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Abstract  

The purpose of this thesis is to gain understanding and analyze how Scandinavian firms’ 

relationships and networks can help them to create opportunities and reduce risks when 

conducting project business on African markets. Through this purpose we have created 

a main research questions that aims to answer: 

 

In order to answer the main research question a theoretical framework will be built on 

project business theories in order to understand project business and the opportunities 

and risks that are known to the project marketer. The Network Model and Uppsala 

Internationalization Model will also be applied to gain understanding of how to create 

opportunities and reduce risks through your networks and relationships. The research 

approach of this thesis will be an abductive approach and the gathering of primary data 

will be done through qualitative interviews using a multiple case study of two 

experienced project business actors. The gathered empirical data will interpreted with 

the help of the theoretical framework. 

 

The conclusion of this thesis indicates that project business risks and opportunities 

many times are interrelated to the same actors and that coordination and communication 

among the project marketer’s relationships and networks are vital to project business 

success on African markets. Onwards a theoretical gap and our theoretical contribution 

within the field will be presented, along with suggestions for further research and 

implications for practicing project business actors. 
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1. Introduction 

The first chapter of this thesis will introduce a background to this research and 

continue with a discussion about the problem. The problem discussion leads to the 

identification of a research gap that will create the foundation for our research 

questions. Further, the purpose and delimitations will distinguish the relevance and 

importance of this research. 

 

1.1 Background  

Cavusgil, Ghauri & Akcal, (2013) states that international business and international 

marketing are globally applicable concepts, however, the markets and places in the 

world where firms operate all have specific factors and conditions that distinguishes 

them from each other. The global business environment is heavily affected and differs 

due to factors arising from market- and political structure, technological development 

and stability of economies as well as cultural- and social characteristics. These 

structures, the level of development and characteristics create a changing and dynamic 

environment that firms need to understand in order to be successful (Cavusgil et al, 

2013). 

 

The global business environment is changing. More nations today are involved in the 

global business place than ever before. This development is due to the declining number 

of barriers to trade which provides more opportunities for investments and trade 

(Cavusgil et al, 2013). This affects how organizations work and the opportunities and 

risks that they face. All organizations are influenced by their understanding concerning 

economical-, technical- and social factors. Since the surrounding environment of the 

firm changes, the firm will have to adapt to the changes in order to be successful in 

today's changing business environment (KPMG, 2015). 

 

Cavusgil et al (2013) defines emerging markets as countries in the transition phase from 

a developing country to a developed country. The development is often due to economic 

growth and higher levels of industrialization, which in turn has been boosted by 

economic reforms that have contributed with a better business environment, for example 

infrastructural improvements. To catch up with the worlds developed countries many 
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emerging market economies are investing in infrastructure, technology and education to 

create a foundation for future economic prosperity (Cavusgil et al, 2013).  

 

Africa has during the last two decades experienced a rapid economic development with 

robust growth figures. This has changed the economic landscape of Africa and also 

made it a more attractive place for foreigners to conduct business in. Many African 

economies are today among the fastest growing in the world, it is important to explain 

that it is not just the countries which are rich in natural resources that are growing fast, 

but also countries with smaller assets of natural resources (Chuchan-Pole, 2014). 

UNCTAD (2014) states that both internal- and external factors are contributing to this 

development. Some examples of internal factors are improvements in the 

macroeconomic management, a more stable political environment and high domestic 

demands. Advantageous commodity prices, cooperation’s between emerging 

economies, development assistance and increasing figures of foreign direct investments 

are some of the external factors that in recent years have been contributing to the 

economic development in Africa (UNCTAD, 2014). This development is also 

something that the World Bank (2014) wants to strengthen further; they have witnessed 

the rapid positive development on the continent and are increasing their financing 

through loans and grants, and are also providing African nations with help concerning 

expertise in many fields. All this in order for African nations to be able to take 

advantage of the beneficial situation  

 

However, in many parts of Africa the social development has not held the same pace as 

the economic development. This differs from many previous growth stories that have 

been seen in Asia, where the standard of living has improved rapidly together with the 

economic development (Chuchan-Pole, 2014). It is important for nations in Africa to 

achieve a more inclusive growth and invest in industries that can contribute to a higher 

standard of living and opportunities for the poorest in the country. Improvements in 

education, training, infrastructure, health services, physical assets and financial matters 

are very important in contributing with a foundation for future growth on the continent 

(Chuchan-Pole, 2014). The International Monetary Fund (IMF) (2014) supports these 

arguments by stating that the objective for many economies in Africa is to keep the 

economic development to create more employment possibilities and inclusive growth. 

However, it is still important to preserve the macroeconomic stability. This should 
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according to the IMF (2014) be done through investments in infrastructure and through 

the creation of a broader social safety net. A more advantageous business climate is 

another factor that is important to improve in order to attract more foreign investment. 

Additionally, companies have to be aware of is that, doing business in Africa is not 

easy.  Most African countries are seen as hard to business in; this also becomes evident 

through the World Banks (2014) ranking on the ease of doing business where many 

African countries rate poorly. PWC (2015) contributes with understanding concerning 

the problems of doing business in Africa and states that it is necessary for firms to have 

a deep understanding of what it entails to do business on the continent. Firms also have 

to be clear about what their objectives and aims are in order to formulate a strategy and 

know what is needed to execute this strategy.  

 

Cavusgil et al (2013) claims that firms entering emerging markets have to be well aware 

of and investigate the dissimilarities in infrastructure, economy, technology and the 

political-, legal- and cultural environment between home and host country when 

deciding on how to approach the chosen market. What entry mode strategy firms use 

depend on the size and possibilities offered in the emerging market, the business 

environment, internationalization objectives, product fit and asset commitment are other 

factors that needs to be taken into account when entering an emerging market. Firms do 

also have to understand what the objectives are and why the firm should enter the 

specific market (Cavusgil et al. 2013). 

 

Africa is today receiving large amounts of investments, this due to the potential of the 

continent and both African- and foreign investors are eager to seize the opportunities 

offered on the continent (Varriale, 2014). This development has increased the number of 

projects, and during the economic growth in recent years, the complexity of the projects 

has increased as well. The increase of investments and projects are naturally a 

consequence of the possibilities offered that have been observed by firms and investors 

wanting to take part of the possibilities (Varriale, 2014). 
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1.2 Problem Discussion  

Africa is today receiving large amounts of investments due to the possibilities offered. 

Due to the possibilities offered on African markets there has been an increased amount 

of financed projects. The World Bank is today alone providing hundreds of projects 

across many different sectors with financing in Africa (World Bank, 2014).  Svejvig & 

Andersen (2014) also highlights the dramatic growth that has occurred in project work 

across countries, industries and sectors. Many companies have also started adopting a 

more project oriented working method in order to seize project opportunities that are 

offered around the world (Tikkanen, Kujala & Artto, 2007). As can be seen, there is a 

growth in projects offered in developing countries in Africa, and a growing adoption of 

project oriented working methods undertaken by companies. There are not only 

possibilities with project sales, but it also brings uncertainties and risks.  

 

Many of the uncertainties and risks when selling projects are found in what many 

scholars call the characteristics of project sales. The characteristics are defined by Cova 

& Holstius (1993) as the complexity-, discontinuity- and uniqueness of projects together 

with the involvement of great financial investment. Cova, Mezet & Salle (1996) 

explains about the different uncertainties regarding projects sales that are related to the 

characteristics. The uniqueness of each project presents a problem of how to mobilize 

and coordinate not only the firm’s internal resources but also the resources of your 

network partners and finally deliver the solution to the purchaser. The complexity is 

associated to that each project relates to the number of individuals and different 

organizations that all take part in the project. Economic and non-economic-actors, such 

as public authorities, local associates and financing institutions also increase the level of 

complexity as well as the extensive time it takes to finish a project along with the 

cultural differences of working on foreign markets. Relationship discontinuity between 

the buyer and seller is a problem for continued project sales and makes it impossible to 

establish partner type relationships in project business according to Cova et al, (1996). 

However, research done by Owusu, Sandhu & Kock (2007) explains that the project 

seller not necessarily will have to dismiss contact with the purchaser after finished 

projects. Owusu et al (2007) instead argue that a project seller can gain new business by 

continuing to market new projects to previous purchasers. According to Owusu et al 



  
 

- 5 - 

(2007) the involvement of a large financial investment also brings uncertainties 

regarding who is going to pay, and when and where is the payment going to be done.  

 

A main trait that is seen in the characteristics of project sales is that there are many 

actors involved, and that you have to possess the ability of coordination and be able to 

build successful networks around every unique project. The networking aspect of 

project sales is something that Hellgren & Stjernberg (1995) also acknowledge by 

explaining the extreme degree of uncertainty that is found when performing projects and 

within project networks. Since there is a large interdependence between the actors in 

order to deliver value, and that no actor within the network have the authority to act 

alone for the network as a whole. Jalkala, Cova, Salle & Salminen (2010) explains the 

importance of other network actors when selling projects, as the project seller is in need 

of resources, capabilities and competences that are possessed by other actors in the 

network. If the project seller can find these resources and integrate those with the 

internal resources of the project seller makes the creation of value possible. Mele (2011) 

also describe the importance of trying to create value together with other actors that are 

involved in the project, presenting that the aim is not to create value but to create co-

value together with the customer. 

 

As the importance of relationships and networks become evident from research, it 

would be natural to look towards business network theories for solutions on how to use 

your business network in order to be successful, but also look towards network business 

theories in order to understand networks and relationships risks. The research that 

stands out the most when it comes to understanding business networks originates from 

Johanson & Mattsson (1988) who aimed at trying to understand how a firms networks 

can create opportunities for internationalization and how other firms in your network 

can provide your company with external resources in order to create opportunities. This 

has been further researched by scholars such as Johanson & Vahlne (2009) who 

describe that opportunities are created within networks, trough acquiring knowledge 

from each other which could lead to a stronger network position, hence create 

opportunities. Håkansson & Ford (2002) try to understand how firms together can create 

value by combining their resources; this becomes relevant in relation to companies 
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selling projects. Håkansson & Ford (2002) also try to explain how networks can pose 

risks by constantly changing which in turn will change the firm and the network; this 

appears relevant in relation to the discontinuity of project business.      

 

Even though the importance of networks when performing projects has been highlighted 

in project literature, and there is research done on how to manage network in order to 

create value and reduce risk. We still need to understand how the networks and 

relationships of a firm can create project business success in Africa. In order to bring the 

questions of how networks and relationships create firm success, and reduce risks when 

working on African markets, the problems needs to be broken down into a more 

manageable structure. This is done by looking at the stages of the project seller 

described by Cova & Holstius (1993) where they present the six phases of the project 

marketer; search, preparation, bidding, negotiation, implementation and transition. 

According to Owusu et al (2007) not adequate research has been done on the subject of 

project business, which is the active marketing and implementation of project solutions. 

With the identified prospect of increased project opportunities in Africa, but also the 

lack of study concerning how networks and relationships of the project marketer can 

create success in Africa this research becomes relevant.  

 

There is no research regarding how a firm’s networks and relationships which as we can 

see through research by Cova et al (1993), Hellgren & Stjernberg (1995), Owusu et al, 

(2007) Cova et al (1996), Jalkala et al (2010) & Mele (2011) is very important when 

selling projects, can provide a firm with opportunities and help to reduce risks when 

wanting to grasp project opportunities that are offered in Africa. Hence, no research has 

been done on how a firm’s networks and relationships in each phase of the project sale 

can help them do successful project business in Africa.   

 

1.3 Research Questions  

Due to the limited academic research that has been conducted on how firms’ 

relationships and networks can provide possibilities for successful project business in 

Africa. The aim of this thesis is to provide a foundation for better understanding 
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concerning how firms’ relationships and networks can provide opportunities and reduce 

risks when doing project business on African markets. Through this study we want to 

encourage more Scandinavian firms to seize the project opportunities offered on African 

markets. In order to answer our main research question the usage of two sub questions 

will be applied in order to answer the main research question.   

Main Research Question 

  

 

Sub Question One (1)  

 

Sub Question Two (2) 

 

 

1.4 Purpose  

The purpose of this thesis is to investigate and analyze how the business relationships 

and networks of Scandinavian firms help them succeed when doing project business in 

Africa. This in order to provide implications for how Scandinavian firms better can 

manage and benefit from their relationships and networks when doing project business. 

To do this we will conduct a multiple case-study of Scandinavian multinational 

enterprises with extensive experience from doing project business on African markets. 

To be able to conduct this multiple case-study both empirical data collected through 

interviews, and theoretical knowledge about project business, networks, risks and 

opportunities will be presented. 
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1.5 Delimitations  

During this thesis no markets outside Africa will be discussed, neither no project 

exports from other parts of the world than Scandinavia. 
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2. Theoretical Framework 

The purpose of this chapter is to describe the theoretical framework related to our 

research questions. Furthermore, the interrelatedness of the theories will be illustrated 

in a conceptual framework.   

 

2.1 Project Business Theory  

 

2.1.1 International projects 

International projects are defined by most scholars as something that is complex, 

unique, discontinuous and requires great financial investments (Owusu et al, 2007). The 

complexity of projects refers to the organizational or technical difficulties that are found 

when putting together interrelated products or systems and the complex management of 

networks within the projects. Uniqueness is connected to that each individual sale is 

different from the previous or upcoming sale. Discontinuity refers to that every single 

project sale is restrained to the completion of a specified facility. The requirement of 

great financial investment is due to the large financial cost the project purchaser is 

required to pay (Owusu et al, 2007). Skaates, Tikkanen & Lindblom (p. 2, 2002) 

summarize international projects in a similar way stating that it is “a complex 

transaction covering a discrete package of products, services and other actions designed 

to create assets for the buyer over a certain period of time”. The main advantage with 

this form of international business and its specific characteristics is that it can create 

profitable involvement in economies that companies today do not want to do large 

investments or establish itself in (Owusu, 2002). 

 

When studying international projects there are different actors such as projects seller's 

“Projects marketers” buyers “project purchaser”, consultants “project consultants”, 

subcontractors and financiers (Owusu, 2002). In this thesis the focus will be on the 

project marketer. 

 

2.1.2 Role of the project marketer  

The role of the project marketer is to develop market and implement technical-

economical solutions that suit the project-purchasers needs (Owusu et al, 2007). The 
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project marketer is expected to deliver his solution to the project-purchaser. Depending 

on the solution and the needs of the project purchaser a project can be delivered in three 

different ways, as a partial system, where a project is delivered to a facility in 

construction, or as a turn-key or turn-key plus project (Skaates and Tikkanen, 2003). A 

turnkey project which involves the delivery of a complete product where the purchaser 

can turn the key and it will start working. While a turn-key plus project offers the 

purchaser additional services such as personnel training and facility management 

(Skaates and Tikkanen 2003).  

 

2.1.3 The sales cycle of the project marketer  

According to Jalkala et al (2010) firms´ whose value creation process include the 

search-, preparation-, bidding-, negotiation-, implementation- and transition phase of a 

project will categorize them as project business actors. Cova & Holstius (1993) describe 

that it is within these six phases that the project-marketer will experience during a 

project. Cova & Holstius (1993) continues to describe the six phases. The first phase for 

the project marketer is to scan the environment for potential projects that they can 

market towards, contact relevant organizations for advice and search for potential 

suppliers. The project marketer then moves into the preparation phase where the 

marketer will focus on a suitable project and try to influence all the actors involved in 

the project in order get information regarding the project that is favorable to the 

marketer. The project marketer will also receive specifications on the project. When the 

project is found and all the information is gathered, it is time for the marketer to enter 

the bidding phase, where the marketer will prepare the offer for the project purchaser. 

The offer will then be analyzed by the project purchaser. The bidding then hopefully 

preside in a negotiation phase that will be ongoing until the purchaser's signature is on 

the contract. The fifth step is the implementation where it is important to supervise and 

ensure that the solution is being implemented, and that the cooperation between actors 

is functioning. When the project is implemented it moves into a transition phase where 

it will be evaluated and the knowledge gained will be analyzed and hopefully used in 

the future (Cova and Holstius, 1993).  

 

According to Cova & Holstius (1993) the project marketing cycle is constantly 

renewing itself, and that all the phases eventually lead to the next one. When a project is 
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completed knowledge that has been gained might produce approaches that are new to 

the project marketer and that in turn can lead to the identification of new projects. 

 

Fig. 1. Project business sales cycle (Own construction, based on: Cova & Holstius, 1993). 

 

2.1.4 Project business and networks  

An essential characteristic of project business is the usage of already existing business 

networks, or the creation of temporary project networks (Owusu et al, 2007). The 

networks of the project marketer are both formal and informal networks and 

relationships among individual actors. Simply put, the networks of the project marketer 

consist of both domestic and international relationships and the main actors are; The 

project seller, project purchaser, subcontractors, financiers, consultants, business 

partners, governments and financial institutions (Owusu, 2002, Owusu et al, 2007, Cova 

et al, 2002).  

  

Search      
Phase  

Preparation 
Phase 

Bidding    
Phase 

Negotiation 
Phase 

Implementation 
Phase 

Transition 
Phase 
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Fig. 2. Project business network (Own construction, based on: Owusu, 2002, Owusu et al, 2007, Cova et 

al, 2002).  

 

The relationships between these actors can already be developed prior to the project 

start, but are usually developed during the initial stages of the project and later turn into 

contract based relationships during the project. Relationships can also continue after the 

project is done and create opportunities for new projects with the same purchaser, 

subcontractor or consultants or other actors involved in the network. However, the 

creation of long-term relationships in project business is difficult. Owusu et al (2007) 

argues that actors can pursue a long-term relationship strategy when doing project 

business. However, the characteristics of project business make it difficult to do so. 

Ojansivu, Alajoutsjarvi & Salo (2013) also concludes that with service-intensive 

projects there is a good foundation to develop post-project interactions; hence 

discontinuity of projects does not have to be a limiting factor. Nevertheless, with 

projects that are discontinuous there is sometimes a lack of bonding, dependence and 

mutual orientation over more than one project (Skaates et al 2002). The complexity and 

uniqueness of every single project also implies the discontinuity of the relationship 

(Skaates et al, 2002). The relationship may also enter a sleeping phase where 
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dependence is still needed due to service and spare part delivery. Still, it will not 

necessarily lead to future cooperation and new projects (Skaates & Tikkanen, 2003). 

 

To prevent relationships to die or enter a permanent sleeping phase after finished 

projects, the project-marketer can develop a strategy that will focus on maintaining 

long-term relationships. In order to do so, the project marketer has to make sure that the 

project purchaser is: satisfied with the performance of the solution that the project 

marketer has provided and maintain successful relationships with the purchaser after an 

ended project (Owusu et al, 2007). Project marketers have also identified the importance 

of satisfied customers, since it will develop loyalty and good references for future 

business (Jalkala et al, 2010). Secondly, continue to follow up on the project market for 

the purchaser and the network in order to find potential projects to market themselves 

towards and undertake proactive project marketing, where the marketer actively markets 

towards potential projects (Owusu et al, 2007). There is also business to be found 

between the projects as the project marketer has the opportunity to sell spare parts, 

perform training and also transfer technology to the project purchaser. The possibility of 

a continued relationship after a project sale is not only dependent on social 

relationships, but it is also dependent on the seller's ability to offer services, where 

development services are of most importance (Ojansivu et al, 2013). Therefore, there is 

no reason for the project marketer or project-purchaser to dismiss the relationship in the 

post-project phase, and for the project marketer to stop marketing new projects (Owusu, 

2007).  

 

Companies that are in the project business market do not necessarily need a specific 

product or finished solution, but can also provide technical and market know-how as 

consultants. This is yet another reason to use their network and post-project 

relationships to find future project opportunities (Cova et al, 2002).  
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2.2 The Network Model   

Johanson & Mattsson describe (1988) that the interdependence between firms in 

markets is of great importance. Håkansson & Ford (2002) describes that the world's 

network and relationships indicates that there is something outside from the individual 

firm which is the network. Johanson & Mattsson (1988) network model makes it 

possible to consider interdependencies between firms and their development and actions 

on international markets. Johanson & Mattsson (1988) claims that a number of studies 

have been conducted that show existence of long-term relationships between firms in 

international markets. In the network model focus should not be on products but instead 

on the creation and maintenance of supplier-customer relationships. A firm's 

involvement in a network raises a number of managerial questions, i.e. how firms 

within the network can work together successfully. Firms within the network must also 

understand their position in order to take advantages of the possibilities and understand 

the risks that can be found and generated in the networks (Håkansson & Ford, 2002). 

 

2.2.1 Markets as networks  

Håkansson & Ford (2002) claims that networks is a structure which consists of nodes 

and threads where the threads are linked to the nodes which in turn creates a network of 

relationships. A node could represent a firm or an individual within a firm. As the firms 

or individuals meet, a tie is created between the nodes of individuals or firms which 

might result in a potential network (Uhki, 2011). The nodes and threads are filled with 

resources, knowledge and understanding that each part will bring into the network 

(Håkansson & Ford, 2002). Within the network, there is a division of work which 

makes the firms interdependent, this makes co-ordination important. The co-ordination 

between the firms takes place through interaction between the different actors (Johanson 

& Mattsson, 1988). It is also important to understand that the view of the network 

differs between the actors in the network. A company with a self-centered view will fail 

to understand the dynamics of the entire network, therefore it is important to have a 

broad view to be able to understand and take full advantage of the possibilities offered 

in networks. This to be able to gain access to external resources and have the possibility 

to sell, the firms are in need of establishing relationships with other firms (Håkansson & 

Ford, 2002). 
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Johanson & Mattsson (1988) describes that networks are stable and changing at the 

same time. New relationships are created and integrated into the network while others 

are phased out, however, most interactions takes place within already existing 

relationships. This view is also shared by Håkansson & Ford (2002) who claims that 

managers in companies have to understand that most changes will occur in already 

existing relationships, due to often wider understanding of opportunities and potential 

risks. Johanson & Mattsson (1988) make a distinction between technical-, planning-, 

knowledge-, social-, economic- and legal bonds, because of the differences between 

relationships. Håkansson & Ford (2002) agrees a lot with this view and claims that 

companies’ resources and knowledge can be combined with each other’s to create 

opportunities and possibilities for firms to take advantage of. However, Håkansson & 

Ford (2002) explains that the changing nature of firms also pose threats, since a change 

in the network also creates change in the firm. This makes it even clearer that the 

actions in the networks and the actions within the firms are interrelated. This view is 

also shared by Håkansson & Snehota (2006) in their work No Business is an Island 

where they explain that the organization loses its identity without its environment and 

the interactions taking place with other organizations’ in the network. 

 

Johanson & Mattsson (1988) claims that when firms enter new networks they have to 

build relationships which are new to the firm and the counterparts of the firm. 

Sometimes the firms have to break old existing relationships, while other times just 

adding new relationships to already existing.  This is done in order for the firm to secure 

its access to resources and the firm's sales and production of products, goods and 

services. 

 

2.2.2 Relations in networks 

Johanson & Mattsson (1988) argues that to do important business with a counterpart the 

firm needs knowledge not only concerning the price and quality, it is also essential that 

the firm can assess knowledge about each other, this in order to have knowledge 

concerning for example the delivery and services before, during and after the 

transactions. It is also important for firms to have knowledge about the counterpart’s 

resources, organization and development objectives. All the knowledge concerning the 
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supplier or the customer is not centered to one person within the firm, instead it is 

usually spread among the firms different organizational units. It is therefore important 

for firms to invest in these relations to be able to seize the opportunities. This in order to 

build confidence and a willingness to fulfill the commitments made (Johanson & 

Mattsson, 1988). 

 

On many occasions long lasting relations have proven themselves to be the most 

valuable relations. An example where a long going relationship have been important to 

both firms is described by Håkansson & Ford (2002) who present a description 

of  Ericsson and Telia, whom have had a long going co-operation and have been 

required to adapt to each other in order sustain the co-operation, and also to take 

advantage of the possibilities in the relationship. This is further strengthened by 

Partanen & Möller (2012) who argues that it is important for firms within a network to 

co-operate to be able to offer the customer the best possible product or service. This 

since weak performance of one firm in the network will affect the other firms within the 

network negatively. Therefore, it is important to have a clear strategy that is shared 

among the firms within the network, concerning what companies should be integrated 

into the network and that all member have clear roles and tasks. Järvensivu & Möller 

(2009) agrees with this view and argues that relations and networks need to be managed 

well to provide possibilities for good outcomes. However, they continue to describe that 

managers trying to shape networks to work in the best possible manner have to 

understand that the management of network differs between networks, and the 

management strategies with them. Furthermore, Järvensivu & Möller (2009)  claims 

that a network needs planning, organizing, leading and controlling, however, all 

networks are different, therefore tasks within the managerial work differs. Furthermore, 

it is explained that all firms within the network have different capabilities and resources; 

this means that firms can impact the network on different degrees and in different fields. 

 

2.2.3 Investments in networks 

A firm's involvement in a network will contribute with benefits as well as costs 

(Håkansson & Ford, 2002). The greater the investments made in the network are, the 

more substantial will the firm's presence in the network be. However, one must 

understand that the flexibility of the firm in the network can be negatively affected by 
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the increased investments. As previously described, investments can create stronger ties 

to other actors in the network which contributes in many cases with more possibilities, 

however, the stronger threads will also limit the freedom of the firm (Håkansson & 

Ford, 2002).  

 

The main purpose of investments in networks is to provide the firm with future 

advantages, the investments can according to Johanson & Mattsson (1988) be tangible 

or intangible. Examples of tangible investments can be plants and machinery, examples 

of intangible investments can be knowledge concerning production or marketing 

activities. Both these types of investments are by Johanson & Mattsson (1988) termed 

internal assets, meaning that they are controlled by the firm, to provide the possibility to 

execute the firm's activities. Anyhow, Johanson & Mattsson (1988) argues that the 

network models basic assumption is that firms are dependent on other firms’ resources 

and activities, which they call external resources, these are acquired through the firms’ 

network position. Therefore, the firm's internal investments are dependent on the 

external resources within the network. Furthermore, Håkansson & Ford (2002) 

describes that the firm which invests the least in the network is likely to have the most 

negative approach and through this negative approach control the network negatively. 

The other way around the firm investing the most in the network and entering with a 

positive approach is likely to contribute with the most positive effects and through this 

be able to control the network in a positive way. 

 

2.2.4 Internationalization according to the Network Model 

A network position means different things to different actors within a network. This 

since the actors has different objectives and goals, and also due to the fact that the 

positions in the network differ between firms depending on previous interactions and 

actions made by firms. Therefore, the position only exists if a firm is perceived to have 

a certain position by other firms in the network (Håkansson and Snehota, 2006). 

 

A firm always has a position within a network. This position is dependent and can 

change based on the importance and the influences the firm has on their network 

partners (Johanson & Mattsson, 1988). The position has been achieved through 

interactions made by the firm and the firms within the network. The firm's position in 
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the network does also determine its possibilities and restrictions. However, the 

importance of position in the network depends on the structure of the network. The 

importance differs between a network with close interdependence and a network with a 

looser structure. Firms try to control the networks in order to take as much advantage 

from them as possible (Johanson & Mattsson, 1988). Håkansson & Ford (2002) argues 

that when one firm exercises too much control on other firms the network will stagnate 

and become less innovative and effective. However, Håkansson & Ford (2002) clarifies 

that no firm can fully control the network since it is impossible to exactly predict how 

an action or investment will turn out among the other firms in the network. 

 

Johanson & Mattsson (1988) According to the network model the internationalization of 

firms implies that a position is developed and established in a foreign counterpart’s 

network. There are some ways this can be done; 1) by establishing the firm within a 

network new to the firm based on the foreign counterpart; international extension. 2) 

Develop the position and increase the resource commitment to the international 

networks the firm already is present in; penetration. 3) By increasing the co-ordination 

the firm’s position in different national networks can be affected; international 

integration. Johanson & Mattsson (1988) states that the degree of internationalization of 

the firm provides information about the position the firm has within different networks. 

Furthermore, the positions within the network might change and it could also be 

important to analyze the firm's assets when entering into a network. Since this can 

provide useful information regarding what resources the firms can spend and use to 

achieve a certain network position. 

 

2.3 The Uppsala Model of Internationalization 

The Uppsala Model of Internationalization is based on the concept that firms 

internationalize in incremental steps. The study shows that companies gradually 

increase their involvement in foreign markets through the acquiring of knowledge 

(Johanson & Vahlne, 1977). The theory also takes into consideration the psychic 

distance which is defined by Hollensen (p. 78, 2014) as “the individual's perception of 

differences between two markets, in terms of differences in country and people 

characteristics”. Johanson & Vahlne (1977) continues to describe that firms tend to 

expand to markets that are psychically close to their home market, and through the 
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acquiring of knowledge continue to expand and increase their commitment. However, 

the Uppsala Model has received criticism for being too deterministic and is said to 

ignore how market characteristics and the resources that the firms have determine what 

kind of export strategy a company will use (Reid, 1983). A part of the model is 

concerned with the internationalization process of a firm, and the other part 

internationalization of a firm to a specific market. The Uppsala model is also just a case 

study of few Swedish firms in the 1970´s which makes it difficult to generalize the 

concept worldwide (Hadjikhani, 1997).  

 

Due to the criticism Johanson & Vahlne revisited the model in 2009. In the new model 

Johanson and Vahlne (2009)  highlight some of the criticism that has been made, and 

also explains that the knowledge of international business and the globalization of the 

world has provided more information in how the internationalization process of a firm is 

performed (Johanson & Vahlne, 2009). The revisited Uppsala Model assumes that firm 

internationalization is an action that companies use in order to strengthen their network 

position (Johanson & Vahlne, 2009). The model is well connected to the business 

network view developed by Håkansson and Snehota (1995) and the Network Model by 

Johanson & Mattsson (1988). The opportunities of the firm are developed inside the 

relationship where the learning and commitment building takes place. Through a strong 

commitment to partners, firms allows a building on both parties knowledge, which will 

make it possible to create opportunities in order to strengthen your network position 

(Johanson & Vahlne, 2009). 

 

In the revisited model Johanson & Vahlne (2009) explains that knowledge and 

opportunities can lead to a change aspect, where relationship building decisions will be 

made. Depending on the intensity, speed and commitment in their relationship-building 

the firms will create knowledge trough learning from each other. The learning will lead 

to a building of trust between the firms, this will in another change aspect improve and 

strengthen a firms network position.  
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Fig. 3. The business network internationalization process model (Johanson & Vahlne, 2009). 

Implications of the model described by Johanson & Vahlne (2009) is that opportunities 

are very interrelated to other actors, and that firms are assumed to internationalize with 

the help of networks and partners in their home country or abroad. Hence, a firm is 

dependent on finding the right opportunities through their business network.  

 

2.3.1 The Uppsala Model and business risk  

Figueira-de-Lemos, Johanson & Vahlne (2011) presents a research that is concerned 

with risk in relation to the Uppsala Model. The purpose of this model is to understand 

the managerial implication that is the lack of knowledge. As lack of knowledge often 

lead to uncertainties (Figueira-de-Lemos et al, 2011.) As uncertainties and risk often 

lead to a less commitment, the model states that if a firm commit more to the market, it 

will gain knowledge which will decrease uncertainties and risk, making it possible for 

the firm to enter the market with greater knowledge, less uncertainties and more 

knowledge about the risks. In the theory commitment increases as uncertainty and risk 

is reduced and vice versa (Figueira-de-Lemos et al, 2010).   

 

2.3.2 Uncertainties and risks in project marketing  

When doing project marketing both the project marketer and project purchaser will 

experience uncertainties and risks (Owusu et al, 2007). Owusu et al (2007) puts 

emphasis on the network and interactions between actors in the network as a major 

difficulty when doing project business and it is also there that you will find the 

uncertainties according to Cova, Ghauri & Salle (2002). Cova et al (2002) perceive that 

there is a very high degree of uncertainties perceived both by the project marketer and 
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the project purchaser. One of project business main characteristics being the 

involvement of great financial investment (Owusu et al, 2007). Connected to this one of 

the main uncertainties is the uncertainty of: who is going to pay, when are the payments 

going to be done, and who is going to buy the project? (Cova et al, 2002). Uncertainties 

also relate to the transaction mode and the degree of commitment from the buyer, will 

the buyer be able to facilitate the support that is needed to complete the project? (Cova 

et al, 2002). Elkington & Smallman (2002) identify four different types of risk in 

project management which are, business risk related to the business section which the 

project is delivered to. Procurement risks that are risk related to suppliers in the project. 

Management risk which are risks depending on how much support the project gets from 

management and board members, and lastly technical risk that relates to the complexity 

of the solution being delivered and the competence of the solution supplier. 

 

In order for project marketers to manage the risks that they are facing, the usage of a 

well-developed risk management strategy is to outsource some of the risk to other 

actors, and to perform in-house risk analyses on the project. This in order for the project 

marketer to bring the perceived risk to a more manageable level (Cova et al, 2002). 

 

2.4 Conceptual Framework  

To present a clear view of this study, a model has been created that describes the 

literature review into an applicable conceptual framework model. When conceptualizing 

the theories emphasis is on how the theories are interrelated to each other, as well as the 

aspect of risk and opportunities in the theories and how they together can create firm 

success when doing project business on African markets.  

 

When researching project marketing as a way of doing business, the literature 

emphasize that the way to success is through the usage of networks, and that firms will 

have to cooperate with other actors in order to do project business. This thesis analyzes 

in what ways a firms´ networks and relationships provide opportunities for project 

business, as well as help reduce risks when working with project business on African 

markets. The conceptual framework wants to present that project business, the Network 



  
 

- 22 - 

Model and Uppsala Model of Internationalization all are interrelated and together they 

can create firm project business success.   

 

Project business is in the literature divided into six phases; search, preparation, bidding, 

negotiation, implementation and transition which we want to highlight by putting the 

cycle around project business theory in the conceptual framework. The project business 

cycle is our point of departure in the conceptual framework and is used to identify 

opportunities and risks that can be found in each phase. Throughout the research a 

network perspective is applied. This due to the literature which emphasizes the 

importance of a firm's networks and relationships as something that is crucial for firms 

project business success. The literature does also state that firms through their networks 

can find opportunities and risk reducing factors that will lead to firm success. 

Furthermore, similarities are found in both project business and the network theories 

concerning that firm success often is dependent on relationships, preferably well 

developed. Throughout the research the focus on opportunities and risk are consistent. 

This is further emphasized by presenting a clear connection in the conceptual 

framework between firm project business success and the identification of opportunities 

and risks.    

 

 

 

 

 

 

 

 

 

 

 

 

 

Fig. 4. Conceptual Framework  (Own construction). 
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3. Methodology 

In this chapter our choice of methodology will be presented and argued for. In this 

multiple case study we have used an abductive research strategy with a qualitative 

research method. The primary data has been collected through interviews and 

secondary data has been used in order to provide a background to our research 

problem.  

 

3.1 Research Approach  

When conducting academic research there is said to be three different ways of gathering 

information and connecting it to theories, the deductive-, inductive- and abductive 

method (Jacobsen, 2002). Followers of the deductive method argues that the best way to 

work in academic research is to start by gathering expectations on what the world looks 

like. From these expectations collect empirical information and later see if the 

information gathered matches the theories the researcher has chosen to investigate 

(Jacobsen, 2002). The opposite of the deductive method is called an inductive method. 

The idea of an inductive approach to research is that the researcher moves from 

empirical information to theory. The researcher collects information with an open mind 

and without pre-conceptions and then analyzes the information gathered and formulates 

the theories (Jacobsen, 2002). The abductive method is described as a movement back 

and forth through theory and data, it is described as a method that lies in between the 

deductive- and inductive method (Bryman & Bell, 2005).  

 

The recognition of project business as an internationalization theory has increased. 

However, there is a lack of knowledge and research that has been investigating how 

firm's networks and relationships affect the way project business is being done on 

African markets. To research this matter, we have chosen the abductive approach, this 

due to that we during our previous studies have seen the potential of project business as 

an entry mode to African markets. The abductive approach provides us with the 

possibility to work from existing empirical knowledge to theoretical knowledge, collect 

empirical data from informants with knowledge concerning project business on African 

markets and apply this data on the theoretical models to see if the collected data 

corresponds to what the theories argues.   
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This thesis starts from previous knowledge that has been acquired during our studies 

and has been found interesting to further investigate. To be able to research this subject 

we proceed by doing an extensive literature review in order to find suiting theoretical 

theories that can be applied on the empirical data that we have been collecting from 

interviewees that possess knowledge about the subject. Thereafter, apply this data on 

the theories that we have used, to see if they corresponds or not. This is done with 

project business as the main-subject from a network perspective with a focus on risks 

and opportunities arising from the firm's networks and relationships.

 

Fig. 5. Research Approach Model (Own construction). 

 

3.2 Research Method  

An obvious question when conducting research is which research method that is best 

suitable to choose. According to Silverman (2013) there are two main types of research 

methods, qualitative or quantitative research. A qualitative research method is 

connected to what people say and experience, it is a way to get the interviewee to 

reproduce their viewpoint and opinions on the topic of study. This suits well when the 

purpose is to gain deeper knowledge of a certain phenomenon and event (Yin, 2013). 

Quantitative method assumes from the researcher's ideas about what should be 

analyzed, for example the creation of a survey (Alvesson & Sköldberg, 2008). Since our 

research is based on interviews with people that has extensive experience in their field 

of work and is an interpretation of what they have said in relation to theory we have 

chosen to conduct our research using a qualitative research method (Yin, 2013). Since 

we do not have a hypothesis we feel that the choice of a quantitative method of research 

would be wrong (Bryman & Bell, 2011). Furthermore when conducting a quantitative 

research the results you get must be measurable (Merriam, 1994), since our results are 

not of that character the choice for a qualitative method is given. Silverman (2013) also 

write that qualitative research often is more suitable in answering questions that are 

formulated how, instead of how many that a quantitative approach would answer. Since 

our research is based on how questions the most suitable method is qualitative research. 
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3.3 Research Strategy  

When performing a case study it is important to know what the focus of the research is, 

and then focus on a limited system. In order for a case study to be successful the 

researcher must be able to identify a certain player within a certain area that will be 

studied in more depth. This to gain a better understanding of its situation in order to 

understand a more general behavior that the researcher is interested in studying 

(Merriam, 1994). In our research we have focused on the single phenomenon of project 

marketing, identified actors that have knowledge and experience in project marketing, 

gained deeper knowledge about those actors and how they experience and do project 

business on African markets. In order to draw a general assumption on how project 

business can be done successfully in Africa. To do this we want to receive personal 

experiences from organizational leaders that have understandings from the overall 

network of project business and the implementation of the whole project business cycle.  

 

3.3.1 Formation of case study 

Yin (2014) argues that case studies as a research strategy are used on many occasions 

and in many different fields. Case studies have for example been commonly used when 

researching psychology, sociology and business. The case study research strategy 

provides the user with a possibility to understand social phenomenon with an often high 

degree of complexity. It furthermore, provides a tool to focus from a real world 

perspective. This view of case studies are further strengthened by Merriam (1994) who 

states that material that is concerned with case studies are found in a variety of fields 

and are concerned with often complex issues where the information needed to gain 

understanding often is spread among many actors, sources and places.  Yin (2014) 

further explains two different types of case studies; the single case-study and the 

multiple case study. The single case-study concerns only one case while the multiple 

case study is concerned with more than one case. The multiple case study allow the user 

to create a comparative analysis between the cases. 

 

In our thesis we have used a multiple case study to investigate how Scandinavian firms 

use project marketing when working on African markets. Furthermore, the thesis is 

based from a network perspective with a focus on risks and opportunities. This to be 

able to answer our main research question concerning how firms networks and 
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relationships affect the way they work with project business in Africa, and what 

opportunities and risks that arise. We have investigated two large Scandinavian firms, 

with a long history of working with projects on African markets. By investigating more 

than one firm as would have been the case if we had conducted a single case study, we 

are able to achieve a more compelling and wider view of how Scandinavian firms 

interpret the risks and opportunities, arising from their networks and relationships when 

working with project business on African markets. 

 

3.4 Operationalization       

The primary goal of research is to create knowledge. Furthermore, the knowledge 

gained can be more or less rooted in already existing knowledge. The primary target is 

to take advantage of already existing knowledge and through this create change or new 

knowledge (Patel, Runa & Davidson, 2011). A theoretical basis means that a work has 

its base in already existing theories or models. Meaning that the researcher investigates 

something from already existing theories and investigates how this corresponds and 

applies on the researched subject (Patel et al, 2011). 

 

This thesis is based on already existing theories, project marketing as described by for 

example Owusu et al (2007), the network model described by several authors and the 

Uppsala Model and the Revisited Uppsala Model. By undertaking an extensive 

literature review and investigations of these theories described in our theoretical chapter 

we have created a conceptual framework which emphasizes the risks and opportunities 

connected to these theories in relation to each other. This in order to understand how 

these theories are interrelated and how they are applicable to our research questions. 

Our conceptual framework has been of great importance since it has provided us with a 

possibility to easily organize and understand the answers we got from our interviews in 

relation to the used theories. 

 

During our interviews it was important for us to emphasize the interrelatedness of the 

theories. Therefore we used the six phases of project marketing as described by Cova & 

Holstius (1993) as a basis, while we asked the interviewee to speak from a network and 

relationship perspective with a focus on risk and opportunities.   
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Fig.6. Operationalization Model (Own Construction)  

3.5 Data Collection  

 

3.5.1 Secondary- and primary data 

Secondary data is according to Jacobsen (2012) data that has been collected by others 

for different purposes. Due to the fact that the secondary data originally was collected 

for a different purpose than the researcher intends to use it for and that fact that all the 

data is not possible to use for the purpose of the research intended. As a result of the 

fact that all secondary data is not possible to use for all research it is important that the 

user takes a critical standpoint to the usage of secondary data. In order to choose the 

secondary data that has the most relevance and reliability to the study as possible 

(Jacobsen, 2012). 

 

Primary data is data that has been collected for a specific research, this in order to 

answer a specific research problem (Merriam, 1994). Merriam (1994) furthermore, 

describes that to take as much advantage as possible from the primary data, the 

researcher has to be objective and describing. The researchers do also have to come 

very close to the source of the data. 

 

In this thesis we have used both secondary- and primary data. The secondary data has 

been used to provide information to the background of the research problem and to find 

companies with experience concerning doing project business on African markets. 
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Secondary data has also helped us formulate our research questions. The primary data 

that has been collected through interviews and is used to analyze how Scandinavian 

firms work with project marketing in Africa and how they interpret the risks and 

opportunities arising from their networks and relationships.  

 

3.5.2 Interviews  

Interviews are usually personal, meaning that the interviewer meets the interviewee. 

However, interviews can also be conducted by talking to someone on the telephone 

(Patel et al, 2011). When conducting a case study, one of the most important sources of 

information is interviews. Getting access to the interviewees’ insights, explanations, 

interpretations and propositions is often important for the researchers, since it might 

provide information that can help the researcher to answer the research question (Yin, 

2014). 

 

Two aspects have to be considered when working with questions to collect information. 

First, the researcher has to be aware of how much responsibility that is put on the 

interviewee. Meaning the questions layout and order, this is called standardization. 

Secondly, the researcher has to think of how the interviewee can interpret the questions 

and how the interviewee might answer the questions based on previous experience and 

attitude; this is called structuring (Patel et al, 2011).  Merriam (1994) explains that there 

are three types of interviews used in research, structured-, semi-structured- and 

unstructured interviews. When conducting a structured interview the interview 

questions have been formulated on forehand, furthermore, in what order the questions 

shall be asked have also been determined. Semi-structured interviews are less strict and 

aim at finding specific information from the interviewee. The semi-structured 

interviews have a foundation of predetermined questions. However, nor the formulation 

or in what order the questions are asked has been established (Merriam, 1994). 

Unstructured interviews are usable for example when the researcher has little 

knowledge about the research subject. In unstructured interviews the interviewer has no 

predetermined questions. The degree of wanted structure is what determines what sort 

of interview the researcher should conduct (Merriam, 1994). 
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In this thesis semi-structured interviews are used. This provided us with a higher degree 

of flexibility compared to the structured interview approach. We decided to do this due 

to the complexity of the research problem, and also due to that we wanted the 

interviewees to be able to speak freely and with their own words. This provided the 

interviewees with the possibility to go more in depth on the subject. It did also provide 

us with the possibility to ask follow-up question in order to get a deeper insight in the 

subject. 

 

During our interviews we were able to meet two of our respondent in person, at the 

company's headquarters in Stockholm. The third interview was conducted using Skype, 

this due to that the person works in Zambia. However, during the Skype interview we 

were able to use a video-call which provided us with the possibility to look at each other 

also during this interview. Previous to the interviews we provided the interviewee's with 

a description about our topic and what we wanted to talk about during the interviews, in 

order for the respondents to be able to prepare. We were also allowed to use a recorder 

during all three interviews. 

 

3.6 Data Analysis Method                                             

Merriam (1994) presents that the analysis of information gathered start not only in the 

analysis chapter, but at the same time that researchers start working on their research, 

and that the researchers will analyze the information as it comes to them. This since at 

the start the researcher do not know, what information they need, nor who they are 

going to get it from or what they are going to ask for.  

 

Schreier (2012) write about qualitative content analysis (QCA) which is a way to 

describe the meaning of qualitative material in a systematic way. QCA is a good method 

to use when there is a lot of data to interpret. The data can be verbal or visual; it could 

be something that has been sampled from documents, the internet, or data that 

researcher has collected himself (Schreier, 2012). The process can go about that the 

researcher read the data over and over again and sample out the important parts that are 

relevant to the research. This is something that we have done through our literature 

review where we read an extensive amount of previous qualitative research, used 
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internet sources, books and also gathered our own qualitative data through interviews. 

All this data has in accordance with Merriam (1994) been analyzed as we have received 

it, and generated ideas that has lead our research forward with an ongoing analysis. We 

have also compared the results that we have received after the interviews with previous 

interviews and literature in order to improve our reliability and validity. 

 

Since we have undertaken extensive studies of existing data and also had interviews 

lasting well over one and a half hour there is a lot of data that cannot be used. Therefore 

the usage of a QCA method to analyze our data will make it possible to focus on 

selected aspects of the data gathered in our analysis (Schreier, 2012). In accordance 

with Merriam (1994) the analysis of the information has been ongoing from the start 

and ongoing through the thesis. This has led us to understanding who we need to 

interview and what we need to look for in previous research.  

 

3.7 Quality of Research  

According to Merriam (2009) producing reliable and valid knowledge in an ethical 

manner is something that all research is concerned with. Furthermore Starrin & 

Svensson (1996) state that ensuring the quality of academic research is of most 

importance. For research to have any effect on a field, whether it is in theory or practice, 

the study needs to present facts and conclusions that are true to readers, professionals in 

the field and other researchers (Merriam 2009). When ensuring that our qualitative 

research is trustworthy and rigor we will refer to traditional terminology of validity and 

reliability (Merriam, 1994). 

 

3.7.1 Validity  

Bryman & Bell (2005) argues that one of the most important criteria concerning 

research is the validity of the research. The validity of research is concerned with the 

questions surrounding if the conclusions made are linked to each other or not. When 

ensuring the validity of your research there is two things to review, internal and external 

validity (Merriam, 2009). Internal validity is concerned with how the findings in your 

research match the reality (Merriam, 2009). This is further strengthened by Bryman & 

Bell (2005) who argues that internal validity is concerned with whether conclusions 
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made are valid or not.  While the external validity concerns how the findings in a study 

can be applied to other situations and how generalizing the research conducted is 

(Merriam, 2009). Bryman & Bell (2005) claims that external validity raises questions 

concerning whether the result from research may be generalized outside from the 

investigated subject. The external validity is therefore important when questions 

concerning the chosen investigation individuals or organizations are chosen. 

Furthermore, Bryman & Bell (2005) explains that validity usually makes a distinction 

between a number of different types of validity; face validity, concurrent validity, 

predictive validity, construct validity and convergent validity. The different types of 

validity are concerned with different ways of evaluating the validity. Face validity is 

concerned with the development of new measures, and that the researcher can prove that 

the face validity of the measure is sufficient enough to reflect the content of the 

measure. To evaluate the concurrent validity of a measure the researcher can use a 

criteria, from which the researcher knows that in different cases it will differ, for 

example from person to person and that this is relevant for the measure investigated. 

Predictive validity can also be used to evaluate the validity of research. What sets 

predictive- and concurrent validity apart is that in predictive validity the criteria’s used 

are future criteria’s instead of contemporary criteria as in the case of concurrent validity 

(Bryman & Bell, 2005). The fourth validity presented by Bryman & Bell (2005) is the 

construct validity which provides the researcher to from a theory deduct a hypothesis 

which is relevant to the concept in question. According to Bryman & Bell (2005) some 

researchers argues that validity should be evaluated based on a comparison between 

other measures of the concept, which have been created from another approach, this is 

convergent validity. 

 

Merriam (2009) claims that qualitative research never catches an objective truth or 

reality. According to Merriam (2009) one of the most well-known strategies to support 

internal validity is the triangulation approach. When using a triangulation approach it 

will mean that the researcher look at what they are researching through at least two 

perspectives at the same time, with the use of two or more investigators, research 

groups or groups of companies (Wisker, 2009). According to Merriam (2009) there are 

four ways that researchers can use triangulation; using multiple methods, sources of 

data, investigators and theories. In our research we have applied triangulation to ensure 

validity trough sources of data, investigators and theories. We have performed our 
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interviews with different people, in different places at different times. We have used 

investigator triangulations since the two of us have collected the information. 

Theoretical triangulation has been used through the usage of different theories. To 

enhance our validity on data collected we would like to emphasize that when we 

analyzed the gathered data we did it individually in order to produce a fair picture of the 

interviewees’ answers.   

 

3.7.2 Reliability                                                      

Reliability concerns the question regarding if the results from investigations would be 

the same if they were executed again, in the same way, or if factors such as coincidence 

have led to the results produced. From this it becomes evident that reliability concerns 

the consistency and reliability of the research (Bryman & Bell, 2005). Bryman & Bell 

(2005) continues to claim that three dimensions are important to consider when looking 

at the reliability; stability, internal reliability and interrater reliability. Stability is 

concerned with if the result can be valid over time and is stable enough not to fluctuate 

and change depending on respondents. Internal reliability is concerned with the question 

whether the indicators that make up a scale or an index are reliable and consistent 

(Bryman & Bell, 2005). Lapan, Quartaroli & Riemer (2012) also refers to internal 

reliability as the degree to which other researchers would agree with the data analysis 

and conclusion. In order to have a commendable internal reliability we have followed 

Lapan et al (2012) advice on reducing the threats from internal reliability. Furthermore, 

Bryman & Bell (2005) refers to the term interrater reliability, this term is related to 

research concerned with subjective assessments, and for example when the purpose is to 

translate data to categories. This term is often used when multiple researchers, and their 

interpretations of the data is different and does not correspond which in turn affects the 

reliability of the research. 

 

Lapan et al (2012) refers to the term external reliability. External reliability is often a 

term that gets mixed up with validity. External reliability however, is to which extent 

the results in one research can be replicated by other researchers. However, they stress 

that no research can be replicated in an exact manner since it personalistic, hence no 

researcher works just like another. Merriam (2009) stresses that it is important that the 

results are consistent with the data that has been collected. 
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We have in accordance with Lapan et al (2012) had our interviews recorded and 

transcribed in order to preserve the data and have a data trail that can be reviewed. We 

have also used as descriptive terms as possible in our thesis, and narrated the readers 

through concepts and empirical data. We have also performed member checks where we 

have asked the informants to precise their answer again over e-mail where we have 

found it hard to interpret what they mean. 

 

3.8 Selection of Case Firms and Interviewees  

When we started our research and came up with our research questions, we wanted to 

find Scandinavian companies with extensive experience from working with projects on 

African markets. This in order for our interviews to give us the necessary information, 

and our interviewees to have the knowledge that we do not have. For us to come in 

contact with these firms we started looking at large Scandinavian actors that has their 

main business in projects, with extensive experience of projects in Africa. We then 

proceeded to call their operator and got a hold of key players who all have decision 

making authority. 

 

3.8.1 ElTel  

ElTel is a provider of technical services for infrastructure networks, which they call 

Intranets. ElTel has their business in, power, communication, transportation and 

security. ElTel are today working with projects in Africa mainly concerning power. 

2014 ElTel had a net sell of 1.242 million Euro and today they have around 8 600 

employees worldwide.  

 

Bo Samuelsson - As Interim Manager acting as Head of Operations for the 

International Division. The International Division is primarily engaged in projects 

building Transmission lines, High Voltage Substations and Rural Electrification in 

countries outside of EU such as Africa, Asia, Balkans and CIS. 

 

Bengt Röstlund – Local project leader for ElTel in Zambia. Röstlund has over 25 years 

of experience from working with project in both Asia and Africa. 
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3.8.2 Sweco                                                  

Sweco is a company that provides consultant services with high knowledge content 

throughout a client's project chain. Sweco carries out tens of thousands of project 

annually and conduct project exports to 80 countries worldwide, including countries on 

the African continent. Sweco also has 60 years of project business experience in Africa. 

Today Sweco has around 9 000 employees and a turnover that is about 9 billion SEK. 

 

Kaj Möller - Works as Head of Exports at Sweco, Kaj has among many things 

competences in International Project Management, Project Coordination, Project 

appraisal, Contract Negotiations and Construction.   
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4. Empirical Data 

This chapter will present the empirical findings from our interviews. The data will be 

divided into the six phases of project business and between the two case companies. 

 

4.1 Search ElTel  

Bo Samuelsson explains that when ElTel search for projects in Africa, they have a 

number of core countries that they possess knowledge and previous experience from. 

Besides their core markets ElTel also look towards new markets that they examine 

continually due to possible future potential and opportunities. We cannot cover the 

whole continent therefore there are also countries that we do not look towards explains 

Samuelsson, however, if possibilities arise often through network connections they are 

able to look towards those markets as well. Samuelsson emphasizes the importance of 

economic and political stability in the countries they do business in. This view is also 

shared by Bengt Röstlund who argues that it is important to hover over the continent in 

order to find potential projects to market themselves towards. Röstlund continues to 

explain that it is important to have a local presence on the market to get knowledge 

about the differences among the 53 African nations. 

 

Opportunities  

Samuelsson describes that opportunities are often found through visits in potential 

countries where ElTel personnel network with key players within the industry. Röstlund 

states that there are very few customers in each country, and that the networks are 

relatively small. Another way to network and find projects are trough project fairs that 

ElTel visits. Through these networks ElTel gains access to knowledge concerning 

technical- and financial specifications and also knowledge about what kinds of projects 

that is in the pipeline for the future. Samuelsson emphasizes the importance of 

multilateral banks in their network as they often provide project opportunities through 

financial support. If the economic climate on the market is stable enough we can also go 

to private banks to look for financing explains Samuelsson. Furthermore, well-

established relations within relevant ministries and industry people and organizations 

are also important when searching for opportunities. Samuelsson states that it is overall 

the most well established and long-term relationships that provide the best 

opportunities; this is also something which Röstlund argues. 
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Risk 

Samuelsson clarifies that well established relationships are one of the most important 

risk reducing factors. Röstlund explains that the turnover of personnel in Africa often is 

large and that it is important to be updated about the network of partners and 

customers.  Röstlund articulates that it is important to find African partners who know 

the market and how work is done in that specific country. 

 

Samuelsson emphasizes the importance of cooperating with bilateral- and multilateral 

banks that has knowledge about the market behind you in the project to provide you 

with financial security. Financial security can also be provided by private banks if the 

economic situation is stable. Financial support and safety is one of the most important 

risk reducing factors when doing business in Africa according to Samuelsson. 

Samuelsson explains that risks in the search phase often arise from cultural differences. 

Röstlund explains that it is crucial to understand that Africa is 53 individual countries 

with their own cultures. As a risk reducing tool, ElTel uses agents that has knowledge 

about the market and culture of doing business.  

 

4.2 Search Sweco                                              

Kaj Möller explains that Sweco mainly are proactive in finding projects. Sweco most 

often look towards projects that are subject to public financing in their search phase, it 

is very seldom that the customer comes directly to them and presents a project. The 

financing is often provided by bilateral support, such as financing from example SIDA, 

or other development banks and organizations. However, the financing can also be done 

through private banks. Sweco often find their projects through development websites 

such as Development Business Today, which is a site where public procurement 

projects in Africa are displayed. Möller describes the search phase as being much 

atomized. Furthermore, Möller express that what Sweco looks for, is projects where 

there is a clear need, and where there is financing provided to the customer. 
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Opportunities  

According to Möller Sweco find opportunities in that their brand name is strong and 

well established. Sweco also has experience from working with large corporation such 

as Volvo and Scania. In the search phase Möller explain that one have to be aware of 

that the industry Sweco are operating in is relatively niched - we are aware of the 

transmission net in Africa and what is going on and what is needed there explains 

Möller. Möller describes that Sweco also can receive monetary support from the 

Swedish Department of Foreign Affairs (UD) which purpose is to investigate and kick 

start projects in Africa. He further describe that one important part in the search phase is 

to have a clear view of how the financing situation for the project is. Some projects are 

also financed through private banks, and it is therefore important to know what the 

project purchasing actors are up to and keep a good relationship with them so you know 

what projects that can be available in the future. 

 

Risk 

Möller elucidates that knowledge concerning technical aspects of the project are 

important in the search phase. It is also a lot of people that needs to be coordinated, i.e. 

consultants, financing and own personnel. Möller also describes that one major risk in 

the search phase is that you allocate resources to search for and, investigate projects, 

and end up not finding any possibilities for further work. Furthermore, Möller claims 

that it is hard to foresee how much support you can get from governmental organs in the 

search phase. Since the support varies depending on the policies of the current ruling 

parties. Möller clarifies that one risk reducing factor in the search phase is to conduct a 

pre study that shows the workability and profitability of the project that you can show to 

the financiers. 

 

4.3 Preparation ElTel                                  

Samuelsson explains that the preparation phase is a lot more straight forward compared 

to the search phase. The preparation phase is mainly concerned with technology and so 

forth. Samuelsson continues to explain that other aspects of the preparation phase 

concerns screening the project and project purchaser. Is the customer price aware, 

focused on quality or technology? This is done through agents or ElTel personnel that 
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are present on the market. Röstlund clarifies that most of the time ElTel hire one of the 

big consultant agencies i.e. KPMG, PWC or Ernst & Young, so that the customer get 

what he wants. In the preparation phase the main objective is to solve the financing. 

This is done through work with banks, but also with help from the Swedish export 

credit committee (SEK), or the Export Credit Institute (EKN) says Samuelsson. 

Röstlund continues to explain that it is in this phase that you create the network and find 

the partners to support and contribute to the project. This is done through comparing 

different actors to see who fits best according to Röstlund. 

 

Opportunities  

Trough ElTels networks they are able to provide the customer with financing solutions 

through banks and organizations such as EKN and SEK. This is something that the 

customer often has trouble doing on their own according to Samuelsson. Röstlund 

explains that they do not wish to do projects without EKN as a security. Röstlund also 

states that it is trough a good preparation phase that you win projects. 

 

Risk 

Samuelsson enlightens that one main risk in the preparation phase is that you prepare 

for a bidding which costs time and money, and that you in the end do not win the 

project. Röstlund strengthen this by saying that it is hard to know the relevancy of all 

the different components and parts of the project. Another risk factor is also dependent 

on what country you work in, and how the political and economic situation is in that 

particular country. Additional risk is that the project does not get any financing which 

means that there will be no project. For this not to happen a close relationship with 

banks, multilateral banks and institutes are important in order to receive financing. 

Financing here is also an important part, and banks yet again play a key role in the 

network according to Samuelsson. 
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4.4 Preparation Sweco  

Möller explains that the preparation phase is about gathering the right team for the 

project. Consisting of both own personnel and external partners both on the home and 

target market. Möller describes this phase as a form of beauty contest where you need to 

attract your partners to work with you instead of your competition. Möller explains that 

nations in Africa often have difficulties to pay on time, therefore Möller emphasize the 

importance of having EKN as a partner that can provide you with a payment warranty. 

 

Opportunities  

Swedish companies have a good reputation abroad and are seen as easy to work with 

and fair according to Möller. Möller explains that in order to secure a project you need 

to have all the qualifications and a good resume, with experience from working in 

Africa. Möller argues that this is something that has been very beneficial for Sweco due 

to their experience in Africa.  

 

Risk 

Möller claims that on African markets the selection of skilled local partners are often 

limited. Therefore, you need to be quick in attracting the right partners for the project. 

Möller continues to explain that people who are required to play key roles in the project 

might be booked on other projects for years ahead, this can make it hard to find the right 

people within the organization for each project says Möller. Möller explain that Sweden 

lack financing options from private banks on the home market, which he mentions that 

other countries such as Germany, The U.S and France have, where they can cooperate 

with home market banks when doing projects. Möller emphasize that he would see it as 

beneficial if Swedish banks could offer more when it comes to project exports from 

Sweden. Long lasting and strong relationships could be beneficial and risk reducing for 

Swedish project export says Möller.  
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4.5 Bidding ElTel       

Samuelsson clarifies that it is crucial that you come well prepared to the bidding phase. 

Samuelsson states that the bidding phase is often very hectic, if you have missed or 

overlooked something in previous phases it is very hard to find the time to do it in this 

phase, this because the bidding will decide if you win the project or not. During the 

bidding phase a quote is created based on the customer specifications. In this phase it is 

crucial that financing is secured. Another important aspect is the cooperation with your 

business partners in order to create a correct quote says Samuelsson. In this phase it 

could be useful to hire consultants or extra personnel due to the width of the task. Often 

the network that is going to be used during the project is established in the bidding 

phase. Here the use of previous partners is often the case if it is possible argues 

Samuelsson. 

 

Opportunities 

Samuelsson explains that if you have prepared well, and worked together with your 

network partners in the previous phases and during the creation of the quote. The 

opportunity here is that the project will be won for your company. The networks in this 

phase provide ElTel with the opportunity to create a quote that is the best, and provide a 

full solution with financing for the customer.   

 

Risk 

Samuelsson explains that when working on African markets the customer is many times 

broke and cannot pay by themselves. Therefore the financing aspect is crucial for the 

project to proceed. Good cooperation with banks and financing institutes is of most 

importance. If you can provide financing, the customer will also feel comfortable with 

your quote. The creation of a quote can often cost millions of Swedish Crowns. 

Therefore, it is important to have a good cooperation with your sub-suppliers, to make it 

possible to outsource parts of the quote to the partners in order to minimize the costs, 

risks and to make it more specific and correct says Samuelsson. Other risks can come 

from the customer because he has to motivate why they want to do this project to their 

parliament or government. An aspect of corruption on the African market is also 

important to consider when working in Africa according to Samuelsson. Samuelsson 
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describes that after the quote has been dropped, it is sort of a no man's land between the 

bidding and the negotiation phase where the bids are being evaluated by the customer. 

This can be a bit risky in Africa due to that many countries have a relatively high level 

of corruption. It is important for us that this is done in an as transparent way as possible 

explains both Samuelsson and Röstlund.   

 

4.6 Bidding Sweco  

According to Möller bidding is where Sweco hands over their offer to the purchaser. 

With a description of how the project is to be handled, including cost, material etc. 

 

Opportunities 

Möller explains that Sweden today has a very business promoting foreign affairs 

organization which includes the Swedish embassies. Möller states that this is of great 

help when doing business in Africa. Möller describe that embassies often help 

companies with attending biddings and present offers when Sweco for example cannot 

send personnel to attend these meetings. Möller strongly emphasize the help from 

Swedish embassies in the bidding phase and describes an example of an ongoing 

complaint that Sweco have towards a customer, where they feel that the customer is 

favoring another bidder. In this case the Swedish embassy is helping Sweco to forward 

a complaint or statement. Möller continues to explain that the use of consultant agencies 

such as KPMG and Ernst & Young can be of help when you need to understand how the 

market and bidding works. 

 

Risk  

Möller explains that there are many complex tasks during the bidding phase. He also 

states that sometimes a purchaser can be more favorable toward one certain bidder, even 

though it is a public procurement. Möller explains that the embassies are of help in 

forwarding complaints when these situations arise. 
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4.7 Negotiations ElTel  

According to Samuelsson in the negation phase the terms of the project are discussed 

and evaluated between the project purchaser and marketer. After this negotiation, the 

contract of the project will hopefully be secured. This phase is dominated by financial 

discussion about price and technical specifications. It is important to have an extensive 

look at the terms of the financial contract before signing it. This phase still involves 

contact with suppliers in order to provide the purchaser with the right material at the 

right price. Having a good relationship with many suppliers can be crucial says 

Samuelsson. Furthermore, Röstlund explains that this is a rather formalized phase where 

there is not really too much to change. It is concerned with payment terms and other 

formalia such as stamping of documents. Röstlund further explains that the level of 

bureaucracy often is very high in African countries. 

 

Opportunities  

Samuelsson explains that the partner of ElTel provides opportunities in this phase, for 

example banks and other financial institutes provide the opportunity of financing which 

many times is crucial for African customers. Many times the suppliers ElTel work with 

can provide necessary parts to the project which are of good quality. Samuelsson 

stresses the importance to have an ongoing dialogue with the project partners also in 

this phase in order to be flexible to the buyer’s demands and needs. It is good to have 

many suppliers according to Samuelsson, because then you can play them against each 

other for a cheaper price, since some of them are in competition with each other. 

Röstlund explains that through discussions with the customer, who many times is 

unaware of technical specifications and other factors concerning the project. ElTel has 

the opportunity of getting a higher profit by changing technical specifications and other 

things about the project. 

 

Risk  

A risk in this phase is that the customer loses interest in the project which can result in a 

lost sale. A sign of lost interest might be that the customer becomes quite during this 

phase, then you are in danger explain Samuelsson. Samuelsson continues to mention the 

aspect of providing a financial solution to the customer and the right material. He 
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further explains that in this phase of the project the network is established for the rest of 

the project and it is important that you can show which actors that will be involved to 

provide the customer with a sense of safety and reliability. Samuelsson explains that to 

get an overview of the risks involved in a project that is used in this phase by ElTel is to 

perform a risk-review which analyses the actors of the project, costs and other risks. 

Furthermore, to provide a sense of safety and reliability for the customer ElTel does 

also work with two project-leaders, one situated in Sweden and one in the foreign 

market. Röstlund explains that one problem in the negotiation phase when working in 

Africa is that this phase may be very time consuming. Sometimes you do not get 

straight answers quick, or at all. Which means that you sometimes have to kick start the 

project without waiting for an answer from the customer. This might make the customer 

feel over-run says Röstlund.     

 

4.8 Negotiations Sweco 

Möller mentions that there are not many risks or opportunities in the negotiation phase, 

since their contracts are pretty simple and standardized according to FIDIC. This is a 

global branch organization for contracts concerning consultant services. FIDIC will also 

provide a middlemen to resolve contract disputes if it is needed explains Möller. 

 

4.9 Implementation ElTel  

Samuelsson describes implementation as a very complex phase when working with 

projects on African markets, due to fact that the implementation often is disturbed by 

delays, problems concerning payment and coordination of activities and personnel. 

Röstlund explains that this phase is dominated by the coordination of physical assets 

and personnel, both ElTels own and sub suppliers’ assets. The phase starts after the 

contract has been signed and all the requests are cleared and both parties are satisfied. 

Furthermore, due to these implications it is hard to follow the planned time-frame, and 

very seldom the specifications and time-plan is followed as scheduled. This is also due 

to the fact that many times obstacles that were hard or impossible to foresee arise 

explain Samuelsson. He further describe that a lot of the work in the implementation 

phase is dependent on the customer, for example customs clearing for material, down 

payment and mapping of construction. Samuelsson explains an example where the 
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construction of a power-line went through a cemetery and had to be re-directed. On 

many occasions the customers also have to be in contact with governmental actors. 

Röstlund explains that it is good to have a lot of resources in this phase so that you can 

push through if you encounter any obstacles. 

 

Opportunities  

Samuelsson does not mention opportunities in this phase; he speaks mainly about the 

risks that arise and how to in a good way manage these risks. However, Samuelsson 

does mention that many of the partners that ElTel are working with are on location to be 

able to help with difficulties that may arise - they can help us with their network says 

Samuelsson. Röstlund explains that it is preferred if you can create new relationships 

that in the long-run can be used for future projects. It is also a good phase to strengthen 

already existing relationships 

 

Risk   

Samuelsson describes that many risks in this phase arise from external factors that are 

hard for ElTel to control. For example, Röstlund explains about the recent strikes 

among lorry drivers in Tanzania that has delayed their project. In Africa one of the 

major risk factors according to Samuelsson is the risk of not getting paid, at all or as 

according to the contract. Samuelsson continues to explain that to deal with this 

problem ElTel has secured themselves to get paid in case they do not get paid from the 

customer, by working with banks and other financial institutes that take on the task of 

collecting the debt from the customer if ElTel does not get paid. Furthermore, ElTel 

does always demand a down payment of for example 20% of the total cost before they 

start implementing projects. Another risk when working with projects on African 

markets are according to Samuelsson the risk of delayed projects, You can never be late 

in Africa is a quote used to describe this problem says Samuelsson and he continues to 

describe a project that they performed in Angola that was estimated to take two years 

but ended up taking seven due to external factors. Another important thing to consider 

in order minimize risk is according to Samuelsson to use experienced personnel on site. 

Furthermore, when working on African markets today, a big problem or risk is that 
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many of the partners you are working with lacks the necessary experience says 

Röstlund.  He continues to describe that if you have not provided the project with a 

large size of resources, this phase can turn out to be time consuming and expensive. 

Röstlund explains that one main risk is working with bad entrepreneurs and bad 

customers. Furthermore another risk in the network is the government which is hard to 

control and work with. 

 

4.10 Implementation Sweco  

Möller explains that this phase is about implementing the project which includes 

acquiring all material and constructing the quoted material. As well as coordinating the 

project with partners, personnel, sub-contractors and the project purchaser. It is not too 

much to discuss says Möller. It is all about coordinating, implementing and executing 

the project. 

 

Opportunities  

According to Möller opportunities can be found through good cooperation within the 

networks and strengthening the relationships. During the implementation phase there is 

a good opportunity to strengthen bonds with bilateral, multilateral and private financial 

actors. He also explains that good connections and the possibility to find Swedish banks 

that are willing to finance projects together with the project marketer is a possibility by 

showing good implementation. This bond with Swedish actors could be a way to 

promote long term project success according to Möller. 

 

Risk  

Möller explains that risks can be found in the cooperation with partners and the ability 

to get everything to run smoothly. Möller also mentions external factors that are always 

a risk when working in Africa, i.e. payment-, political-, safety and health risks when 

working on African markets. 
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4.11 Transition ElTel  

Samuelsson describes the transition phase as the time when ElTel finishes a project and 

moves on to a new project. Samuelsson says that this is one of the toughest things to do 

is to make the last touches on a project. Activities involved in this phase are 

documentation of the project, payments and handing over the finished project to the 

purchaser. Samuelsson describes this phase as putting the last nail in the coffin, 

sometimes it seems like there is no end to it… 

 

Opportunities  

Samuelsson clarifies that the transition phase is a good time to develop continued 

relationships with the involved actors and that it could be an opportunity to follow the 

involved actors into new markets and projects. Röstlund agrees with this and say that he 

prefers to develop new projects together with previous customers; he continues to 

explain that ElTel could be more active in their after sales networking. Samuelsson 

describes that there would be less risk if you can work with the same actors in new 

projects. Samuelsson also explains that through a more involved relationship you can 

get a deeper knowledge and benefit more from each other. He continues to state that it is 

important to take care of existing relationships. Röstlund argues that ElTel many times 

keep in contact with customers and sub-contractors on markets that they do not have 

any business in, at the moment. Examples according to Röstlund can be found in Ghana 

and Botswana. 

 

Risk  

Samuelsson explains that after a finished project the purchaser will want to hold on to 

10% of the payment until the warranty time runs out. In order for ElTel to receive the 

entire payment they have to acquire a bank warranty that will secure the last 10% of the 

payment. He further explains that it sometimes is hard to let the project go when the 

warranty starts and that it might be costly to maintain personnel on site during that time. 

ElTel sometimes deals with this by using their subcontractors as responsible during the 

warranty time, if they feel comfortable with it. Samuelsson explains that ElTel do not 

have a structured or formal way in order to maintain long-lasting relationships. Röstlund 
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describes that one risk is that if you continue to develop new projects with the customer, 

like they did in Botswana, and end up not getting it. You have made a financial loss. 

 

4.12 Transition Sweco  

Möller explains that in the transition phase Sweco tries to end the project. It is also in 

this phase that they move into new project that they have searched for continuously. 

 

Opportunities  

Möller explains that he thinks that the creation of long-term relationships is important. 

However, he declares that Sweco do not have a structured way or a policy of how they 

are to maintain long-term relationships. Möller also emphasize that it is preferred if you 

can work with actors that you have had a good working process and relationships with 

in previous projects when performing new projects. 

 

Risk  

Möller explains that Sweco does not have a formal way or policy on maintaining long-

term relationships. He explains that most relationships are informal and between 

individual actors in the organizations. Möller explains that Sweco today do not have any 

plans on establishing a policy on how to maintain long-term relationships, but 

emphasizes that he see them as very important when doing project business on African 

markets. 
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5. Analysis 

In this chapter the empirical data will be analysed in relation to the theoretical 

framework. The empirical data will be analysed using the six phases of project business 

as foundation. During the analysis focus lies on risks and opportunities from a network 

perspective. 

 

5.1 Search 

Cova & Holstius (1993) explains that the search phase is where a company scans the 

environment for potential projects. This corresponds well with what our informants 

explain in the search phase where Samuelsson emphasizes the importance of visiting 

trade fairs to scan for potential projects. Röstlund argues that it is important to hover 

over the continent in order to scan the environment for potential. Möller explains that a 

proactive marketing approach is important and that most of their projects are found 

through scanning project websites such as Business Development Today. Even though 

different approaches might be used, all of the interviewees show that it is important to 

be proactive when searching for projects since projects are rarely given to you, due to 

that most projects are public procurement. 

 

Opportunities  

Owusu et al (2007) explains that an essential characteristic of project business is that 

you use previous network partners when performing new projects. We think that this is 

something that companies should try to do. Since working with partners that you know 

about will make you feel less uncertain and be able to commit more as Figueira-de-

Lemos et al (2011) show in the study about commitment reducing uncertainty and risk. 

We found that all our informants also see the benefit from working with previous actors 

as a risk reducing factors when doing project business in Africa. Searching for projects 

with previous network partners is agreed as preferable by all three interviewees. 

 

Johanson & Vahlne (2009) talk about internationalization through network partners; this 

is something that Samuelsson says is something ElTel prefer. Samuelsson explains that 

they will consider entering a new market together with a network partner if they have 
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identified an opportunity there. This since opportunities often is interrelated to other 

actors according to Johanson & Vahlne (2009). All informants highlight the importance 

to have an ongoing and well developed relationship with financiers of projects such as 

bilateral organizations, for example SIDA and bilateral and multilateral banks in order 

to see what projects they are interested in financing. However, our respondents also 

explain that the use of private banks can be beneficial if a project is not subject for 

public procurement.     

 

Risk   

Johanson & Mattsson (1988) explains that a firm's interaction with other network actors 

positions the firm in the network. This might in turn determine the possibilities and 

restrictions of the firm. This is something we see as relatively dangerous when working 

on African markets since the payment power of the purchaser is relatively low. Our 

interviewees do all emphasize the importance of having the financing secured before 

you move into the preparation phase. This may in relation to what Johanson & Mattsson 

(1988) say about firm position in the network put ElTel and Sweco at the risk of only 

being able to carry out the projects that project financiers are interested in conducting. 

 

 Johansson & Mattsson (1988) and Håkansson & Ford (2002) argues that networks are 

changing at all times, Röstlund emphasize that being local is important in the search 

phase, since the turnover of personnel often is very high on African markets, which will 

mean that the networks and relationships are always changing. Möller also states that 

Sweco always do a pre study of their project in order to understand which actors that 

will be involved and how profitable the project might be. Since networks are always 

changing, both Samuelsson and Röstlund emphasize the importance of being local, to 

keep track of the organizations and actors changes. This can also be interpreted from 

Owusu et al (2007) and Cova et al (2002) who states that major difficulties and risks in 

project business often arise trough interactions with other actors.   
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5.2 Preparation  

According to Cova & Holstius (1993) the preparation phase is about influencing actors 

involved in the project in order to get information regarding the project. This is 

something that all our informants highlight as important, Samuelsson say that it is 

important to screen the project purchaser in order to know what he is looking for. 

Möller emphasize the importance of finding the right project team, where Röstlund 

states the same and continues to explain that you need to create your network around the 

project and find suitable partners. Both Samuelsson and Röstlund agree that it is 

important to hire local agents who know what the customer is looking for, in order to 

get the right information regarding the project. What our interviewees argues goes well 

in hand with what Håkansson & Ford (2002) argues considering the interdependence 

between firms and also that co-ordination between the firms is important. As can be 

seen it is important to have a broad view of the network in this phase, this in order to 

find the right partners for the right task. This is something that Johanson & Mattsson 

(1988) and Håkansson & Ford (2002) argues is important in order to understand the 

networks and take as much advantage of the resources and knowledge in them as 

possible. 

 

Opportunities  

Johanson & Mattsson (1988) explains that actors within networks all contribute with 

different resources for example technical-, planning-, economic- and legal knowledge. 

Håkansson & Ford (2002) continues to explain that by combining different resources 

from different actors you can create something valuable. All informants explain the 

importance of finding the right network partners for the project in order to be well 

prepared and be able to win the project. Möller says that a lot of times it is a beauty 

contest, and that you have to show your best side in order for the right suppliers, 

partners and other actors to choose to cooperate with you instead of your competition. 

Many of the network partners who the informants describe possess different resources 

and knowledge that together will create value for the project purchaser. We argue that 

Håkansson & Snehota (2006) explains the preparation of the project marketer well when 

they say that the organization loses its identity without it surrounding environment. For 

example both ElTel and Sweco would not be able to do successful projects on African 
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markets if they did not have good relationships with financing actors, consultants, 

suppliers and projects partners and warranty actors such as EKN.   

 

Risk 

Möller and Samuelsson emphasize the importance of having a secured financing- and 

warranty solution when working on African markets, due to the low payment power of 

African customers. This is the most important factor if you want to be able to do 

projects in Africa according to all informants. This might again relate to what Johanson 

& Mattsson (1988) says about being locked to a stronger network player, hence the 

banks have a lot of decision over what projects that will receive financing. As Owusu et 

al (2007) says, one of the main characteristics of project business is the involvement of 

great financial investment. A main uncertainty according to Cova et al (2002) is if the 

financing is not secured in the preparation phase is then who is going to pay for the 

project? Johanson & Mattsson (1988) explains that firms invest in the networks, to be 

able to influence it. However, since firms are interdependent on other firms within the 

networks the investments made does not always pay themselves back. Håkansson & 

Ford (2002) explains that it is often the company who invest the most in the networks 

that are possible to effects it in the most positive way. Due to the fact that both ElTel 

and Sweco are dependent on other actors when doing projects on African markets as 

described by all interviewees, the investments made in the preparation phase do not 

always lead to achieving the projects that you have been preparing for, hence, a major 

risk is that you make a financial loss in the preparation phase. 

 

5.3 Bidding  

Cova & Holstius (1993) explains that in the bidding phase all the information is 

gathered and the offer is prepared and presented to the purchaser. According to 

Samuelsson and Möller in this phase, the quote is handed over to the purchaser and that 

it is in this phase that you will know if you win the project or not. Samuelsson and 

Möller explain the importance of cooperation between sub-suppliers, financiers and 

consultants in order to prepare a correct quote. This is something that Håkansson & 

Ford (2002) argues; coordination of networks is of great importance due to the divisions 

of work within them. This is further strengthened by Samuelsson who explains the 
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importance of working together with your suppliers when creating the quote in order to 

be more correct and minimize the costs. 

 

Opportunities   

According to Samuelsson and Möller the prime opportunity in the bidding phase is to 

win the project. In order to do so you will have to be able to present a quote that takes 

into consideration the buyers wants and needs in the best possible way. This is done by 

coordinating the different ideas and resources with your network partners. This goes 

well in hand with what Håkansson & Ford (2002) argues; that it is very important with 

coordination between network actors in order to take as much advantage of their 

resources and knowledge as possible. As well as Johanson & Mattsson (1988) who 

argues that to do so it is important to have knowledge about your counterparts, this in 

order to understand how the other parties would operate when delivering their services 

to the project. 

 

Risk  

Owusu et al (2007) and Skaates et al (2002) explain that project business is complex 

and that every project sale is unique. This is strengthened by Möller who argues that the 

bidding phase is filled with many complex tasks. Other risks strengthened by both 

Möller and Samuelsson are arising from sources that are hard to control, such as 

governments and the purchasers way of handling the bidding. This connects to what 

Owusu, (2002), Owusu et al, (2007), Cova et al, (2002) say and what is shown in 

project business network map (Fig. 2) that among other things illustrates that the project 

purchaser has network actors that are not connected to the project marketer but still 

influence the project. Another aspect worth to considering which is emphasized by both 

Möller and Samuelsson is the corruption on African markets, which can become 

problematic in the bidding phase. 
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5.4 Negotiation 

Cova & Holstius (1993) explains that the negotiation phase is ongoing until the 

signature is on the contract. Samuelsson view of this is very similar he further explains 

that this phase is mainly concerned with financial and technical negotiations and 

ongoing until both parties are satisfied. Möller and Röstlund do not have too much to 

talk about in this phase and say that it is much formalized. 

 

Opportunities  

Johanson & Mattsson (1988) claims that when entering a new network sometimes the 

firm has to create new relationships. We argue that this is the case when working with a 

new customer as well. This since you do not always know what specifications and 

demands the customer will have. This means that firms will need to listen to the 

customer and be flexible in order to satisfy the customer. This can be related to what 

Samuelsson explains that in ElTels negotiations phase they have to have an ongoing 

dialog with the customer and partners in the network in order to be flexible to the 

customers’ demands and needs. Röstlund also argues that it is important to have a 

dialog with the customer since the purchaser might not always know what the best 

specifications for a project are. Samuelsson and Röstlund do also claim that it is 

important to use your existing network in this phase, for example the ability to provide 

financing. This correlates with Håkansson & Ford’s (2002) view where they claim that 

other network actors can provide possibilities and opportunities for the firm to take 

advantage of. In the negotiations phase this is most related to the financing and supplier 

actors that can provide you with opportunities according to Samuelsson, Röstlund and 

Möller.   

 

Risk  

A main risk reducing strategy according to Cova et al (2002) is the usage of a risk 

analysis before implementing a project. This is something that Samuelsson explains that 

ElTel do before they implement any project. Samuelsson explains that it is important to 

do a review over the costs and actors in a project this is similar to what Möller describes 

that Sweco conduct in the search phase. According to Partanen & Möller (2012) it is 
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important for firms within a network to cooperate in order to provide the best possible 

solution or service for the customer. This is something that Samuelsson says about the 

project in the negotiation phase, where it is important to show which actors that will be 

involved in the project, this to prevent the customer from losing interest. Cova et al 

(2002) does also mention the risk of pulling out of a project is related to commitment 

from the buyer. Möller does not explain much about the risks in this phase but argues 

for the usage of standardized contracts from FIDIC as a good risk reducing action. 

 

5.5 Implementation  

According to Cova & Holstius (1993) it is important for companies to supervise and 

ensure that the solution is being implemented and that the cooperation between the 

actors is working. All three interviewees describe the implementation phase in a similar 

way. Samuelsson explains that it is a complex phase where coordination is important. 

Röstlund describes that it is very much about coordinating both material and physical 

assets. Möller explains that the importance of coordinating; partners, personnel, 

subcontractors and the purchaser is crucial. 

 

Opportunities  

Johanson & Mattsson (1988) argues that it is important to have knowledge about each 

other to be able to conduct important business. This is something that all informants 

agree with, since the implementation phase is about coordination of tasks, actors and 

resources. This is also explained by Johansson & Vahlne (2009) who describe that 

opportunities are developed inside relationships, and when you can build on each 

other’s knowledge in order to create opportunities. This is both related to what Röstlund 

explains about that good cooperation can lead to stronger relationships which in turn 

can create new opportunities. Also to what Möller explains about showing good 

implementation and knowledge can lead to new opportunities with Swedish financiers 

that hopefully can lead to new projects. 
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Risk  

Owusu et al (2007) explains that one of the major uncertainties when doing project 

business is related to payment, who is going to pay and when is the payment going to be 

done? This is very important in the implementation phase, since the construction of the 

project has begun. Both Samuelsson and Möller emphasize the payment as a major 

external risk when working with African customers. Samuelsson explains that a good 

way to deal with the payment problem is to demand down payments and use debt 

collecting actors. Again Johanson & Mattsson’s (1988) statement about the importance 

of knowledge about a firm’s partners, this is strengthened by Röstlund who argues that 

it is important to work with personnel and partners that has experience from African 

markets. Since working with bad entrepreneurs and partners will make your firm look 

bad and perform below standards. Finding experienced personnel and partners in Africa 

is hard according to Röstlund and Samuelsson. We also want to connect this to what 

Möller explained in the preparation phase where he clarifies that key project players 

often are bound to already active projects and therefore it may be hard to allocate the 

right personnel to the right project.  

 

Håkansson & Ford (2002) explains that it is impossible for a firm to control the entire 

network and all actors involved. This becomes clear by what all informants explain 

about the governmental risk and other political risk which are hard to foresee and 

control. This since many times the customer is the one who is in contact with these 

institutions as shown in the project business network map (Fig. 2). 

 

Samuelsson presents a saying that you can never be late in Africa, Möller also explains 

that a risk in the implementation phase is to get the project to run smoothly, due to these 

factors communication is crucial. This is also something that Owusu et al (2007) 

highlights as important when doing project business. 

 

5.6 Transition  

According to Cova & Holstius (1993) the transition phase is about evaluating the 

finished project and gather the knowledge learned and use it in future projects. Cova & 

Holstius (1993) description of the transition phase somewhat relates to what both ElTel 

and Sweco do when transitioning from the implemented project into a new project. 

Möller and Samuelsson explain about the evaluation of projects in technical and 
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financial terms, but do not imply about any knowledge collection. Anyhow, we must 

assume that both firms use knowledge gathered in previous projects when performing 

new projects. Samuelsson explains that the transition phase is about finishing up the 

project and handing it over to the customer and moving on to new projects. Möller 

explains it in a similar way saying that Sweco finishes the projects and move on to new 

projects. 

 

Opportunities 

Owusu et al (2007) explains that there is no reason for a project marketer to dismiss the 

relationship with the project purchaser after the project is finished, and that there is a 

possibility to market projects towards previous customers. This is something that all 

informants also see as an opportunity. All three interviewees are interested in long-term 

project business opportunities. Röstlund puts strong emphasis on the opportunity to 

develop new projects together with previous customers. Johanson & Vahlne (2009) also 

explain that network partners can create new opportunities which Samuelsson also see 

as an opportunity, if you can follow partners into new projects and markets. Möller 

takes an example of German project business actors that through their strong 

relationships with German financiers can use each other in projects all over the world as 

has been seen in Bangkok. 

 

Risk  

Owusu et al (2007) explains that it is hard to develop long-term relationships in project 

business due to its characteristics. This is something that our interviewees describe as 

difficult, and say that they wish to do new projects with previous partners but do not 

have a policy or structured way of maintaining long-term relationships. We believe that 

this is influenced by the complexity and discontinuity of project business that Owusu et 

al (2007) describe. Owusu et al (2007) explains that to maintain long-term relationships 

the firm could use a specific strategy. However, this is not something that our 

informants talked about. Cova et al (2002) present that by maintaining long-term 

relationships firms have a possibility to find future projects, which both ElTel and 

Sweco would like to do according to the interviewees. Owusu et al (2007) explains that 

one of the major risks with project business is the payment. Samuelsson emphasize the 

importance of securing a bank warranty for the final 10%, that the customer usually will 
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want to hold on to until the warranty ends. Röstlund has also in previous phases 

explained the importance of securing payments, since many of the customers have a 

lack of financial resources. During the warranty time Samuelsson explains that they 

often use sub-contractors as responsible, this to reduce the cost of having ElTel staff on 

site during the warranty. This also shows the importance of being able to coordinate 

within your business networks and relationships in the transition phase. 
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6. Conclusion 

In this chapter the conclusion of our thesis will be presented. The conclusion starts with 

answering our two sub questions which provides understanding of our main research 

question which will be answered last. This chapter does also present the limitations of 

this thesis as well as; our practical- and theoretical contributions. Finally suggestions 

for further research are presented. 

 

 

During the discussion leading up to our main research question concerning how 

networks and relationships can provide Scandinavian firms with success when doing 

project business in Africa. To be able to understand how project business success can be 

achieved we argue that it is important to understand how firm's networks and 

relationships contribute to reduced risks in project business and also be able to provide 

the firm with opportunities. Hence we created two sub-questions concerning how 

networks and relationships reduce risks and provide opportunities when doing project 

business on African markets. As we conducted our research we have gained knowledge 

of what actors and factors in each project business phase described by Cova & Holstius 

(1993) that contributes with risk reduction and opportunity creation for the project 

marketer’s success in Africa.  

 

6.1 Answer to Research Questions 

Sub Question One (1) 

 

 

Håkansson & Ford (2002) explains that you need to establish relationships in order to 

take advantage of external possibilities. Johanson & Mattsson (1988) continues to 

explain that when entering new markets you will have to develop new relationships, 

continually. In order to take full advantage of your relationships it is important to have 

knowledge concerning each other. Through our case study it is clear that the project 

marketers’ networks and relationships are providing opportunities for project business 

success on African markets, not only in ongoing projects, but also in the process of 
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finding new project opportunities. Through our study we have understood that the 

creation of opportunities for successful project business cannot be tied to one single 

actor, but to the functioning of the network as a whole. Opportunities for successful 

projects can be divided into two sections; first there are actors that provide the project 

marketer with opportunities to do projects in Africa, such as financing- and warranty 

actors. Secondly, once the foundation for a successful project has been laid down, you 

need the rest of the network in order to grasp the opportunity of a successful project, 

and make it successful. Based on this it can be seen that different actors play a more 

important role in some phases of project business than other, but that they together 

create opportunities for a successful project. To conclude, it can be seen that long term 

relationships with actors in the firms’ networks is an important factor for the project 

marketer. This becomes important due to that the project marketer needs to have 

knowledge concerning their networks and relationships in order to know what they can 

offer the project purchaser.   

 

Through this research the identification of the most opportunity providing actors are:  

 Financing actors 

 Consultants  

 Suppliers  

 Warranty actors 

To take as much advantage from the opportunity providing actors as possible the most 

important activities the project marketer must conduct is: 

 Communication 

 Coordination 

 

To conclude sub question one; the project marketer is dependent on networks and 

relationships in order to create opportunities for successful project business on African 

markets, by providing the opportunity conduct a project and the opportunity to 

implement the project successfully. For a firms network to be as opportunity creating as 

possible it is important to develop long-term relationships and have the ability to 

understand the network as a whole and what all the actors will contribute with to the 

project. Hence, illustrating the importance of coordination and communication.    
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Sub Question Two (2) 

 

Johanson & Mattsson (1988) explains that it is important to have knowledge about the 

actors in the networks, this in order to understand the advantages it brings, and to do 

this Johanson & Mattsson (1988) argue that coordination is a crucial factor. Both ElTel 

and Sweco work closely with their networks to reduce risk. What can be seen is that 

many of the implications and difficulties that are described in project business literature 

such as the uncertainties that Cova et al (2002) and Owusu et al (2007) present 

concerning the project marketers networks and the interactions among network actors, 

can be answered or better understood if the project marketer takes a network perspective 

on the problem. Through our research it can be seen that actors surrounding the project 

marketer contributes with reducing the risk when working on African markets. 

However, which actor that is most risk reducing depends mainly on which stage of the 

project business cycle (Fig.1) the project marketer is in. Through the usage of close 

relationships and strong ties to your network partners the firm will have the ability to 

reduce risks and become successful. Some of the main risk reducing actors that are 

found through the study of Sweco and ElTel are: 

 Financing actors   

 Warranty actors  

 Consultants / Agents  

 Embassies and department of foreign affairs  

 

In order for the project marketer to be successful in their risk reduction we have also 

concluded some risk reducing activities that the project market should conduct.  

 Risk review  

 Coordination  

 Communication  

 

To conclude sub question two, project marketers working on African markets are very 

dependent on their networks and relationships in order to reduce risks. A firm’s network 

can provide secured financing, payments, local-, cultural- and technical knowledge 
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concerning the market and the project. In order for networks and relationships to be as 

risk reducing as possible for the project marketer we advise that a risk review of the 

networks is conducted. Other important activities in order for the networks and 

relationships to be risk reducing is coordination and communication between the 

relationships and network actors. 

 

Main Research Question  

 

By answering the sub questions we gained insight in how Scandinavian project 

marketers’ relationships and networks affect their project business in Africa. It is 

evident that the relationships and networks helps the project marketer both by reducing 

risks and contribute with opportunities. Many times the actors reducing risks are also 

the ones who create the most opportunities, therefore, risks and opportunities are often 

interrelated with each other. From this it becomes clear that the project marketers are 

dependent on their relationships and networks in order to do successful project business 

in Africa. However as described by Owusu (2007) and Cova & Holstius (1993) project 

business is a very complex and unique process, it does also consist of many different 

phases. This complexity and wideness of the subject makes it very important to be able 

to communicate and coordinate between actors in your networks. To conclude 

relationships and networks contribute to success by offering opportunities and risks 

reduction to Scandinavian project marketers. To take as much advantage as possible 

from relationships and networks coordination and communication is crucial.  

 

6.2 Limitations  

During this research empirical data has only been gathered from two project business 

firms and three respondents. Since the empirical data and analysis is based on the 

experiences from two firms and three respondents, we are aware of that answers and 

conclusions of thesis may not be possible to generalize on all Scandinavian project 
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marketers. Furthermore no country specific factors have been taken into consideration 

when conducting this thesis which may lead to implications that we cannot be aware of. 

 

6.3 Practical Recommendations  

Africa is growing rapidly, the increase in projects on African markets are growing along 

with the economic development to create a foundation for future economic- and social 

prosperity. This development has created and will create opportunities for firms 

involved in project business. We argue that Scandinavian firms should try and seize 

these opportunities. However, conducting project business on African markets is not 

easy. This thesis has shown that there are many uncertainties and risks that project 

business actors has to be aware of in order to do successful project business in Africa. In 

order to be able to do successful project business on African markets this thesis has 

shown that the firms’ networks and relationships are important in order to reduce risks 

and provide opportunities for success. To take as much advantage as possible from 

networks and relationships firms must try to coordinate activities and resources between 

network actors. An important tool in order to do this is to communicate and try to build 

long lasting relationships with your network partners.  

 

6.4 Theoretical Contribution  

In this thesis we have investigated theories related to project business and networks. 

From our study it can be seen that theories concerning project business are interrelated 

to the Network Model and the Revisited Uppsala Model of Internationalization. In this 

thesis we have enhanced the understanding of how firms networks and relationships 

contributes with reducing risks and providing opportunities when conducting project 

business on African markets. However, studies’ concerning project business and 

networks with a focus on risks and opportunities on African markets is subject to 

limited research. Due to the limited research on networks and project business on 

African markets, further studies needs to be conducted in order to provide the research 

area with more knowledge.   
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6.5  Recommendations for Further Research  

Due to that our research has been a case study of two Scandinavian project business 

actors; we suggest that future research could focus on investigating more Scandinavian 

project marketers in order to make a more generalizable conclusion on how networks 

and relationships can promote project business success in Africa. Another 

recommendation for future research is to research each phase in the project business 

cycle described by Cova & Holstius (1993) in more depth to provide deeper 

understanding of how each single phase of project business provides opportunities and 

risk reduction. Furthermore, Africa is divided into 53 different countries. As can be 

understood from this research each African nation is a sovereign state and therefore 

research needs to be conducted regarding each individual country in order to understand 

the opportunities and risks that each nations has to offer.          

 

Through this research understanding of the importance that financing has in project 

business is evident, one of the respondents also highlight the future importance of 

private financing from Scandinavia in order to promote future project business 

opportunities for Scandinavian firms. Based on this we suggest that future research can 

be conducted in the subject of how private Scandinavian financing actors could promote 

future project business.  
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Appendix 1 

Interview guide 

1. Can you describe how you work in the search phase from a network perspective 

with focus on risk and opportunities? 

a) Are relationships and networks important in the search phase? 

b) Is it important to be local during the search phase? 

c) Do you follow the development in Africa? 

d) Is it common to find projects through previous partners and customers? 

 

2. Can you describe how you work in the preparation phase from a network 

perspective with focus on risk and opportunities? 

a) Are you working locally during this phase, on project location? 

b) Are you trying to take advantage of your subcontractors networks as well? 

c) Is it direct contact with your subcontractors? 

d) Are you bargaining with your subcontractors? 

e) Is payment a big risk? 

 

3. Can you describe how you work in the bidding phase from a network 

perspective with focus on risk and opportunities? 

 

4. Can you describe how you work in the negotiation phase from a network 

perspective with focus on risk and opportunities? 

a) How many companies are invited to negotiations? 

b) Is most of the work done in earlier phases? 

c) Is unpredictability a risk when working on African markets? 

 

5. Can you describe how you work in the implementation phase from a network 

perspective with focus on risk and opportunities? 

a) Is it here you start to really invest in the project, is it hard to put a lot of resources in 

in the earlier phases? 

b) Do you often stick to the planning, concerning time, costs and specifications? 

c) Do you prefer to work with previous partners and customers? 

d) What are the main risks in the implementation phase? 

e) Is it time consuming? 

 

6. Can you describe how you work in the transition phase from a network 

perspective with focus on risk and opportunities? 
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a) Do you work actively to keep relations created during a project after it is finished? 

b) How do you do this? 

c) Is good relationships risk reducing? 

d) How do you interpret your network position? 

 

 
 


