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Abstract

The present work analyzes the expectations and relationships of the three key stakeholders involved in the construction project man-
agement process: the construction Promoter (the company that finances, owns and represents the interests of the client), the project
designers (the company that elaborates the construction project) and the builder (the company that executes the construction project).

In this article we propose an analysis of the project stakeholders’ expectations using the strategy canvas tool (a graphical model that
uses value curves as a way of measuring the evaluation of the key factors involved in the design of the construction project document).

The analysis aims to provide evidence on the phases, characteristics and documents of the construction project design and manage-
ment process better rated by the agents involved in the process. The analysis of the value curves will provide evidence on deficiencies in
the elaboration of the construction project document and will allow us to propose some solutions for certain situations. The work pre-
sented is based on the answers supplied by 111 interviewed people belonging to the three agents mentioned above.
� 2009 Elsevier Ltd and IPMA. All rights reserved.
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1. Introduction

Nowadays the business world is in constant change (Kim
and Mauborgne, 1999). Continual innovation is necessary
because market sectors are also highly dynamic and change-
able (Fernández, 2005; Drucker, 2002). Mention is fre-
quently made of customer focus when designing or
redesigning new products or services in organizations, but
it is also very true that this often does not lead to significant
results or achievements (Leonard and Rayport, 1997;
Huovila and Serén, 1998).

The planning of facilities can be viewed as an integrated
system in which different agents interact with the purpose
of materializing a new facility and obtaining some benefit.
The construction process, usually begins with an interest

for the Promoter and always exist the element that will
serve as link and guide among the different agents involved:
the construction project.

The construction project can be considered as a tool for
the design of new facilities. For years the construction pro-
ject process has been evolving to reach its present configu-
ration not only in terms of the documents layout but also
the related procedural methods.

One of the aims of this paper is to define the common
characteristics of present-day construction projects in Span-
ish practice. For this end we have studied which aspects are
better valued by the different agents involved in the process.
The stakeholders selected for the present study are: Public
administration or Private Promoters (depending on the
financial source), project designers and builders.

These stakeholders have been chosen as the most repre-
sentative, but the conclusions of this article are also applicable
to companies which have direct contact with the execution
of the construction projects, e.g. of technical assistance
and project management companies. The findings only are
applicable to companies directly related to construction
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projects because stakeholders from sub-sectors of the con-
struction industry, such as material and equipment suppli-
ers, have different expectations to the stakeholders above.

The tool that we have used is the strategy canvas (Kim
and Mauborgne, 2004), first developed by Chan Kim and
Renée Mauborgne in 1997 (Kim and Mauborgne, 1997)
and successfully applied to the design and re-design of
products and services.

2. Background

The construction project management involves numerous
participants: end users, Promoters, construction companies,
project designers, government/public bodies as well as a
large number of sub-contractors, suppliers and other entities.

The end product, whether civil engineering works or
buildings, is a complex combination of innumerable par-
ties, each with its own particular technology and human
resources. It is described solely by the construction project
through its designs, plans, technical specifications, etc.

The construction sector is complex. It is difficult to put
into one of the three main economic categories (primary,
secondary and tertiary). One fairly widespread opinion con-
siders it to be in an intermediate situation, half way between
industrial and service activities. But the construction activ-
ity presents further substantial doses of difficulty, configur-
ing a set of features that define the work to be carried out,
contractual relationships, and organization. Seen as a pro-
cess, it has two characteristics of production: it takes place
by commission or under request, and it is intermittent. The
peculiarities of construction as a productive activity are that
this industry is characterized by the production of heteroge-
neous and diverse goods, which are made in different places
and under different circumstances, with processes not ame-
nable to mechanization, and working on most occasions
under request, hence not being able to extend the scope of
its activity (SEOPAN, 2003; Merchán, 2000).

The market, moreover, is dominated by the demand for
each specific project, and the different bidders must com-
pete with each other to obtain the adjudication of the pro-
ject. In most cases, the contract is awarded to the lowest
bidder. Consequently the price of the product is formalized
prior to the production process. This prior determination
of the price has two consequences (Merchán, 2000):

� It forces the entrepreneur to narrow his profit margins;
even at a time of depression when he must present exces-
sively low prices in order to ensure that he remains in the
market, at the expense of zero or near-zero surpluses.
� The final price of the product usually presents substan-

tial variations from that agreed, especially at a time of
inflation.

In many countries, construction is one of the most
dynamic economic activities. This is the case of Spain,
where construction has experienced a dramatic growth in
the last years (SEOPAN, 2003). Additionally, more than

90% of the investment in civil works corresponds to public
administrations and affiliate companies.

A fundamental role in the development of this activity is
played by project engineers (Pellicer et al., 2004). Some
characteristics inherent to the construction project have
significant impact on the work to be done by these organi-
zations. As an illustration we can mention (Austin et al.,
1996):

� The needs of the client (Promoter, end users) are not
usually sufficiently defined and considered.
� The technical specifications or conditions established are

not documented and cannot, therefore, present clear
subsequent traceability.
� Some essential specifications (cost) are excluded from

the iterative process without paying attention to the
implications for the end product or its exploitation.
� The design process is not planned. It is difficult to find

procedural approaches that can be applicable to a wide
range of cases.
� The selection of the technical solutions chosen from among

the possible alternatives is not managed systematically.
� Javier Rui-Wamba assures that (Rui-Wamba, 1999).
� The traditional paths do not lead to the future.
� Working methods must change drastically.
� Current methods must not only be improved, but

transformed.

It is common to propose qualitative intervening actions
to improve project quality standards (Serpell and Fer-
nando, 1998), and to carry out analyzes of the causes
why projects generally end up extending their time frame
and increasing their cost (Shing-Tao, 2002). Nevertheless,
It is strange, to study project risks and uncertainties (de
la Cruz et al., 2006). This article aims to analyze the weak-
nesses in the Spanish construction projects occurring as a
consequence of the national economic situation, and to
propose feasible improvement actions.

Some affirmations commonly shared in the world of
construction projects have been well-read in the bibliogra-
phy (Merchán, 2000):

� Those who participate in the construction process
are not sufficiently aware that such a process is a chain
of contracts between different stakeholders. At any time,
the client has the power to demand the quality required.
Not taking this into account generates many problems.
� The importance of the technical studies prior to project

planning is undervalued. Much attention is paid to
bureaucratic and administrative aspects to the detriment
of technical aspects.
� Excessively tight deadlines are set for technical studies.
� All too often, the party commissioning the project con-

siders it to be a mere administrative formality in order to
obtain the construction license. This ignorance of what a
project really is, implies that quality is not demanded of
it, and it is not considered important.
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