybe the others in this department get more 

questions but not me” (Environmental expert Nr 1, 2014). 

One design manager suggested “The environmental department have several tools and products 

that they use and sell which should become more present internally, so we may use them” 

(Design Manager Nr 3, 2014). This quote leads us to the next topic which deals with 

“Hållbarhetsmanualen” and “Miljömanualen”. 

5.3.1.8 “I have never used “Miljömanualen” or “Hållbarhetsmanualen” and I don’t know 

where to find them” (Project Manager Nr 3, 2014) 

Of the interviewees there was only one who knew about these two manuals and this project 

manager stated “I've looked inside “Hållbarhetsmanualen”. It was difficult, opaque, and I had to 

go to someone at the Environmental department and ask for help” (Project Manager Nr 2, 2014). 

The other interviewees didn’t know these manuals existed or where to find them. The 

environmental expert said “The sustainability manual is not user friendly at the moment. The 

idea for this manual is good, the idea is that everyone should use it. Today you need to know 

exactly what you're looking for in order to find it, and the only thing you have gained then is that 

you do not have to print it yourself. It's like cut and paste. It would be good if 

“Hållbarhetsmanualen” was attached to VS so that you get customized information depending on 

who you are logged in as, so that the ones from management receives the information which is 

applicable for management. Or you get a Micro-Version "What do you want to do today," that 

would suffice” (Environmental expert Nr 1, 2014). 

5.3.1.9 “Time is a scarce commodity” (Project Manager Nr 2, 2014) 

The time available is limited and this affects the usage of VS.  

“One reason why I do not use VS more is that when I am working in an assignment where I have 

to use the customer's system, then there will double the administration if I'll post everything 

both in their system and in VS. Therefore I have to minimize the administration and then I focus 

more on the customer's system. Then I only upload the essentials on VS” (Project Manager Nr 2, 

2014).  

Both project managers and design managers have expressed that when working in an 

assignment where they have to use the client’s assignment management system, they more or 
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less leave VS behind and work only in the client’s system. Although one design manager stated 

“If I read parallel in VS against client's system, I can ensure the quality assurance of my job 

according to WSP's structure” (Design Manager Nr 3, 2014). 

This suggests that VS may be used even though another assignment management system is 

primarily used. “I can download tools from VS if I know there is something better there than 

what the client has. I have that possibility and I think it works smoothly. The client encourages 

us to do that. The customers see the benefits of being able to pick the best parts from both 

systems, and then they get the benefit from our good sides. That way, they can develop their own 

management systems” (Project Manager Nr 3, 2014). 

5.3.1.10 “It is natural for me to search in VS for templates and routines” (Design manager 

Nr 1, 2014) 

According to the interviews it differs a lot between different interviewees whether they search 

for information in VS or not. Some interviewees argue that the first place they would look is in 

VS and some say that they never use VS to find information, they preferably ask someone.  

“I never look in VS for information or guidelines” (Environmental expert Nr 1, 2014) 

One project manager said “I guess I wouldn’t find the support I need for environmental 

management in VS but I don’t know because I haven’t looked” (Project Manager Nr 1, 2014). 

The search function was criticized by two project managers who argued that it was hard to find 

what you are looking for and that it would be good if you could search for a specific file-format 

or document type.  

“I have not found a good way to search for templates in the search function. You find a lot of 

examples from other projects. You may probably find templates via a different route but not in 

the search function. Maybe we are not supposed to search in that way but it would be good if you 

could search within the ongoing projects” (Project Manager Nr 1, 2014). 

The same project manager also suggested that the projects should be categorized depending on 

what kind of project it was, which would simplify the search if you want to find a similar project 

to the one you’re working with.  

5.3.1.11 “The document management could have been better” (Environmental expert Nr 

1, 2014) 

This seems to be a common view between most of the interviewees, independent of profession. 

The document management is slow, doesn’t work for all kinds of file-formats and it is not 

believed to be efficient. One design manager said “I do not think I use VS in the right way when it 

comes to document management… It's a little unclear how we should do, it seems that everyone 

does a little different. It's too slow to upload everything into VS, although you probably should do 

that” (Design manager Nr 1, 2014). 

This suggests that it is not entirely clear of how you should use the document management in VS 

and what’s required of you as design manager. Another design manager suggested that the email 

conversations should be included in the document management system.  
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“The email handling is not viewed in VS and it is not documented automatically in VS. This is the 

only apparent deficiency... Because much is decided in long email series and therefore needs to 

be documented ” (Design Manager Nr 3, 2014). 

That VS is a bit slow has been expressed by several interviewees and they argue that this is 

partly why they don’t work that active in VS.  

5.3.1.12 “I have definitely not used the full potential of VS” (Project Manager Nr 1, 2014) 

Both project managers and design managers have expressed that they have not used VS greatly 

since they used their client’s system instead. The lack of experience within VS has also resulted 

in a low use of “The improvement place” for both professions. One project manager said “The fact 

that I know so little, I cannot have opinions on what should be changed. If I could more about VS, I 

would have more comments and use “The improvement place” (Project Manager Nr 2, 2014). 

The same project manager also explained that “Actually, I have never shared my templates that I 

have and think are good and tried to get then admitted in VS. But on the other hand I spread 

them far and wide within the project team, or in meetings or to colleagues. Rather to my 

network than to WSP” (Project Manager Nr 2, 2014). 

 This was the case in the other professions interviewed too, both the design manager and the 

environmental expert. They concluded that they often shared templates with colleagues but did 

not enter them in VS. Although, one of the project manager interviewees was very active in VS 

and had had the role as responsible for one assignment type. Therefore he had been very active 

entering new templates, routines and other tools in VS, both of his own initiative and to realize 

suggested improvements given at “The improvement place”.  

5.3.2 SURVEY 

The survey was sent out to the whole WSP Management department at the Stockholm office 

which consists of 90 persons. The recipients got three weeks to answer and two email 

reminders, and the number of respondents were 54 people which is a respondent rate of 60 %. 

After that the results were summarized and the most important parts are presented below. The 

statistics of the survey considering the respondents are included in the appendix. The most 

interesting results and quotes are presented here and will contribute to the analyse.  

5.3.2.1 “I use VS to register my assignments, keep track of the budget and manage the 

documentation.” 

This is the most common answer to the application the employees use VS. The respondents also 

used VS to “find good templates, checklists and examples to use in my assignments.” Most 

employees use VS to administrate the project in sense of time, cost, quality, project members and 

so forth. They state that they use it to get help with and to control their work. They also wrote 

that they use VS to keep track of time and budget, make sure they deliver the right quality, to get 

inspiration, to ensure quality, to manage the project and to follow up the work. The interviewees 

agreed that this is the way they usually use VS. The usage level was investigated in the survey 

and 86 % of the respondents answered that they use VS and 14 % answered that they do not use 

it.  
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5.3.2.2 “I use Vs to get an overview of the projects” 

The responses to the question what they use the “Work place” to was quite similar to the 

responses to what they use VS for. The answers were all quite similar and suggested that the 

employees used the “Work place” to “register new assignments, keep track of the economy, project 

plan, documentation and administration”. One respondent wrote “I would say that I probably use 

10% of its capacity”. Although 71 % answer that they use the “Work place” in VS and 29 % 

answered that they do not. 

5.3.2.3 “I use the process place to find templates and checklists and so on” 

The process place is mostly used to find different assignment types and their specific routines, 

but also to find tools to use in the projects according to the respondents. Some respondents said 

that they use the process place to “get help with assignment control” which also suggests that 

they use this function for control. 36 % said that they never use the process place but 64 % use 

it, a few use it every day and some only a couple of times a year.  

5.3.2.4 “I use the improvement place to point out errors and deficiencies” 

Quite few wrote any comments to the Improvement place question of how they use it and only 8 

% of the respondent answered that they use it. The few responses given suggested that some 

think that they have not used VS enough to give any feedback to the system. Some other 

respondents said that they use the improvement place to “give tips about templates that I think 

are useful”.  

5.3.2.5 “I have not used VS when working with environmental issues” 

When asked how often the employees work with environmental and sustainability issues most 

answer that they work with it a couple of times every month. To summarize the results to this 

question 56 % answer that they work with environmental issues at least a few times every 

month and 16 % say that they don’t work with it at all. When asked how well the support for 

environmental and sustainability issues there are in VS 77 % says that they don’t know. The 

answers to what functions the respondents use in VS for environmental and sustainability work 

are very few. Most say that they don’t use VS for environmental issues and that they haven’t 

tried to find any tools either. Some respondents say that they do not work in VS since they work 

in their client’s system. One answer was “I would look in VS for templates and routines if the 

need arose” and there are some respondents that use templates and routines for sustainability 

issues. One respondent answered that the environmental department was contacted when this 

kind of questions erupt. A few answered that they use the template to perform Environmental 

plans but this was the only concrete example suggested by the respondents.  

5.3.2.6 “A lot of things are missing concerning environmental management in VS, there is 

not that much to find” 

The respondents that have an opinion about the environmental management in VS argue that it 

could be improved. One respondent said “The environmental management could be improved, 

we need to know the boundary between us, the management department, and the 

environmental department. And also know what they can assist us with”. Otherwise the 

respondents said something similar to “I don’t know, I haven’t worked with it” or “No 

comments”.  
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5.3.2.7 “Environmental management should be integrated and become binding to work 

with. Otherwise I think the ones not passionate about these questions prefer to avoid 

tem” 

Another suggestion to what should be included in VS concerning environmental management 

was “good examples of environmental plans, descriptions of routines for different classifications 

systems, descriptions of different databases for materials including pros and cons. This would give 

us support when advising our clients”. Law-lists are one suggestion that has come up along with 

checklists and templates in general concerning environmental and sustainable issues. One 

respondent suggests that there should be links to environmental websites included in VS and 

another suggests that the “Hållbarhetsmanualen” is a good tool. Above all templates and 

routines seems to be required along with information about different environmental 

classifications systems. Several respondents state that they have no opinion.  

5.3.2.8 “It is still unaccustomed to work with environmental certifications and it doesn’t 

get any easier when there are so many to keep track of at the same time and with several 

different levels” 

The quote above is one answer to what environmental issues that the respondents though were 

most difficult to work with. Another issue that was mentioned was to perform an LCC and LCA, 

to prove that an investment will pay off during its lifetime. One difficulty concerning these two is 

that the investment cost and the operational cost affects different account and therefore it is 

important to motivate the sustainable choices according the responses. Environmental 

coordination was also one tricky thing to work with according to one respondent. One employee 

also admitted to be a bit sceptical to the concept sustainability and meant that this is just a word 

used to improve their reputation. 

81 % of the respondents answer that they have never used the “Environmental manual” or the 

“Sustainability manual”.  

5.3.2.9 “VS fulfils its requirements but at the same time we often work in the client’s 

system which results in that many of the functions in VS aren’t used” 

39 % of the respondents thought that VS is quite good, while 46 % answered that VS is neither 

good nor bad. Many respondents state that they have used VS too little to be able to comment on 

how good it is, these persons have probably answered that it is neither good nor bad since this 

question was mandatory to answer. Some respondents argue that they haven’t had time to 

explore VS fully and therefore they don’t know if there is information in there which they might 

need. The quickness of the system and the document management are both criticised by the 

respondents. One respondent writes “The system is comprehensive and explanatory which is good 

for new employee. But it might be experienced as heavy and too comprehensive for more 

experienced employees”.  Several people answer that they think it is really good that there is one 

system which includes both documentation, contracts, budget, time reporting and so on that 

ensure the quality and unity in the projects. It varies whether the respondents think the 

interface is transparent or not but several respondents argue that VS gets improved after every 

update.  
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5.3.2.10 “There is a lot that could be improved in VS, the most important thing is probably 

increased usage of the “Improvement place”  

The most common opinions of what could be improved in VS are: the quickness of the system, 

the document handling and to make it easier to find what you want in VS. Other suggestions are 

to make it possible to use VS on mobile platforms outside of WSP too and to make it binding to 

use VS in our work. More education in using VS was also required, more support for 

environmental work and to include internal projects in VS. When asked about what could be 

improved within the environmental management one suggested “integrate CRMsystems in VS”, 

CRM stands for Customer relationship management and should support the managers in their 

sale and marketing tasks. Otherwise all but one stated that they didn’t know or didn’t use it. The 

only thing that was suggested as critical in the environmental management was the ”boundaries 

and synchronizing between the environmental and management departments”. One respondent 

wrote that the same information and documents are today stored in several different places and 

the ideal solution would be if the industry could found a neutral system that could be used by 

everyone.  
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6 ANALYSIS 

In the Analyse part the empirics and the literature review will be compared and analysed to find 

answers to the critical questions and to fulfil the purpose of this research.  

6.1 THE ENVIRONMENTAL MANAGEMENT VS INCLUDE 

The most striking results from the interviews is that no one seems to know what kind of 

environmental management there is in VS. This is a clear trend in the survey too where 77 % say 

that they don’t know what environmental management VS includes.  

6.1.1 ADVERTISEMENT  

There may be different reason why the usage level of the environmental management in VS is so 

low. One reason although could be that the content of VS is not spread enough within the 

department. There might be a need for advertisement about what there is to find in VS 

concerning environmental management. But it is quite odd if there is a need to advertise an 

assignment management system, within the company developing the same system, after it has 

been implemented. The system should be so easy to use that you may find everything without 

knowing beforehand it exists. It is important to advertise the assignment management system 

when it is introduced to make the employees use it and understand what the benefits are. But it 

should not be necessary to advertise all specific usage areas individually. The system is not self-

explanatory and it might be difficult for someone not used to computers or search in a database 

to find what they need in VS.  

6.1.2 WORK IN CLIENTS’ SYSTEMS 

Another reason why the employees might not know what environmental management there is in 

VS, which was expressed by several interviewees, is that they use the client’s system and 

therefore work very little in VS. This is a trend in the survey too explaining why they don’t use 

VS that much for environmental management. Although it was expressed that some of the 

interviewees sometimes use VS to make sure they fulfil the WSP requirements in their work or 

use some documents from VS when they are better than the client’s.  

This does not affect the need for a great assignment management system or the need to 

constantly improve and develop the system in to a better one. When working in a project where 

the client hasn’t got their own system the managers must follow, they will need support and 

guidance from their own assignment management system.  

Nevertheless it affects the knowledge about what VS includes and how useful it may be. This 

limits the suggestions for improvements of the system and it also limits the requirement the 

employees have on the system. An employee that work in the client’s system and not VS, will not 

know what there is to find in VS. This in turn results in that it might not be natural to search in 

VS when information is needed. The ones working a lot in VS or who have worked a lot in VS 

know what could be found in VS and therefore it is natural to them to search in VS when they 

need support. The employees who have never used VS in their projects will probably not 

primarily turn to VS for information since the system is quite slow and they might feel it is easier 

to search for information elsewhere.  
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6.1.3 NEED TO KNOW WHERE TO LOOK 

One obstacle to find what you are looking for in VS is that you need to know which phase the tool 

or task belong to, to be able to find it. This is probably easy for the experienced employees but 

might be difficult for the new ones. A well-structured management system simplifies the 

introduction of new employees and thereby decreases the knowledge losses according to Ofori, 

Gang and Briffett (Ofori, et al., 2002). This structure should therefore not be changed but the 

information should be able to find in other ways, for example in the search function. It must be 

accepted and encouraged that the different users use the system in different ways, since the 

system if built to fit every employee.  

Another issue is that the managers need to know if the needed information is stored in VS or on 

the Intranet to be able to find it. Several managers have suggested that different documents 

should be created and included in VS, because they don’t know that they already exist on the 

Intranet. Two examples of this are environmental programs that can be generated from the 

“Miljömanualen” and laws and regulations that concerns construction which may be found in the 

“Laglistor och miljöbokhyllan”. This is an obvious flaw to the knowledge management today. 

6.1.4 SEARCH FUNCTION 

Another reason why the employees might not use VS to find information is that the search 

functions is not flawless. According to the interviews it is hard to find what you want in the 

search function. You might find a template you are looking for via the process place but not via 

the search function.  

The search functions should support the managers to share and obtain information and 

knowledge when needed. This is one of the main functions of the VS IT tool, to provide accurate 

information and thereby support the managers.  

It is not possible to search only for routines, templates, guidelines or likewise, which was 

required by some of the employees. This possibility would create an opportunity for the one 

searching to limit the search already from the beginning and avoid finding irrelevant 

information.  Maybe this is not how the search function is designed to work but since it is 

wanted by the managers it should be developed to work this way (Glush, et al., 2006). The 

system is designed to help and support the managers and therefore what they require should be 

introduced. On the other hand, only a few employees have used the improvement place and it 

might therefore not be known by the developers of VS that this search functions are required. 

This could be recognized as a catch 22; the employees don’t have time to send in improvement 

suggestions, they think the system is not fulfilling their needs and requirements and they 

therefore use it even less, the developers don’t get any improvement suggestions and can’t 

improve the system efficiently. This loop must be broken to improve the system.  

6.1.5 SLOWNESS OF THE SYSTEM 

One of the biggest obstacles to find what you needed seems to be the quickness of the system. It 

takes too long to open a link or a document in VS. This is not only the observer’s objective view 

but was agreed by the head of the Management department, several interviewees and survey 

respondents. The slowness of the system results in fewer users and this result in slower 

development of the system, since the development is dependent on the improvements suggested 
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by the users. According to Glush et.al the flexibility of the environmental management system is 

vital to make sure the system survives the implementation in a company (Glush, et al., 2006). 

The slowness of the system along with the difficulties in document management and the 

usability of the search function all contribute to a poor flexibility of the system.  

Another issues connected to the slowness of the system is the decreasing usage level. The 

interviewees have argued that they do not have time to use the full potential of VS since it takes 

too much of their time. The writer of this report find that there is little point in improving the 

environmental management in a system which the employees don’t have time to use fully or 

avoids using because they experience it is too slow. But there might be other reasons why the 

employees don’t use the assignment management system. One suggestion is that most people 

don’t like changes. Glush et.al discusses this issue and argues that there must be a balance 

between adapting the environmental management to existing practices and adapting the current 

practices to environmental management. In the example in this paper the new assignment 

management system and environmental management was introduced at the same time as a 

combined system. Therefore everything was new when this system was introduced which could 

be another reason why the system isn’t fully used.  

To improve the sustainable performance the environmental management should be improved, 

but first the system needs to get faster in order to increase the usage of the environmental 

management in the system. A low usage level does not only decrease the environmental 

performance but the quality insurance according to the ISO certification. If the employees don’t 

follow the assignment management system, can the company not be sure to follow the ISO 

standards. According to Wiengarten and Pagell the ISO standard doesn’t only increase the 

environmental performance but the performance of the whole company (Wiengarten & Pagell, 

2012). This increase in performance might be lost if the ISO standards are not followed since the 

employees don’t use VS fully.  

Several researches argue that the implementation of an environmental management system is 

crucial to the performance of the environmental management (Ronnenberg, et al., 2011). In this 

paper the focus is not the implementation, although it needs to be mentioned that several 

researchers have pointed this out to be really important. This will not be mentioned in the 

improvement suggestions since the implementation can’t be changed afterwards. 

6.2 ENVIRONMENTAL KNOWLEDGE 

6.2.1 THE NEED FOR MORE ENVIRONMENTAL KNOWLEDGE 

One interesting result from the interviews was the opinions whether project and design 

managers need more knowledge about environmental issues. The interviewees who felt 

comfortable in discussing sustainable issues did not think they needed more knowledge about 

environmental and sustainability issues. The interviewees that didn’t feel comfortable in 

discussing environmental and sustainability issues wanted to improve their knowledge by, for 

example, taking a course. These results might not be revolutionary but the fact that all of the 

interviewees said that they work with environmental issues in every project and that some 

worked with it every day suggests that there is a need for knowledge in the area. It is also 

included in the document “Job description design manager” describing the design manager’s 

profession that they should work with environmental issues. Therefore is it not acceptable for 
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them to argue that they don’t work with these questions. It is also stated at the website WSP 

Project that a project manager should be able to create an environmental policy, find important 

environmental aspects and advice the client in these kinds of questions. The managers must also 

be able to follow up and inspect environmental aspects in the constructions project according to 

documents in VS, since they often have a controlling role.  

To discuss the client’s requirements is included in the managers’ tasks, and the environmental 

and sustainable issues should be included. Therefore the managers need some knowledge to be 

able to perform this. Several of the new challenges Hwang and Ng suggests could be dealt with 

by increased environmental and sustainable knowledge. For example the challenges concerning 

understanding green specifications and evaluate green materials.  

The interviewees disagreed whether the environmental knowledge should come from an expert 

or from a project or design manager but the fact still remains that there is a need for knowledge. 

Glush et.al argues that the way employees adapt to environmental management depends on how 

much knowledge they have in the area. Therefore is the knowledge level critical to the 

environmental management performance. Due to this argument all project and design managers 

need some knowledge to be able to work with environmental management in a sufficient way.  

The authors Gluch, Baumann and Räisänen wrote a paper analysing the practices connected to 

environmental management. They found that the project management and the environmental 

management don’t go hand in hand. There is often some tension between the two work practices 

which may decrease the efficiency. The reason for this is that these are striving for different 

goals, project management tend to have a short term focus and the environmental management 

tend to have a long term focus (Glush, et al., 2006). This is one reason why it might be preferable 

to let the project and design managers deal with environmental management too, not to 

separate these professions. When including an environmental expert in a project delegating all 

environmental and sustainable issues to this person, the focus in the project is no longer 

uniform. The authors Brown and Hamburger argue in their report that to adapt to a sustainable 

way of thinking it is crucial that the focus is changed for a short term focus to a long term focus 

(Brown & Hamburger, 2012). The work of these authors supports the idea that a project 

manager should include environmental management in their profession and change their short 

term focus to a long term one to make their work more sustainable.   

6.2.2 GAIN KNOWLEDGE 

There are several ways to gain environmental knowledge, for example is it mandatory for all 

employees to conduct an e-learning course in sustainability when they start working at WSP. 

You may hire an expert in environmental and sustainable issues, you may take an internal or 

external course yourself or you may look in VS for information to gain sufficient environmental 

knowledge. One known problem learned from the literature is that people tend to create their 

own view of what proper environmental behaviour is and perform their actions thereafter 

(Glush, et al., 2006). This is one reason why it might not be a good idea to replace personal 

environmental knowledge with information in the assignment management system. The 

information and tools in VS could be interpreted in different ways and therefore it is important 

that the employees have a common basic understanding of the company’s environmental views.  
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When analysing the assignment management system the writer finds that environmental and 

sustainability aspects are mentioned frequently in the contacting phase, the planning phase and 

the implementation phase. Therefore environmental and sustainability concerns must be 

considered to the included in the managers work assignments. According to the survey, 56 % of 

the respondent say that they work with environmental issues at least every month, this is clearly 

a part of a project and design managers work. And since some design and project managers 

argue that they work with environmental issues every day, they should get sufficient support in 

their assignment management system. If you want to perform the environmental management 

yourself and not appoint an environmental expert, it should be possible. Therefore it is 

important that VS includes sufficient information about knowledge management and that the 

employees experience that it is satisfactory. If the design manger or project managers needs to 

improve their environmental skills or not depends on the person asked. But they still need to 

work with environmental and sustainability issues in every project. It can be concluded from 

this discussion that there is a need for comprehensive environmental management in the 

assignment management system. This conclusion is supported by the Agenda 21 document 

which argues that many difficulties connected to sustainability issues can connected to project 

members’ lack of knowledge in this area (CIB, 1999). This is agreed by several other authors, 

such as Lam, Chan and Chau (Lam, et al., 2010).  

6.2.3 THE ENVIRONMENTAL DEPARTMENT 

The interviewees who know someone at the environmental department think that there is a 

close satisfactory collaboration. While the once who hasn’t got a contact at WSP environmental 

wants a closer collaboration. Not a striking result but it leads to an interesting discussion. To be 

able to get a contact at the environmental department it requires that you already have a 

contact, according to the answers from the interviews. The once who hasn’t got a contact doesn’t 

know who to contact, therefore it is not natural for them to contact that department.  

One issue with this is that if an employee has one contact at the environmental department, the 

employee will contact that person who might not be the best suited for the task. Hopefully the 

contacted expert refers to a colleague if the task doesn’t fit their competence but there is no 

guarantee. Consequently, the environmental success depends on the contact the manager has at 

the environmental department. There is, according to the writer, a simple solutions to this, the 

two departments should introduce themselves to each other and encourage a closer 

collaboration. This solution seems to be happening right now when the two departments are 

having an after work together which might be a good way to improve the cooperation.  

One argument for a closer collaboration with the experts is the several of the new challenges, 

suggested by Hwang and Ng, the managers are facing due to a more sustainable construction can 

be dealt with (Hwang & Ng, 2012). The experts may advice the managers in decisions concerning 

green materials and green specifications in contracts. One obvious disadvantage is that the 

collaborations between the environmental expert and the project manager need to be 

coordinated and several meetings needs to take place.  

Another argument for a closer collaboration is that it was suggested in the survey that the 

boundary between the environmental department and the management department need to be 

clearer. It needs to be obvious who should do what and when the employees are supposed to 
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delegate to the other department. This could be achieved by a closer collaboration where the 

employees learn more about the other department.  

It might seem as this paper supports the idea that the environmental management should be 

handled by experts, but that is not the case. It should be up to the individual project and design 

manager to decide whether they want an expert involved in their project or not. No matter what 

solution the manager choose a close collaboration is desirable since it gives all project and 

design managers the same opportunity to contact the environmental department whenever 

needed. The two departments could also learn a lot from each other, which is good when a 

project is managed without an environmental expert or without a design or project manager. To 

spread the knowledge between the individuals in a company contributes to the knowledge 

sharing and by that the development of the structural capital, knowledge. 

One issue that could confirm that there is a need to improve the collaboration with the 

Environmental department is that almost no one at the management department knows about 

the “Hållbarhetsmanualen” or the “Miljömanualen” that the environmental department has 

developed. It is described in VS that a design or project manager should be able to perform an 

environmental program, for example, which can be generated in the “Miljömanualen”. The 

“Hållbarhetsmanualen” includes a lot of environmental information which could support a 

design or project manager when acting as an advisory role towards the client. The project 

manager often has a great possibility to affect the sustainability focus of the projects (Maltzman 

& Shirley, 2010). These manuals could therefore be useful tools for the management 

department. A closer collaboration between these two departments and a greater knowledge 

about each other’s work would therefore be desirable.  

The request is not to do each other’s work but to make sure each department’s knowledge is 

managed in an efficient way. The knowledge from the different departments should be shared 

and thereby developed since the two departments work for the same company. When spreading 

knowledge internally the structural capital increases since the primary structural capital at WSP 

is the knowledge within the employees. The head of the management department stated that 

knowledge and experiences are valuable structural capital, which the writer Frappaolo supports 

in his book “Knowledge Management” (Frappaolo, 2006). 

6.2.4 WHAT THE MANAGERS NEED TO KNOW 

According to the environmental expert what the project and design managers need to know 

about environmental issues is the timing of different environmental tasks, when to do what. 

They also advise them to decide up on environmental quality demands as early as possible in the 

projects to make their work as easy as possible. To be able to plan for environmental issues early 

in a project it is necessary for the design and project managers to have sufficient knowledge 

about environmental and sustainability questions. If the right decisions are made early the 

project, the time will most likely be shorter and this in return decreases the cost (Robichaud & 

Anantatmula, 2011). Late changes often result in unexpected costs and added expenses. Early 

planning made by a knowledgeable person is a suitable way to avoid this, and therefore the 

design and project manager must be able to take on an advisory role and make the right 

suggestions and decisions. To accomplish this, the design and project manager could either learn 

more about environmental issues and get more knowledgeable or use the information in VS as a 
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guide. This is supported by the literature which concludes that to achieve sustainability the 

construction industry need more leaders with this focus (McKinsey, 2009). 

6.3 IMPROVEMENT POSSIBILITIES 

The interviewees were asked to identify what they thought was most difficult to work with 

concerning environmental and sustainability issues. The answers reflect the problems the 

design and project managers are facing in their daily work but also the areas where they need 

most support from VS.  

The most difficult issues to work with seemed to be environmental classifications, material 

questions and LCC calculations.  

6.3.1 ENVIRONMENTAL CLASSIFICATIONS 

The environmental classifications seem to be difficult since the criteria vary a lot between 

different classification systems. It also differs when you may use the different classifications, 

some are for example not usable in schools and some are not usable in hospitals and so forth.  

The environmental expert suggested that there should be a simple guide in VS explaining the 

overall requirements for the different systems and a document explaining when not to choose a 

certain classification. Also a document explaining when a specific system could be used should 

be added according to the writer. These new documents could probably be combined in a 

suitable way to give an overview of all systems.  

There are some introductions to the most common classification systems in Sweden in VS today 

but it could be developed with a short overall description in the beginning and one system 

should be added. The “when not to use a certain classification system” list does not exists and 

should be included to simplify the decision of which system to choose. This list could be included 

in an overall routine for classification systems in general. There already exist a routine called 

“Overall environmental classifications” but it does not include any documents.  

What should be included in the system is one more environmental classification systems, the 

ones who already exist in the system are: Miljöbyggnad, LEED, Breeam, Green building and a 

common routine for environmental classifications in general. The one that should be included in 

VS is Svanen, since it is a quite common classifications system in Sweden. Svanen has a very 

strong brand and therefore attracts many clients, therefore it is important that the design and 

project managers have sufficient knowledge about that system too to be able to advice the client.  

6.3.2 MATERIAL CHOICES 

The questions concerning material choices are difficult since some architects might have specific 

requests of what materials to use. There might be several reasons why the project or design 

manager would like to use another material, such as price, quality, environmental classification 

demands and so on. The requirements could also come from an environmental classification 

system that demands that a certain material is used or avoided and there might be a tricky issue 

to find another suitable material if that one is not available. 

The Intranet refers to SundaHus which is a comprehensive database including a lot of different 

materials and may work as a guide to what materials to use when. A link to this database should 

be included in VS to increase the accessibility. To spread out the different tools in two different 
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places makes it harder for the employees to find them, one solution to this could be to create 

links to the Intranet and SundaHus whenever that tool might be useful. It was viewed by one 

project manager that it is impractical that the information is spread into two systems instead of 

one.  

6.3.3 LCC ANALYSES 

LCC calculations are performed to prove that an investment will pay back over time and are 

therefore a good investment (Tukker & Charter, 2002). It might be hard to perform an accurate 

LCC analyse since many of the variables need to be estimated. An LCC analyse may focus on any 

investment but in this paper the focus is environmental investments. These kinds of investments 

needs to be proven profitable otherwise many clients choose not to make the investment and 

choose another solution according to the United Nations (United Nations, 1987). It is very 

important for the mangers to be able justify environmental investments to improve the 

environmental sustainability especially investments that affect the long term sustainability 

(Boyle, 2005 ).  

There should be an accurate description of how to perform an LCC analysis in VS, guiding you 

how to create it and how to decide up on the reliability of the estimation. This does not exist in 

VS but it is included in the Environmental manual, Miljömanualen, at the Intranet where it is 

possible to generate an LCC analyse. This would probably be very helpful for the design and 

project managers if it is required of them to perform a LCC analyse.  

6.3.4 REQUIREMENTS FROM THE MANAGERS 

Although most of the respondents to the survey answered that they don’t know what 

environmental management there is in VS, some of them argued that there is not much to find in 

VS concerning environmental management. They suggested that there are things missing and 

that the system should be improved. This suggests that the ones knowing what environmental 

management there is are not satisfied with it. This assumes that the ones who don’t know what 

environmental management there is have no opinion whether it’s good or bad.  

According to the interviews there seems to be a greater need for general instructions than 

specific examples. The interviewed managers argued that it is difficult to provide examples for 

all of their different tasks and projects since they vary so much, and if it is possible to create 

examples for every specific event they will drown in information. It was argued both by the 

developer of the system and one project manager that the information in the system must be 

concise and precise. Too much information in the system will make it difficult and timewasting 

to find the needed information. These are two reasons why general instructions, procedures and 

processes should be explained in VS instead of different examples.  

General instructions is a good suggestion since it prevents the employees from choosing the easy 

way instead of the best way, since there is a control system explaining what is required. People 

tend to act according to how they want instead of how they should according to Glush et.al 

which is also stated above and this could be avoided with clear and accurate instructions.  

The project and design managers have argued that VS should include templates for establishing 

environmental programs. This is not included in VS today, although it is mentioned in several 

documents dealing with other issues. However, it is included in Miljömanualen which may be 
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found on the intranet. This not much help since only one of the interviewees knew about this 

manual and the rest had never heard of it or “Hållbarhetsmanualen” the sustainability manual. 

According to the survey 81 % answer that they have never used any of these manuals, this is 

actually the clearest trend in the whole survey. The awareness of these tools must be increased 

to facilitate the knowledge development and knowledge management.  

Since it is clear from the WSP intranet that the company want to be leading and outstanding 

within sustainability this focus should be included when tendering. Therefore the documents 

supporting the managers when tendering should include environmental areas that should be 

discussed.  

To divide the tools and information into two different places create an obstacle for the ones 

wanting the information. Maybe the two manuals included in the intranet should be advertised 

more and be more transparent at the intranet, to make sure the employees notice them. Or 

maybe it is better to introduce them fully into VS and make sure all information needed for 

project work is included in VS making it the only system that needs to be used to find all 

information and tools there are. To include these different manuals in VS would probably 

require a major upgrade and the main focus for the developer of VS is not environmental 

management right now. A good compromise which shouldn’t take too much resources to achieve 

is to create links to these manuals and the other tools included in the intranet, such as SundaHus 

and Miljöstatus. If this is done all available information is included in VS and the managers don’t 

have to enter the Intranet to find them. 

6.3.5 THE ENVIRONMENTAL MANAGEMENT PROCESS 

There are no specific routines or tools focusing on environmental issues in the three first phases 

for the managers: Selling phase, contracting phase or planning phase. This is strange since the 

managers should try to sell environmental focus and solutions to the clients. The environmental 

department and earlier researchers argue that environmental and sustainability demands 

should be decided up on as early as possible in a project (Maltzman & Shirley, 2010). VS should 

include a description of how to work with environmental issues from the very first idea to the 

handing over phase to ensure high quality in the environmental management.  

There are some environmental tasks included in the implementation phase stating what should 

be done when, but not how. The tasks are only mentioned and numbered but not explained. 

What was required by one design manager was a simple but complete process for 

environmental work within a project. This process should include important milestones, 

documentation requirements and tollgates through the process. Whether this exists or not could 

be discussed but what is certain is that it does not exist a specific assignment type for 

environmental management, which was also suggested it should. And therefore no complete and 

simple process with tollgates and milestones exist either. But the environmental issues are 

included in the design and project management assignment type. There are both upsides and 

downsides with this approach.  

Environmental management is very rarely a single task only but almost always a part of design 

and project management. Therefore it is natural to include environmental management in these 

assignment types (Tukker & Charter, 2002). But on the other hand, it gets much more difficult to 
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know where to look for environmental management since it is integrated in other assignment 

types and divided into different phases too.  

Creating an assignment type for environmental management and extract the environmental 

management from the design and project management assignment types is an alternative. This 

might work well if the managers realize that they need to choose two assignment types when 

registering the project. But it could also backfire if the managers define their assignment to be 

project management and not environmental management and therefore only choose that 

assignment type. If all environmental management is excluded from this assignment type the 

managers might end up not performing any environmental management at all. 

 The authors Glush et.al found that when separating project management and environmental 

management tensions erupt between these two since they don’t share a common goal. The same 

phenomenon might occur if separating these two assignment types (Glush, et al., 2006). 

To integrate environmental management in other assignment types and create its own 

assignment type too is an alternative, but this might be very confusing for the managers and it is 

often a bad idea to make it possible to find the same information in different places.  

What might be a good solution is to keep the environmental management in the design and 

project management assignment types as is suggested by Tukker and Charter but to add a 

document or checklist for all environmental work required (Tukker & Charter, 2002). A process 

telling the managers when to do what including milestones and tollgates, as suggested by the 

design manager. The document could be named “guideline for environmental management in 

construction projects” or something like that and be included in both the assignment type for 

design management and the one for project management. There is already a similar document, 

but only for design management, called “Activity list for environmental management- Design 

management”. This document however is not divided in different phases and does not give an 

overall view of when to perform different tasks, it only shows different tasks that should be 

performed. It was suggested by the environmental expert that the most important things for the 

managers to keep track of when to do what and to start defining environmental goals and 

demands as early as possible. To be able to do this, a process with tollgates and milestones will 

probably be very helpful to the managers not very knowledgeable within environmental 

management.  

6.3.6 MISSING DOCUMENTS 

One thing that the writer focused on when entering VS was to check if any documents in VS 

referred to another document that was not included in the system. The writer couldn’t find any 

references to document that didn’t exist, but they weren’t always easy to find. In the document 

“Activity list for environmental management- Design management” it was referred to the “WSP 

enterprise system” to get more knowledge about how to perform the tasks in the document. This 

seems to be a very complicated way to get more information. The enterprise system is probably 

enormous and it would be a lot easier if a contact person was mentioned.  

What really should be included in VS are links to the official websites of the different 

environmental classification systems and a checklist to each system of what to consider when 

and the focus area for that specific classification system.  
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There was a great variation between the managers whether they thought the collaboration with 

the environmental department was advantageous or not. Therefore it might be a good idea to 

include some contact information to the environmental department in VS. Preferably several 

contacts for different areas and expertise.  

6.3.7 REWARD SYSTEM 

Lawer & Worley suggests that a reward system is a suitable way to ensure good environmental 

management. The reward system should focus on rewarding the employees depending on how 

they do things and not on what they do since the most important thing in environmental 

sustainability is how you do things (Lawer & Worley, 2012). A reward system encourages 

employees to consider these issues when working in a project and makes sure these issues are 

kept in mind. The project doesn’t have to have an environmental focus since the important thing 

is how you perform your tasks and not what tasks you perform. If an employee have considered 

environmental issues and convinced the client to increase the environmental performance of the 

project this should be rewarded even though the project is not striving for an environmental 

classification for example.  

6.4 FEEDBACK 

Only 8 % of the respondents of the survey answer that they use the improvement place, this is 

disturbing results since the development and update of VS is dependent on improvement 

suggestions from the users. Frappaolo argues that it is important that the employees participate 

in the knowledge management in the company since implicit knowledge develops within a 

person and is hard to transcribe (Frappaolo, 2006).  

Also, the majority of the interviewees confess that they do not use the improvement place, 

although they know that they should. The overall reason for this seems to be that they do not 

think they have used the system enough or know enough about it to be able to suggest any 

improvements. But the literature written by Glush et.al in 2006 suggests that people often 

behave according to how they want to behave instead of how they should behave which could be 

another explanation to this (Glush, et al., 2006).  

According to the developers of VS, the idea is that the users should be active in the developing 

process to make sure the system meets their demand. This approach is supported by knowledge 

management literature written by Frappaolo who states that the collective know-how, 

experiences and so on are parts of the critical elements for the business strategy (Frappaolo, 

2006).  

This is not happening if the employees avoid using the improvement place. There are several 

reasons why the employees avoid it, some say that it takes too much time to use it, some say that 

they have used VS too little and some say that it didn’t cross their mind to use it. The time issue 

has already been discussed and it is probably a contributing factor why the employees don’t use 

the improvement place. If a project or design manager tries to minimize the tasks in VS to save 

time, the improvement place will not likely be prioritized.  

Lawer & Worley suggests that a reward system is a suitable way to ensure good environmental 

management. This could probably be used to improve the usage level of the improvement place 
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too. Using the improvement place should be rewarded and thereby encouraged (Lawer & 

Worley, 2012). 

If the developers of VS want the employees to participate in the development of the system and 

the employees avoid trying to improve the system since they think they know too little about it, 

there seems to be some sort of misunderstand. The communication is clearly not working and 

the wishes from the developers of the system should be made clearer. It should be explained 

who they want to enter improvement suggestions, what kind of issues one could write in the 

improvement place and why they should do it. The interviewees seem to be a bit confused about 

what they could enter and why they should do it.  

The ones arguing that they have used the system too little to enter improvement suggestions 

seems to believe that they need to have a suitable solution for the issue to enter it in the 

improvement place. The developers however expressed that you could enter both a complaint 

that something isn’t working or is missing, you may enter a suggestion to what should be 

improved or you may post some documents or suggestions of documents you think should be 

entered into the system. This view on how to use the improvement place is not shared by the 

interviewees.  

Several interviewees have explained that they do share their knowledge and tools to colleagues 

and team members but they don’t share them at the improvement place. This suggests that the 

employees are not reluctant to share their knowledge or give a colleague a shortcut but it seems 

to something about the improvement place that acts as a hinder. The dilemma of incentivization 

is therefore not present in this case (Frappaolo, 2006). 

One of the few suggestions from the respondents to the survey of how to improve VS was that 

the usage level of the “Improvement place” must increase. Otherwise, the respondents to the 

survey agreed with the interviewees that what should get improved is the quickness of the 

system, the documentation management and the transparency of the system.   

The authors Keene and Pullin wrote an article concerning feedback and development. They find 

that to increase effectiveness you need to evaluate your performance and communicate the 

results. This supports the developers’ idea that the “Improvement place” must be used, because 

the employees need to evaluate the system, suggest improvements and communicate their 

opinions. Another thing that Keene and Pullin suggest is to communicate and admit mistakes, to 

publish failures. If all mistakes are silenced, no one may learn for that mistake and it will 

probably be made over and over again. According to Keene and Pullin’s research it might be a 

good idea to include failures in the “Improvement place”.   
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7 DISCUSSION 

The discussion will focus on three different parts of an assignment management system; how 

you reach and find the environmental management in it, how it is used and how it is updated. 

These are the tree main focus areas when analysing how well the knowledge is managed. This 

discussion is not limited to the WSP case but liable for other companies and industries as well. 

7.1 ACCESSIBILITY  

To enable the knowledge sharing in an assignment management system, the system needs to be 

easy to access and the information needs to be easy to find. The two main issues revealed by the 

users at the chosen company is the slowness of the system and the limitations in the search 

functions. Another problem is that the information and knowledge is spread on two different 

places, in this case the intranet and the assignment management system. To get a high 

accessibility the system must according to this study be quick, transparent, have a well-

developed search function ensuring that the employees may use the system in their own way. 

The new employees and the experienced employees will of course use the system in different 

ways and the system must support this, it must be flexible (Glush, et al., 2006). It should not be 

required for the employees to know where to find the information they need to be able to find it, 

it should be possible to search for it and find it. The information and knowledge that should be 

accessible should preferably be stored in one place to ensure that the employees are looking in 

the right place when searching for something specific. If it is not possible to store everything in 

the same system, there should be links to the other system in suitable places.  

The environmental management should be included in the assignment management system and 

integrated in the project and design management assignment type to ensure the design and 

project managers keep an environmental focus as well as a project management focus. The 

environmental management should be well integrated to increase the accessibility. All the tools 

available for the environmental management needs to be known to the employees and 

introduced to ensure the employees know how to profit from them.  

7.2 USAGE  

It is not enough to create a good system to ensure fruitful knowledge management, the system 

must be used and used in a suitable way.  

Most people don’t like changes, according to the study made in this report as well as earlier 

research. This in one obvious reason why the assignment management system at the company 

supporting this report isn’t used more. Most employees use the assignment management system 

but don’t use the environmental management in it, both because they don’t feel they have the 

need and because they don’t know it exists. Many consultants work in the client’s system which 

decreases their use for the assignment management system at their own company.  

To get a high usage level is must be made clear what tasks and what focus the manager should 

have and what is required of them. The managers must also know what support there is in their 

assignment management system for environmental management and it must be easy to find.  
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It has also been found in this study that even if a manager prefer to consult an environmental 

expert in sustainability and environmental issues the manager need some knowledge  in this 

area to be able to perform their job. The managers at WSP argue that they use VS to support 

them in their work, therefore it must exist sufficient tools to perform these kinds of tasks too.  

The most difficult environmental issues to work with according to the managers at WSP are 

material choices, LCC analysis and environmental classifications. WSP is probably not the only 

company facing these difficulties and therefore should an environmental management system 

include information and guidance in these three areas. Many managers at WSP also requested 

support to create environmental plans and programs, therefore an environmental management 

system should include these two too. Since it is a part of the managers’ job to sell the concept of 

sustainability to the clients and also to follow up and control the environmental plans and 

programs, there should be support for these tasks in an environmental management system.  

7.3 UPDATE 

The employees develop new knowledge every day, this knowledge must be added to the 

assignment management system to be available for others. Due to this there need to be a 

constant updating and development of the environmental management in the system to secure 

the knowledge.  

There is a function in the assignment management system at the company where this study was 

performed for improvement suggestions and development ideas. The purpose is for the 

employees to enter their own ideas, problems and suggestions on how the system could get 

improved. This is a good idea to involve the employees and give them control of their own 

working condition (Glush, et al., 2006). 

One problem that was obvious in this particular company’s case was the lack of commitment to 

enter suggestions in the improvement or feedback function. This undermines the purpose of this 

function and the system is not developed or improved. The different ways the employees use VS 

will affect their capacity to suggest improvements. 

According to earlier research a rewarding system could be a motivation for the employees to 

contribute to the feedback and development of the system. Another important part of this 

problem is to make sure the employees know what is wanted by the developers of the system. 

According to the example in this report the employees are not shore what they may and should 

enter and how much knowledge they need to be competent enough to suggest improvements. 

The target group for feedback and improvement suggestions must according to this be clear. The 

system also needs to be quick and easy to facilitate for the employees and thereby increase the 

number of improvement suggestions.   



 

77 

 

8 CONCLUSIONS AND FUTURE WORK 

The purpose of this study and the critical questions are possible to answer by this study. They 

are presented below along with several improvement suggestions. 

8.1 CONCLUSION 

8.1.1 HOW CAN AN ASSIGNMENT MANAGEMENT SYSTEM SUPPORT THE PROJECT 

AND DESIGN MANAGERS WITH ENVIRONMENTAL MANAGEMENT? 

The environmental management system at WSP is integrated in the assignment management 

system at WSP which makes it a natural part of the organization. There are several tools 

available and most of them are informative and deliver support to the managers. These tools 

consist of databases, routines, checklists and so forth. The tools to support the environmental 

management are spread in two different places, the assignment management system and the 

intranet. This prevents the user from getting an overview of the available tools and it makes it 

harder to find what you’re searching for. Some tools should be added to improve the 

environmental management.  

8.1.2 WHAT ENVIRONMENTAL MANAGEMENT SUPPORT IS REQUESTED BY THE 

DESIGN AND PROJECT MANAGERS? 

The design and project managers request tools such as templates, checklists and procedures to 

perform environmental management. They also want a complete process for environmental 

management in construction projects. They argue that the most difficult to work with is 

environmental classification, material choices and conducting LCC analysis. Consequently, the 

environmental management must include support in these different tasks.  

Several managers want a closer collaboration with the environmental department and to attend 

more courses about environmental and sustainability work.   

8.1.3 HOW CAN THE ENVIRONMENTAL MANAGEMENT IN AN ASSIGNMENT 

MANAGEMENT SYSTEM BE IMPROVED? 

One of the main conclusions in this report is that in WSP’s case is to increase the usage level of 

the environmental management in their assignment management system. This is important to 

ensure that the ISO standards are followed and that every employee delivers at least a minimum 

level in to the clients. One suggestion on how to accomplish this is to make the system quicker, 

improve the search function, clarify what environmental approach is required from the 

employees and in some way advertise what there is to find in the system.  

However, if focusing on improvements in the environmental management there are some tools 

that should be added. For example should a short introduction to the different environmental 

classifications be included as well as a guide to when not to choose a certain system. The 

environmental classification “Svanen” should be added since it has become more common. A 

guide to support the managers when advising the client in environmental sustainable questions 

should be added as well as a guide helping the managers to promote the right environmental 
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solutions. A checklist and guide to follow up the environmental demands in the end of a project 

should be added too since the managers perform the inspections and controls in the end.  

If the tools for environmental management should continue to be divided into two systems there 

should be links added in the assignment management system to the tools available on the 

intranet. This would make sure all employees know what tools there are and make it easier to 

find everything. There should also be entered some contact information to the environmental 

department and who to call depending on the problem or question that needs an answer.  

8.1.3.1 Improvement suggestions for WSP 

 Make VS quicker 

 Simplify the documentation tool in VS 

 Develop the search function and make it possible to search for specific documents, such 

as templates, checklists and so forth.  

 Create links in VS for the tools available on the Intranet 

 Include a complete process for environmental management in construction projects 

including tollgates and a “when to do what” description.  

 Add the environmental classification system “Svanen” to VS. 

 Add a guideline for advising the client in environmental issues and a checklist for the 

managers to use when following up environmental works.   

 Add documents concerning when to choose a specific environmental classifications 

system, when not to choose one and overall descriptions of the different systems.  

 Enter contact information to the environmental department in suitable places in VS. For 

example: in a routine for the environmental classification BREEM enter contact 

information to a person knowledgeable in this.  

8.1.4 IN WHAT WAY CAN FEEDBACK FROM EXPERIENCES BE ADDED TO AN 

ASSIGNMENT MANAGEMENT SYSTEM? 

WSP has developed a feedback and improvement tool to promote the users to participate in the 

development of the system. The idea is that all employees should enter improvement 

suggestions, problems, development suggestions and so forth to improve the system. In this way 

the employees may influence the development of the system according to their demands. 

The main problem at WSP is to increase the usage of this tool and to make sure all employees 

know how they should use it. Today the usage level at the management department is very low, 

one solution to improve this is to introduce a rewarding system.  

8.2 FULFILLING THE PURPOSE 

8.2.1 HOW MAY AN ASSIGNMENT MANAGEMENT SYSTEM SUPPORT THE PROJECT 

MANAGER WITH FOCUS ON ENVIORNMENTAL SUSTAIBILITY?  

The environmental management should be included in the assignment management system to 

become a natural part of the assignments. The system must be quick and transparent to facilitate 

for the employees to find what they are looking for in it. The best way to do this is to store all 

information and tools in one system and implement this system carefully.  
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The environmental management must include support such as guidelines, checklists and 

templates for the employees’ daily work. According to earlier research and the discussion in the 

analyse chapter a manager will not be able to perform the tasks concerning environmental and 

sustainability issues without sufficient knowledge within the area. When dealing with difficult 

environmental issues the mangers should have the possibility to ask for help instead of 

managing on their own. Contact information to knowledgeable persons in this area should be 

added to the assignment system to make sure the managers know who to contact in different 

questions. This will promote the employees to perform difficult tasks instead of skipping them.  

To make sure the knowledge within the employees is stored and shared in the company there 

must be an effective feedback tool in the system. Knowledge is the main structural capital for a 

consultant firm and must therefore be managed carefully. All employees must share their 

knowledge and enter information in the system for others to take advantage of. 

8.3 FUTURE WORK 

It would be interesting to continue this research investigating if green specifications or green 

project management practices could be implemented to support the design and project 

managers in environmental management. Also, the way of implementing these practices would 

be interesting to study since the implementation can be critical to the success of them.  

The EMS implementation has not been discussed in this paper due to lack of time but also since 

the implementation had already been made at WSP and cannot be changed afterward. This is 

although and interesting topic to study even though several papers have been written discussing 

this.  

It would be of interest to investigate what economical affects environmental management may 

have on a construction project. Also how the sustainability focus affect the time and quality of 

the project would be interesting to know for both consultants and entrepreneurs in the 

construction industry.  
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10 APPENDIX 

ADDITIONAL INFORMATION ABOUT WSP 

 

Figure 2. Organizational Chart for WSP Sweden. 
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Figure 3. Organizational chart for WSP Management. 

ADDITIONAL BACKGROUND TO VS 

THE DEVELOPMENT OF VS 

The content that is centrally administrated is for example the “lifebuoy”. There is also the 

administration organization, working with the content but also the IT development and support 

in VS. The administration organization consists of representatives from the different business 

areas and the responsible for the different assignment types. They are responsible for 

developing and maintaining the different assignment types. The IT support include the standard 

functions used to create assignments, the project database, functions such as document 

management, calendars, member management, contact lists, budgeting and economy 

monitoring.  

 “We had several different systems previously, where we saved the projects, registered assignments, 

where we had assignment management templates, project management templates, experience 

feedback, a quality improvement web. These were spread at about 7-8 different databases that 

were not synchronized with each other. You did one thing here and one thing there, and the 

activities were not linked, therefore it was difficult to take advantage of others and their work” 

(Palmblad, 2014). In VS multiple management systems are joint together into one system only. 

The idea was to merge a number of similar systems into one, to create an instrument that shows 

how the business is managed, because according to Jan-Erik no one had a clear view of that 

before. 
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The implementation 

The realization and introduction of VS was supported by an extensive nationwide education 

effort. The initial feedback from the instructors was used to adapt the system quickly to user 

needs.  (Berner, 2014). User satisfaction surveys have regularly been sent out to get a picture of 

how well VS delivers the objectives. Initially many considered the system inflexible, which was 

partly justified but there was also simply reluctance to the needed for changes. Today the 

opinions are more positive, it is overall positive which it wasn’t initially. This became clear in the 

surveys where the results when we started was at a relatively low level, just under the means, 

but the trend was clearly positive, the latest survey resulted in a generally positive opinion 

about the system, this development took approximately 2.5 years. 

Jan-Erik is satisfied with the realization of VS, the system has had some bugs in the early days 

but it has developed continuously (Palmblad, 2014). He argues that the system is good but that 

everything may be improved.  

THE POSSIBILITIES 

When asked about the long-term benefits, Carl argue that it is not possible to run this kind of 

business on a long term basis without having a cohesive IT support for assignments and projects 

(Berner, 2014). At the same time there is a general trend in the society, where using IT has 

changed, we search for information in new ways and learn in new ways. Therefore it is a 

necessity for WSP to use the best practices at all times to be at the forefront. One long term 

advantage is to use modern ICT technology, which has radically transformed the daily work. 

Many of the possibilities found concerning collaboration, exchange of information, search ability, 

easiness to structure and to store large amounts of data are benefits that WSP shall take 

advantage of.  

LONG-TERM GOALS 

The current long term strategies to make VS develop are summarized in a plan extending in 

2016 (Berner, 2014).This overall strategic plan is then refined into a more tactical plan, where 

development of current systems and introduction of new systems are defined. These are 

analysed, prioritized and implemented. The next forthcoming development is improved email 

handling, and the next six months it will be a better support for working with tenders, called “the 

quote room”. This will include cooperation areas and process support when working with the 

quotation process, but will also contain statistics and modules.  

There will also be an upgrade of the “improvement place”, with a wider focus to get 

improvement suggestions for other parts of the WSP Sweden business (Berner, 2014). The goal 

is to get better interaction with anyone who has good ideas.  

Continued improvements of the “process area” and the “process support” and there visualization 

within the system will be conducted (Berner, 2014). The document handling will be a focus 

during the year, to see if it is possible to improve anything further with the available technology. 

Hopefully to make it possible to store other types of files and also to improve the accessibility of 

the available files - find a way to reach them in a good and easy way. The developers of VS will 

investigate if it is possible to use mobile platforms for example to access VS. The user 

friendliness, clarity of structure and simplicity for users will be the main focus areas. There is a 
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large variety of IT skills among the users, from IT nimble to those who are not as alert to 

handling computers. This is a great challenge to manage in such a large system, it must work for 

everyone as well as providing the support expected by skilled users according to Carl Berner. 

Today, the system works only on WSP computers and not on the tablets or mobile phones. 

The maintenance such as updates to newer versions of software is managed by the IT 

department (Berner, 2014). It is the assignment members and assignment leaders who are 

responsible for the maintenance.  

WHAT IS GOOD ABOUT VS 

When asked what he thought was good about VS Carl Berner answered: “One thing that  is really 

fantastic about VS is very basic, VS is a database of our assignments, and it provides an overview 

of assignments and who has been working with them. This is incredibly basic but there are many 

companies who don’t have this” (Berner, 2014). In VS the users may find all assignments and 

everything concerning them, which is very useful according to him. He also think the 

transparency of the system is a strength, that you can find all assignments within WSP, all 

existing assignment types, the people conducting the assignments, you may access the entire 

structure capital that exists within the assignment types in a simple way.  

The parts of VS concerning financial issues have been positively received, it provides a good tool 

for financial control in the assignments, for those who are assignment responsible (Berner, 

2014). “It is clear that we have become better at managing the financial aspects of the 

assignments in connection to this” (Berner, 2014). 

“The commitment that the board has proven to develop this system and continue to adjust it 

based on user needs, it is very strong. It's pretty rare in my experience” (Berner, 2014). 

According to Jan-Erik the things about VS that he is most satisfied about is the transparency and 

easiness to orientate in the system, the assignment management involving the contracts and the 

budget parts (Palmblad, 2014).  

IMPROVEMENT OPPORTUNITIES 

Carl Berner argues that there are great potential to improve the search functionality, the ability 

to browse around in the system to find things and create shortcuts (Berner, 2014). Also the 

social parts of user profiles and so on may be improved. The accessibility could be improved too, 

today you may only use a WSP computer, which is a major limitation, not least at the 

Management business area where you almost never carry out an assignment with only WSP 

staff. The managers are working in projects that are not located 100% within WSP. The 

availability is a limiting factor in the usefulness that VS may provide. This also mean that you 

cannot ask designers, who are not WSP employed, to save their documents in VS. You need to 

have an external project portal or send the documents in some way. Quite often, the project 

managing consultants work on customer computers, or at the customer’s project office and then 

they may not be connected to WSP's network inside the firewall. This limits the usefulness of VS 

and can make it downright difficult to save documents sometimes according to Carl Berner. 

I asked Car Berner if there was anything he thought was critically urgent to correct concerning 

VS and the answer I got was “No” (Berner, 2014). The future vision according to Carl is: that 
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being on the VS system looking for information is WSP's ecosystem to share and find 

information, standard writings, books, contracts, statistics and forecasting models in a simple 

and clear way in VS. The vision is also to improve the accessibility and make VS easy to access 

even from outside in the cases that it is necessary.   

Jan-Erik suggests that VS must become faster, since some activities takes very long time to 

accomplish in VS as it is today. He also thinks that some parts of VS are hard to orientate in and 

that there are limitations within file formats and saving processes that must be solved.  

In the future Jan-Erik would like the system to be developed so that the modules we have today: 

assignment registration, assignment members, time one is expected to provide in the 

assignment is connected to the other control systems. Today, they have systems in which they 

put the operational budget for the year which is now linked to the results, it is a new function 

this year. Therefore these two are linked, but it is not possible to get the financial results 

connected to this module. Jan-Erik would appreciate this link to exist. The “Competence Portal” 

should also be connected to VS, then it would be possible to view with what quality the 

managers are working. “We have a lot of different systems, it was worse a few years ago, but if we 

can connect VS with other systems it would be good” (Palmblad, 2014).  

FURTHER RESULTS FROM THE SURVEY 

The first part of the survey included questions focused on the personal information about the 

respondents. Personal questions are good since it creates a picture of the respondents and a 

background to the results. The questions were asked in Swedish due to that all respondent have 

Swedish as their working language, therefore some translations has been added. This personal 

information is presented below. The statistics from the survey is presented here in the appendix 

but the suggestions and quotes that were suggested by the respondents will mostly be presented 

in the empirics above.  

GENDER DISTRIBUTION 

 

Man (Men) 40 71% 

Kvinna (Women) 16 29% 

<25 1 2% 

25-35 7 13% 

36-45 19 34% 
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AGE DISTRIBUTION 

 

PROFESSION DISTRIBUTION 

 

Projektledare (Project manager) 24 43% 

Projekteringsledare (Design manager) 7 13% 

Bygg-/Installationsledare (Construction/ Installation manager) 12 21% 

Gruppchef (Group manager) 5 9% 

Administratör (Administrator) 3 5% 

Other 5 9% 

USAGE LEVEL OF VS? 

 

Ja (Yes) 48 86% 

Nej (No) 8 14% 

The usage level is high, 86 %, which shows that most employees use the system. The following results 

are based on questions about the assignment management system VS.  

46-55 15 27% 

56-65 11 20% 

>65 3 5% 
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DO YOU USE ”ARBETSPLATSEN” THE ”WORK PLACE” IN VS? 

 

Ja (Yes) 40 71% 

Nej (No) 16 29% 

HOW OFTEN DO YOU USE ”ARBETSPLATSEN” THE ”WORK PLACE” IN VS? 

 

Varje dag (Every day) 14 25% 

Några gånger i veckan (A few times a week) 12 21% 

Några gånger i månaden (A few times a month) 19 34% 

Några gånger om året (A few times a year) 4 7% 

Aldrig (Never) 7 13% 

   

DO YOU USE ”PROCESSPLATSEN” THE ”PROCESS PLACE” IN VS? 

 

Ja (Yes) 36 64% 

Nej (No) 20 36% 
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HOW OFTE DO YOU USE ”PROCESSPLATSEN” THE ”PROCESS PLACE” IN VS? 

 

Varje dag (Every day) 2 4% 

Några gånger i veckan (A few times a week) 8 14% 

Några gånger i månaden (A few times a month) 17 30% 

Några gånger om året (A few times a year) 14 25% 

Aldrig (Never) 15 27% 

 

DO YOU USE ”FÖRBÄTTRINGSPLATSEN” THE ”IMPROVEMENT PLACE” IN VS? 

 

Ja (Yes) 8 14% 

Nej (No) 48 86% 

 

How often do you use ”Förbättringsplatsen” the ”Improvement place” in VS? 

 

Varje dag (Every day) 2 4% 

Några gånger i veckan (A few times a week) 0 0% 
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Några gånger i månaden (A few times a month) 3 5% 

Några gånger om året (A few times a year) 7 13% 

Aldrig (Never) 43 78% 

 

HOW OFTE DO YOU WORK WITH ENVIRONMENTAL OR SUSTAINABILITY ISSUES? 

 

Varje dag (Every day) 5 9% 

Några gånger i veckan (A few times a week) 7 13% 

Några gånger i månaden (A few times a month) 19 34% 

Några gånger om året (A few times a year) 16 29% 

Aldrig (Never) 9 16% 

 

HOW GOOD IS THE SUPPORT CONCERNING ENVIRONMENTAL AND 

SUSTAINABILITY ISSUES IN VS? 

 

 

 

Mycket bra (Very good) 2 4% 

Ganska bra (Pretty good) 3 5% 

Varken bra eller dåligt (Nor good nor bad) 5 9% 

Ganska dåligt (Quite bad) 2 4% 

Mycket dåligt (Really bad) 1 2% 
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Vet ej (Don’t know) 43 77% 

 

HAVE YOU USED ”MILJÖMANUALEN” THE ”ENVIRONMENTAL MANUAL” ELLER 

”HÅLLBARHETSMANUALEN” THE ”SUSTAINABILITY MANUAL”? 

 

Ja, jag har använt båda. (Yes, I have used them both) 3 6% 

Ja, men bara hållbarhetsmanualen. (Yes, but only the ”Sustainability manual” 1 2% 

Ja, men bara miljömanualen. (Yes, but only the ”Environmental manual”) 0 0% 

Nej, ingen av dem. (No, none of them) 43 81% 

Vet ej. (I don’t know) 6 11% 

 

WHAT IS YOUR GENERAL OPINION ABOUT VS? 

 

Mycket bra (Very good) 7 13% 

Ganska bra (Pretty good) 22 39% 

Varken bra eller dåligt(Neither good nor bad) 26 46% 

Ganska dåligt (Pretty bad) 1 2% 

Mycket dåligt (Very bad) 0 0% 

 


