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Abstract

The report addressed the topic of intangible resources, capabilities and strategy in relation to
construction logistics. This was done through a case study of NCC, a major Swedish
construction company. The background highlighted the relevance of this research based on
the lagging labor-productivity development within the construction industry, the lacking
amount of strategy found within construction logistics and further, the lacking
contextualization of the resource based view (RBV) to construction logistics. Followingly,
the report aimed to answer two questions, one regarding what intangible resources and
capabilities can be found to be insufficient at NCC, and the second regarding how NCC
should act strategically based on that. This was performed through a qualitative, single case
study utilizing semi-structured interviews and a thematic analysis. The report included
interviews with employees at NCC, a professor, as well as an external logistical partner. The
findings identified a set of themes based on codes which was later connected to theory in the
analysis section to answer the research questions. Regarding the first research question, the
report highlights how NCC can be seen to have insufficient organizational resources,
knowledge resources and managerial capabilities in relation to construction logistics. Further,
lacking dynamic capabilities was shown related to construction logistics through inadequate
help and support, cultural resistance, insufficient logistical education and unstructured
collaborations. The answer to the second research question is shown through a problem
solving model signaling that NCC ought to clearly define their logistical roles, create further
strategic congruence between projects and business areas as well as enforce stricter
requirements on construction logistics. Additionally, measures to develop logistical
knowledge must be performed, more project manager support is necessary and certain
documentation must be required. The report shines a light on the fact that construction
logistics within the Swedish context has the potential for many improvements related to
efficiency and competitive advantage. Regarding the theoretical contribution, the report
augments the RBV through a contextualization, providing groundwork to further the

understanding of strategy within construction logistics.
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1. Introduction

This report seeks to analyze the construction logistics of the construction company NCC AB
and further, their utilization of logistics consultants. The investigation seeks to analyze NCC
in relation to their intangible resources and capabilities within construction logistics, seeking
to highlight insufficiencies. This is done to provide insight into how these can be developed

going forward with a strategy for logistics.

This investigation was requested by NCC, thus highlighting a need for this knowledge.
However, an industry analysis provides further justification for this research. The Industry
background highlights unexamined issues related to an industry-wide lagging
labor-productivity development, something especially dire given the role the industry plays in
grand societal challenges. A potential connection between the lagging labor-productivity
development and construction logistics can be drawn based on the limited amount of strategic
work surrounding logistics in the Swedish construction sector. Thus, warranting more

research into how construction companies can work strategically with logistics.

To deepen the analysis, the resource-based view (RBV) is utilized. RBV is a theory that
allows for an analysis of resources and capabilities and their relation to a sustainable
competitive advantage (Barney, 1991). Therefore, it can be used to gain a further
understanding of how the resources and capabilities of a company relate to their ability to
perform logistical tasks. RBV has a long history, but the contextualization of it to the
construction industry is quite limited, especially in relation to construction logistics. To
further narrow and deepen the analysis, the focus of the RBV is cast upon the intangible

nature of resources and capabilities.

1.1 Industry Background

This report is created within the context of the construction industry. The construction
industry is a sector that creates, maintains and renovates buildings and infrastructure. The
industry is a major part of the economy which is supported by its 9% contribution to the
European Union gross domestic product, as well as the fact that it creates 18 million jobs
(European Commission, 2025). The European commission further argues that the sector

provides jobs, growth and potential to deal with the grand challenges of our time.



A fundamental issue related to the construction industry is highlighted by Barbosa et al.
(2017), where they point towards the issue of lagging labor-productivity increases in
comparison to other industries. According to them, the labor-productivity of the construction
industry has increased by 1 percent annually, which compared to the world economy at large
is much lower, being at 2,8 percent per year. This is a major problem for multiple reasons.
Firstly, it can be seen as a heavy cost for society seeing as an increase in productivity creates
more output for the same amount of input. Secondly, lagging productivity has major
implications for the societal challenges that the industry must address. One explanation of
this can be related to Agarwal et al. (2016), where they highlight that one cause of the lacking
productivity growth is related to the insufficient digitalization of the entire industry. They

describe the construction sector as one of the least digitalized industries.

However, it is possible to relate the lagging growth in labor-productivity in the construction
sector to construction logistics. Reports such as Fredriksson et al. (2024) describes the status
of construction logistics within the Swedish context as being mostly ad-hoc in terms of its
application. The authors argue that it is only 14% of the respondents within the survey who
utilize construction logistics setups, something signaling that the work with logistics is not

carried out with prior strategic intention for the most part within the Swedish context.

This is important seeing as Haglund and Rudberg (2022) pinpoint that strategy is highly
impactful in relation to construction logistics where they especially mention the importance
of strategic fit. The high amount of ad-hoc construction logistics described by Fredriksson et
al. (2024) can therefore potentially be seen to be related to lagging labor-productivity
increases within the entire sector. However, Haglund and Rudberg (2022) further discuss in
their case study that there are many factors standing in the way of implementing a fitting
strategy, those being related to top management misalignment, inertia from dominant internal
organizations and lacking incentives. Something that potentially can describe the ad-hoc
nature of construction logistics within the Swedish market described by Fredriksson et al.

(2024).

1.2 Firm Background

NCC is a prominent construction and property development enterprise within the Nordic
region. The company was established in 1988 through the merger of ABV and JCC, officially
forming the NCC Group. Initially operating under the name NCC Bygg AB, the company has



since evolved into a recognised leader in managing complex construction processes, driving

social development, and creating value for its stakeholders (NCC, 2025c).

The company's operations encompass a diverse portfolio of activities, including the
construction of schools, hospitals, residential buildings, industrial facilities, offices, and
large-scale infrastructure. Notably, NCC places a strong emphasis on promoting positive

societal outcomes.

Industrial Constructions and Civil Engineering Development

NCC Building NCC Building
Nordics Sweden

NCC Property
Infrastructure ans i Development

Sweden Denmark Sweden Sweden Sweden
Denmark Denmark

Norway Finland

Denmark Finland
Finland Norway

MNorway Norway

Figure 1: NCC Organization map. NCC (2025a)

The company's organization model as presented in Figure 1 is segmented into three core
segments, those being: Construction and Civil Engineering, Industrial and Development,
each with distinct business logic. Firstly: Industrial business, which is managed through the
NCC Industry business area. This segment specialises in stone material processing and
asphalt production, involving capital-intensive operations with fixed assets such as material
quarries and production facilities for crushed stone and asphalt. The next core segment:
Construction and Civil Engineering is conducted through four business areas, NCC
Infrastructure, NCC Building Nordics, NCC Building Sweden, and NCC Green Industry
Transformation. This segment's operations are oriented towards projects, with minimal
capital tied up, strong cash flow, and high operational flexibility. The final core segment is
the: Development business, which is operated under the organisation of NCC Property
Development. This segment's focus is on property development projects, involving the tying

up of capital in land acquisitions, development properties, and ongoing projects. This



transaction driven business area carries higher market risks due to the extensive development

cycles from land acquisition to project completion (NCC, 2025a).

In 2023, NCC reported revenues of 57 billion Swedish Krona (SEK) and approximately 12
200 employees globally. As a publicly listed company on Nasdaq Stockholm, NCC occupies

a dominant position in the Nordic construction sector, competing with other industry leaders

such as Skanska, Peab, Veidekke, and M (NCC, 2025b).

1.3 Theoretical Background

The RBV was the theoretical lens used in this report to analyze the intangible resources and
capabilities of NCC. RBV was of vital importance to the report due to its ability to relate the
internal aspects of NCC to the construction logistics and the utilization of logistics
consultants. This was something that allowed for a deeper theoretical coupling to important
topics such as sustained competitive advantage, something which allowed for the generation

of the prescriptive stances necessary for the answering of the research questions.

The RBV was formally introduced by Wernerfelt (1984) where the idea of analyzing a firm’s
internal resources as a source of strategy formulation was postulated. This framework was
later augmented by Barney (1991) who highlighted how a RBV could be used to analyze the
concept of sustained competitive advantage (SCA), while at the same time highlighting a
shift away from an external point of strategy analysis. Here, the view of resources was
extended to include assets, capabilities, organizational processes, knowledge and information
controlled by the firm. Furthermore, sustained competitive advantage was described as being
a unique value-generating activity that other firms are unable to perform. The proposed VRIN
framework consists of four parts according to Barney (1991), those resource-attributes being

whether a resource is valuable, rare, imperfectly imitable and non-substitutable.

The RBV was later widened by adding additional perspectives for analysis. One example of
these developments is Grant (1996), who further highlighted the importance of intangible

resources, with a specific focus on knowledge as the basis of SCA.

There is a connection between RBV and the construction industry in the literature; however,

it is limited. Zheng et al. (2017) for instance, utilized RBV to analyze leadership within the



construction industry, specifically focusing on project-based organizations. A major paper on
the topic was also written by Green et al. (2008) who explored how the RBV in conjunction
with dynamic capabilities could analyze strategic choices in the construction industry. Their
main finding was that path dependency was a very important factor in the development of
strategy, and additionally that strategy was a construction of a plethora of different actions by
different individuals. One more example of RBV connected to the construction industry is

Hazarika and Zhang (2019) who combined it with other theories to analyze eco-innovations.

1.4 Research Gap and Problem

Based on the background, a few notable knowledge gaps appear. The industry background
highlights that the industry is facing challenges regarding a lagging increase in
labor-productivity in comparison to other industries. Some of this can be attributed to a
lacking digitalization, however, the reason for this is largely unexamined, pointing towards a
need to examine this phenomenon more in depth. Given Fredriksson et al. (2024) who
pinpoints Swedish construction logistics as being largely ad-hoc in nature, this provides a
basis to analyze this area of the sector more specifically. Furthermore, although the RBV is a
broad theory accounting for how SCA can be achieved through an analysis of resources and
capabilities, the contextualization of it to the construction industry is limited to only a few
studies such as Green et al. (2008). However, they have a broad approach to the construction
sector, rather than a focus on logistics. Haglund and Rudberg (2022) investigates strategy in
relation to construction logistics, however from the theoretical basis of strategic fit. Hence, a
utilization of the RBV on construction logistics can followingly provide a deep internally
focused and resource-based analysis. An analysis that can highlight factors that can be related
to the increased productivity, sustainable competitive advantage and further strategic

implications for construction companies.

1.5 Purpose of the Study

Based on this, the purpose of this study is to examine the construction logistics and the
utilization of logistics consultants at NCC utilizing the RBV. The focus is on the on-site
logistics from a strategic and operational view, meaning that transport logistics are not
included in the report. Given the focus on providing strategic insight, the contextualization
will be focused on intangible resources and capabilities that can be seen to be lacking
currently. The organizational focus in this study is on the core segment Construction and

Civil Engineering and more specifically the business area of NCC Building Sweden as shown



in Figure 1 above. The reason for conducting this report is to increase the understanding of
why the industry is facing the issues previously described, as well as investigate how NCC
should navigate these issues, specifically related to the construction logistics. Therefore, this
study can be seen to shine a light on areas that have a high practical and timely relevance but

that are lacking empirical research.

1.5.1 Theoretical Aim

The theoretical aim of this report is to contextualize the RBV to the Swedish construction
industry and in extension the construction logistics taking place. This is done through a case
study of NCC. The analysis of this report is limited to intangible resources and capabilities in
order to narrow and deepen the analysis that can be performed. Therefore, the report seeks to
analyze how the theory can be implemented in this context and, in extension, in similar
contexts. Given the lack of literature connecting intangible resources to construction logistics,

this report seeks to further this understanding within the theory.

1.6 Research Question

To fulfill the purpose of the report, the following research questions will be answered:

1. What intangible resources and capabilities related to construction logistics are
lacking at NCC?
2. How should NCC act strategically to develop their logistic capabilities based on the

insufficient resources and capabilities identified?

2. Theoretical Framework

The theoretical framework includes the literature review that has been done. It's based on the
RBYV and analyzes topics including intangible resources, dynamic capabilities, capability

lifecycle, VRIN framework as well as the strategic implications of the view.

2.1 Resource Based View
The following section will analyze the RBV. The scope of the theoretical framework was
narrowed down to looking at intangible resources and capabilities, and how they relate to key

concepts within the theoretical view.
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2.1.1 Intangible Resources

Intangible resources are often attributed as an explanation for sustained competitive
advantage. This is true according to Hall (1992) who argues that competitive advantage arises
from differences in these intangible resources, and thus the capabilities of the firm. The idea
supported in his paper is that intangible resources are related to immaterial property,
knowledge, and reputation, and this is to some degree linked to the capabilities that a firm
possesses. This is further explored in the article from Hall (1993) where it is shown that some
of the most important intangible resources in relation to competitive advantage is reputation,
employee know-how and culture. This perspective on the competitive advantage provided by
intangible resources is pinpointed by other authors as well, connecting it to capabilities.
Carmeli and Tishler (2004), highlight in their study the importance of organizational
capabilities in relation to that of firm performance. They show how aspects such as
managerial capabilities, culture and reputation among other factors are deterministic of
success, something that supports the analysis of intangible resources in relation to the RBV.
Villalonga (2004) also finds this relationship to be significant in their study. An important
point brought up in that study is however the slow-moving nature of these resources and
capabilities, highlighting how these both can lock in sustained competitive advantage, but on

the flipside they can also sustain a competitive disadvantage.

The competitive advantage of intangible resources is also discussed by Cater and Cater
(2009) where their study highlights how intangible resources can support sustained
competitive advantage based on two different metrics. These metrics are based on cost or
differentiation, where cost is mostly connected to tangible resources. The article concludes
that intangible resources mostly provide benefits through differentiation. Human resources
and structural resources are seen to provide differentiation whilst resources related to
customers have the potential to provide both. According to the paper however, organizational
resources, such as structural resources, are the most important resources in terms of

explanatory power for competitive advantage.

Organizational resources as a form of intangible resources is also analyzed by Delgado-Verde
and Martin-de Castro (2011) where they find that aspects such as CEO commitment,
utilization of communication technologies and culture are vital for the innovative capabilities

of manufacturing companies. They describe that these intangible resources and capabilities
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further allow for the creation of new intangible resources which can provide further
competitive advantages. Inkinen (2015) builds upon this by suggesting that intangible
resources on their own might not provide competitive advantage without proper synergies
with other intangible resources as well as with other tangible resources. This is something
also supported by Galbreath (2005) who describes that the understanding of the
interconnectedness is vital for understanding the value of intangible resources. Inkinen (2015)
further expands this idea as the paper goes on to verify the idea that prior knowledge is an
antecedent to further increasing the knowledge resources of the company. It is, however,
pointed out that the combination of intangible resources required is context dependent, where
sometimes the combination of talented people and networks are important, whilst other times,

the combination of human and structural resources are more important.

A more specialized perspective upon this is provided by Grant (1996) where he describes
how the RBV can see knowledge, an intangible resource, as an important factor in terms of
creating the organizational capabilities necessary for SCA. This is something in line with
previous authors' arguments about intangible resources influencing the creation of
capabilities. It is highlighted that the integration of individuals’ knowledge, and ability to
perform that integration is of vital importance for the firm’s ability to compete in dynamic
markets. This is shown by the fact that knowledge is described to be in a hierarchy,
connecting the individual capabilities to the macro-scale capabilities at the top. It is through
the integration of knowledge through this hierarchy that capabilities are created. The ability
to perform this integration, and the speed in which it can be performed is of vital importance

for the SCA according to Grant (1996).

Galbreath (2005) notes that although intangible resources have explanatory power over
competitive advantage, they have less explanatory power than capabilities seeing as
intangible resources without a transformation to a skill is no competitive advantage itself. He
however highlights that intangible resources are vital for the creation and development of
these capabilities, further increasing the prescriptive pressure on managers to analyze

intangible resources.

Bontis et al. (1999) acknowledges that although knowledge and intangible resources are a
source of competitive advantage, they are often invisible which provides difficulty in

evaluating their benefits as opposed to their costs. Hence, they point towards the need of

12



appropriately using measures to quantify these intangible resources for strategic success,

although the method to be chosen is context-specific.

A critique related to the idea of resources was however provided by Priem and Butler (2001),
where they argued that the concept of resources is too broad, and even further that the entire
theory is lacking conceptualization. On the basis of this, they highlighted that the broad
nature of this resource definition severely limits the usage of the resource-perspective. This is
however disputed by Barney (2001) who argued that although resources are broadly defined,
that is a strength of the RBV seeing as it provides the grounds to analyze any valuable

resource on its merits in creating competitive advantages.

2.1.2 Dynamic Capabilities

Dynamic capabilities, as defined by Teece et al. (1997) refer to an organisation's ability to
adapt and renew its competencies in response to rapidly changing environments. The term
dynamic emphasises the ability to cope with unpredictable markets, while capabilities
emphasises the strategic ability to adapt, integrate and reconfigure resources to meet evolving
demands. As an evolution of the RBYV, the concept places greater emphasis on the dynamic
and continuously evolving nature of capabilities. The concept has emerged from observations
in the high-tech industry, where companies were compelled to adapt and develop capabilities
at an unprecedented rate. The authors further emphasise that successful firms in such
industries are those that flexibly adapt their capabilities to effectively coordinate production
and management activities (Teece et al., 1997). However, one aspect related to dynamic
capabilities is described by Helfat and Winter (2011), where they describe how there are not

always clean distinctions between ordinary capabilities and dynamic capabilities.

Teece (2007) continues to argue that dynamic capabilities are required for a sustainable
competitive advantage in fast moving business environments given the nature of open world
trade and the world economy at large. Similarly to Grant (1996), Teece (2007) argues that
knowledge is of vital importance for dynamic capabilities, seeing as it is the foundation
wherein capabilities can be created. According to the paper, this is done for example through
knowledge transfer, integration of know-how and learning. Although he argues that the
concept of dynamic capabilities expands on this by highlighting the specific
interconnectedness of knowledge-resources in relation to strategic fit, governance and

decentralization. The central core of this interconnectedness is how these aspects lead to a
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continuous change in the focus and configuration of the tangible and intangible resources of

the company.

For a company to develop dynamic capabilities, Zollo and Winter (2002) mentions multiple
different pathways, those being tacit accumulation of experience, articulation of knowledge
and the codification of knowledge. However, their interconnectedness is highlighted through
the analysis that dynamic capabilities come about through the coevolution of these aspects.
Although coevolution is important, the authors highly emphasize the codification process in
relation to developing the dynamic capabilities. The reason for this is that the codification
process, especially in infrequent situations, can provide ample ability to learn simply by

doing it.

Dynamic capabilities are not always a good thing. Winter (2003) points out that the
development of dynamic capabilities can incur a higher cost than benefit if the reward for
being dynamic is not large enough. This can be true in stable environments or in
environments where everybody similarly invests in dynamic capabilities. Winter contrasts
situations where ad-hoc problem solving is used as compared to situations where dynamic
capabilities are used and argues that there are situations where both are reasonable
alternatives. According to her, the decision lies in the cost-benefit analysis of whether
extinguishing fires is more cost effective than preventing them. Teece et al. (2016) expands
on this topic by discussing the idea that the determining factor for investing in dynamic
capabilities and agility is that of risk and uncertainty. Risk is not something that necessitates
dynamic capabilities, while on the other hand uncertainty demands it. However, to be
effective these dynamic capabilities must be in line with an overarching strategy, the
uncertainty assessment is not enough. This is something that can be connected to Wang and
Ahmed (2007) who describes how the current resource position of a company is created by
their dynamic capabilities, thus situating them at a place in the market that is either beneficial
or not. Hence, they express the idea that dynamic capabilities can lead to SCA if it is properly

aligned with the strategy of the company.

Companies do however differ when it comes to their ability to align the company with the
proposed strategy according to Helfat and Martin (2015). According to them, this can partly
be attributed to the dynamic managerial capabilities of a company. They argue that differing

levels of proficiency in this factor help explain different organizational outcomes in relation
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to the strategic change that occurs, the quality of the strategies as well as the performance of
the company. Thus, they shine a light on dynamic managerial capabilities as a way to develop

dynamic capabilities.

Dynamic capabilities have been developed from the RBV with a focus on how firms should
strategically develop their resource portfolio to succeed in a dynamic environment.
According to Eisenhardt and Martin (2000), dynamic capabilities are therefore not seen as a
traditional product development, seeing as strategic decisions need to be made to maintain
competitive advantage. In addition, the authors argue that there is a difference between
industries and how the capability must be developed dynamically to lead to a competitive
advantage. For example, there are differences between a market that is moderately dynamic,
where efficient routines and structured work structures are formed, as compared to the
high-velocity markets where new knowledge and new adaptations are crucial for competitive

advantage (Eisenhardt & Martin, 2000).

2.1.3 Capability Lifecycle

Capability lifecycle (CLC) is a concept that can be used to further deepen the analysis of
intangible resources through the possibility to connect it to the concept of dynamic
capabilities. The concept was developed by Helfat and Peteraf (2003) from the RBV, where
according to them, the concept focuses on understanding the origins of an organization’s
capabilities. Furthermore, they describe how the CLC aims to explain the heterogeneity of an
organization and the evolution of its capabilities over time, capabilities that can be owned by
the firm itself or by its strategic network. Teece et al. (1997) describes dynamic capabilities
as capabilities at a meta-level, the capability lifecycle can on the other hand, according to
Helfat and Peteraf (2003), be seen to view capabilities across their lifespan. Although, they
point out that the capability lifecycle can be seen as a structure for the analysis of dynamic
capabilities and their evolution. Something they expand on by further pinpointing that it is

vital to understand the temporal aspects of capabilities to understand dynamic capabilities.

As Helfat and Peteraf (2003) describes it, and is shown in Figure 2, the first stage in the CLC
concept is the founding stage, where a team is organized with leadership, where joint actions
can be taken. They are organized around a central objective that requires the development of
capabilities in the organization, where team members bring historical capital to the team that

allows them to work effectively. The capability that is focused need not be new to the

15



external environment, only to the organization itself (Helfat & Peteraf, 2003). This stage can
be connected to the previous idea of dynamic managerial capabilities described by Helfat and
Martin (2015) given the focus on leadership and human capital. As described by Helfat and
Peteraf (2003), the subsequent stage in the model of CLC is the development stage, where the
capability is further advanced. The capability can be developed from scratch or by emulating
a capability in another team or organization. Another way of developing the capability is also
through experiential learning and influenced by feedback from both internal and external
sources. The completion of the development stage for capabilities can therefore vary
depending on the company, contingent on the proficiency of teams and their resources. It is
noteworthy that certain organizations have the capability to mitigate a deficiency in one area
by demonstrating excellence in another (Helfat & Peteraf, 2003). This stage can be connected
to the accumulation of tacit experience described by Zollo and Winter (2002) in relation to
the development of dynamic capabilities. The following phase in the CLC concept is the
maturity stage, where the performance of the new capability is sustained within the
organization. In this stage, the capability is embedded within the organization, thereby

fostering the development of an organizational memory (Helfat & Peteraf, 2003).

Mature
Stage

Founding
Stage

Development
Stage

Figure 2: The main stages of the CLC (Helfat & Peteraf, 2003)

Helfat and Peteraf (2003) describes the main point of analysis related to CLC to be related to
its description of branching developments of capabilities. They explain that there are multiple
pathways that a capability can take given the internal and external effects of different factors.
Regarding the internal effects, things such as management are highlighted while the external
effects are related to major outside events such as legality, shifts in technology or demand.
The authors relate dynamic capabilities to the response, and the ability of the company to

develop capabilities based on the 6 described R’s. Those being retirement, retrenchment,
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replication, renewal, redeployment and recombination. Some of these R’s can be seen to
increase competence, whilst others reduce it. Hence, according to them, companies must
carefully analyze how capabilities ought to be developed post and pre maturity, both in

relation to external events but also in relation to internal ones.

2.1.4 The VRIN Framework

The VRIN (valuable, rare, imitable and non-substitutable resources) framework is a
theoretical framework employed to analyze an organization’s internal resources and the
manner in which these resources can be developed to become competitive (Barney, 1991). It
is therefore a useful analytical tool to analyze the intangible resources and capabilities of a

firm.

Valuable Rare

Non-

Inimitable | ¢ pstitutable

Figure 3: The attributes of the VRIN framework (Barney, 1991)

According to Barney (1991), the framework presented above in Figure 3 aims to define how
an organization’s resources can be seen to create a sustained competitive advantage based on
how well the resource performs in relation to these four attributes. He describes that the first
attribute of VRIN is the concept of valuable where he describes how resources must be
valuable for them to have a chance at creating a competitive advantage. According to the
author, the second attribute, rare, is related to the idea that the resource should be rare in
comparison to competitors to further a competitive advantage. According to Barney, the rarity
of a resource often necessitates a combination of an organization’s human, physical and
organizational capital, and the necessity for rarity is contingent on the industry in which the
organization operates. The next concept required for a sustained competitive advantage
according to Barney (1991) is that of inimitable. He highlights that the resource's inimitable
nature is influenced by three factors: the firm's unique historical conditions, the causal

ambiguity, or the social complexity. The last attribute that is described by Barney is the
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concept of non-substitutable and its impact on competitive advantage. He suggests that even
if a resource is valuable, rare, and inimitable, its competitive advantage may be undermined if

competitors can substitute it with an equally effective alternative.

Regarding the empirical analysis of the VRIN framework, most of the research appears to
point towards its significance in explaining company performance. Different papers do,
however, come to different conclusions about the explanatory power of VRIN. For instance, a
review by Crook et al. (2008) finds a significant relationship between VRIN resources and
company performance in their study spanning over 20 000 companies. Talaja (2012) also
finds support for the positive relationship between VRIN resources and company
performance. On the other hand, Nason and Wiklund (2018) do not find a significant
relationship between VRIN resources and company growth, although it finds support for

increases in non-growth performance metrics.

Bingham and Eisenhardt (2008) shines a light on the idea that although VRIN resources have
the potential to create an advantage, it is not apparent that this will lead to a sustained
competitive advantage. They propose similarly to other authors previously described that the

interlinkages between resources is vital for the competitive advantage.

2.1.5 Implication for Strategy Formulation

Barney (1991) highlights how RBYV effectively can be used in strategy management,
something also supported by Grant (1991). Using RBYV, Grant creates a framework which
highlights the need for firms to first use an internal perspective to analyze their own resources
and capabilities, then compare this to other competitors. Then he suggests that these
resources and capabilities have to be analyzed based on their ability to create SCA, and their
ability to generate a return. He argues that on this basis, strategy can be formed effectively,
while also allowing for an analysis of potential improvements through found resource gaps.
These gaps would, according to him, be a major point of analysis for the improvement of the

strategy. The entire framework can be seen in Figure 4, describing each point.
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Figure 4: Resource-Based Approach to Strategy analysis: A Practical Framework (Grant,
1991:115)

Thus, the internal perspective in relation to competitors is an important factor of the RBV in
connection to sustained competitive advantage. However, different parts of the RBV
highlight different aspects in relation to strategy. A general intangible approach can be seen
by Hall (1992), where the role of these aspects is highlighted. A more knowledge-based
approach on strategizing is supported by Grant (1996), who as previously mentioned
highlights the importance of knowledge as a vital intangible resource for analysis and
development of the strategy. Teece et al. (1997), looks further towards the analysis of the
meta capabilities, that being the ability to change the underlying capabilities, and the strategic
importance of developing these. Helfat and Peteraf (2003), followingly, emphasize the

capabilities lifecycle and its relation to the capabilities of the firm.

Although all these branches are distinctive, what binds them together is that they all relate to
the RBV and the underlying VRIN framework proposed by Barney (1991). Hence, the
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analysis is broadened by utilizing these perspectives in conjunction with the strategizing
framework proposed by Grant (1991). This allows for the creation of prescriptive strategic
advice for NCC where the different theories each have a distinctive role in emphasizing

resources, capabilities and gaps within the company and its strategy.

3. Method

This chapter guides the reader through how the study was structured and worked through. It
includes the research strategy where a qualitative deductive approach was chosen. The
method also describes why a case study was chosen as the research design and further, the
research methodology for performing the report. Additionally, ethical considerations and

limitations are discussed.

3.1 Research Strategy

Given this reports’ focus on organisational strategy and decision-making, a qualitative
research strategy was chosen to capture the perspectives, thoughts and interpretations of
employees. According to Denny and Weckesser (2022), this type of strategy provides a basis
for gaining deep understanding based on interpretation, experience and understanding, rather
than the broader generalisations that a quantitative strategy would have supported. In
addition, Bell et al. (2019) highlight how qualitative strategies place an emphasis on
answering questions such as “why” and “how”, which supports the goal of the report's
research questions to understand how NCC uses resources. This highlights the use of

qualitative research in this report.

This study adopted a deductive approach for the most part, meaning that it started with a
predetermined theoretical framework taken from the literature. According to Eisenhardt and
Graebner (2007) the deductive approach is an appropriate way to connect the theoretical
framework with the findings of a case study, where the aim in this case is not to build
inductive theory from the case study on NCC data. Theoretical inputs from the RBV were
taken from a literature review as secondary data, which was conducted prior to data
collection through interviews following the chosen deductive approach. This was done in
order to place the interviews within a theoretical context which guided the data collection and
analysis in an already established manner, thus providing rigor according to Bell et al. (2019).

Further, it allowed for direct contribution to this specific scientific branch. However, insights
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based on the perspectives of the interviewees did impact the focus of the theoretical
framework by highlighting certain topics within the theory, resulting in some inductive

elements.

In addition, the research approach is informed by ontological and epistemological
considerations. A study's ontological view is concerned with different understandings of
reality. This study adopts a constructionist ontological perspective, viewing the NCC as a
socially constructed entity shaped by the experiences and perceptions of employees. Rather
than treating organisational structures as fixed realities, this approach allows for an
exploration of how individuals within NCC interpret and shape their work environment.
Epistemologically, the study takes an interpretivist approach, recognising that human
behaviour and organisational decisions cannot be fully understood through objective or
universal laws, as in the natural sciences. Instead, this approach recognises the complexity of
human interactions and the contextual nature of knowledge. By applying an interpretivist
lens, the research aims to provide a deeper understanding of how NCC's organisational

context influences their decision making regarding logistics consultants (Bell et al., 2019).

3.2 Research Design

According to the description by Bell et al. (2019), a case study provides a good
methodological framework for data collection and analysis to answer the research questions.
The case study design emphasised the study of NCC as an organisation, at one point in time
during the first five months of 2025, in many different geographical locations. Goffin et al.
(2019) highlight that the quality of a case study can vary greatly depending on the
characteristics of the industry. Where an innovative industry with constant change could have
a high impact on the quality of research findings, resulting in sometimes questionable quality
of the results. In this study however, the logistics of NCC serves as the focal point where the
construction industry as mentioned above is traditionally a slow moving industry. This leads
to the fact that a case study is further supported as an appropriate research design according
to the description provided by Goffin et al. (2019). To gain a better understanding of the
complexity of the case, external partners were interviewed. Fredriksson, a professor in the
field of Construction Logistics at Linkdping University, as well as Svensk Bygglogistik, a
market leading logistics consultancy firm. According to Eisenhardt and Graebner (2007) a
case study provides the ability for both a practical as well as a theoretical view related to the

case subject. Further, the method can expand on the subject studied with a wide variety of
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other sources to complement it. Given the possibility of studying NCC from a theoretical
point of view, a case study was therefore a fittable design according to the authors of this

report.

3.3 Research Method

This section includes how the report was conducted, by describing important methodological

tasks and decisions.

3.3.1 Literature Review

After meetings and discussions with NCC about what the focus of this report was supposed to
be, initial research questions were constructed. Following this, a review of the literature was
performed. As mentioned before, the research strategy of this report was primarily deductive
in its approach, meaning that a major focus of the literature review was on the RBV and its
connection to the construction industry. According to Bell et al. (2019), after forming the
research questions, the literature should focus on understanding the main findings and
debates about the research area, something that was performed in the theoretical framework.
In this report, the main search words were “Resource based view”, “Consultants” and
“Construction logistics” among others. The literature tools used in this study for the literature
review were Scopus and Supersok. The review helped the researchers to get a wide and
complex understanding of relevant theories and topics relevant for the research area, which
allowed for an analysis of the empirical material. To maintain a critical approach to the
literature, peer-reviewed articles were used in the theoretical framework and the original
reports were used when possible. In addition to this, information about the case subjects

organisation was taken from NCC's website as secondary data.

3.3.2 Sampling

The sampling of interviewees was conducted in close collaboration with NCC, particularly
the supervisor from NCC and the authors of this report. In order to keep all NCC employees
fully anonymous as required by NCC, no role descriptions were discussed in this report. In
this report, the supervisor at NCC had a good understanding of who would be suitable
interviewees for the study. The authors suggested interviewing persons with roles such as
project managers, block managers and other employees responsible for logistical
coordination at sites at NCC. The NCC supervisor then contacted suitable individuals if they

were interested in participating in the report. The authors of this report then had the
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opportunity to make adjustments in who they got to interview, something which combined
with the knowledge of the supervisor at NCC, led to a successful sampling. This resulted in a
sampling strategy that Bell et al. (2019) describes as purposive sampling. A mix of eight
NCC employees with roles related to for example project managers, block managers and
general logistical employees were later interviewed, these being from different sites,

locations and business areas, as shown in Table 1.

Table 1: Number of interviews

Interview subjects Interviews
Professor in the field 1
NCC External Partners 2
NCC Employees 8

Further, there existed the possibility of follow-up interviews if the research questions were
not saturated. For the authors of this report, it can be argued that the sampling was done by a
convenience sampling to some degree seeing as available interviewees are presented from the
case organisation itself. With the understanding that convenience sampling is the simplest
version of sampling with lack of control and understanding of the interviewees, the positive
factors that the contact person at NCC has prior knowledge and contacts overcomes these

limiting factors (Bell et al., 2019).

As mentioned in the research design as to why a case study can be chosen for this purpose, it
is mentioned that representatives from Bygglogistik were also interviewed to get a richer
understanding of NCC. These external interviewees were chosen based on the fact that NCC
employs them as logistics consultants and has a framework agreement with them.
Additionally, an interview was conducted with Anna Fredriksson as a professor in the
construction logistics field. These additional samples were selected based on what Bell et al.
(2019) describe as stratified purposive sampling, as their empirical data could be related to
NCC and the case of this report. This external sampling of interviewees resulted in the need
for an adapted interview guide, to allow for the full potential of the interviewees. This
additional sampling was also done, as discussed by Bell et al. (2019), to overcome the

challenge of determining a sample size that would ensure theoretical saturation when it
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comes to purposive sampling. The additional interviews were chosen to allow for depth and

diversity in the case.

3.3.3 Semi-structured Interviews

Given the qualitative nature of this research, the focus was on understanding the perspectives
of the sampled interviewees through the theoretical lens. According to Kallio et al. (2016),
semi-structured interviews can successfully be organized through a five-step method. The
first step is to identify the prerequisites for the use of semi-structured interviews where it was
chosen on the basis of structuring the questions around the specific topics the researchers
wanted to be answered. Additionally it opened up for flexible follow up questions. Secondly,
the authors should, according to Kallio et al. (2016), retrieve and use previous knowledge for
the basis of the interviews, something this report did through the creation of the literature
review before the interviews. The third step stated by Kallio et al. (2016) highlights the focus
on formulating the preliminary semi-structured interview guide, where this report utilized the
interview guide as a flexible working document which highlighted questions with extra need
of attention. The fourth step according to them is to do a pilot test of the guide where this
study used the professor and the consultant as a kind of pilot interview. Even though they
were analysed in the same way in the thematic analysis, the future interview-guide was partly
formed after these interviews. The biggest change from these pilot interviews is that we put
less focus on the interviewees' ideas and beliefs about the future of the construction industry,
seeing as this led to a lot of guessing and loss of research focus. The fifth and final step
according to Kallio et al. (2016) is to create and present the complete semi-structured

interview guide, something that is attached in the Appendix 1.

The organisational culture at NCC is a hybrid workplace, and with the recommendation of
our supervisor at NCC, online interviews were recommended for us to proceed. According to
Bell et al. (2019), online interviews have several advantages for this study, such as cost and
time savings for both the interviewee and the interviewer. Furthermore, the authors argue
that it also tends to encourage more respondents to agree to participate in the interview, while

at the same time various technical challenges can negatively impact the interview.

3.3.3.1 Interview Guide

The interview guide helped the semi-structured interviews to create a structure and it also

worked as a reminder for the interviewers related to the theoretical framework and the
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research questions. The questions were organised into themes where it was not a necessity for
all questions to be raised if they had previously been covered. This allowed for an effective
flow and a more open structure in the interview. The interview guide can be found in
Appendix 1, where there was space for followup questions after each written question. The
aim was for the interviews to last approximately 45 minutes. The structure of the interview
guide consists of an informational section, where consent for recording, transcription and
anonymity was given. This was followed by questions with a theoretical connection, and
finally concluding questions with space for clarification or additional information. The
questions were designed so that they were not leading questions and the language was simple

to minimise misunderstandings.

Both authors of this report participated in all interviews, with one asking the structured
question and the other conducting the transcription and the majority of followup questions.
The authors of this report are both native Swedish speakers and all interviewees spoke
Swedish. The interviews were therefore conducted in Swedish. This allowed the interviewees
to concentrate on the questions at hand and not on how to express themselves in a language

where they might feel less comfortable.

3.3.4 Recording and Transcription

Information about anonymity, recording and transcription was included in the invitation email
and the questions were also raised at the beginning of the interviews, as can be seen in
Appendix 2. All interviews agreed to be recorded and transcribed. A digital transcription tool
provided by Teams was also used during the interviews, which were later edited by listening
to the audio recordings. According to Negrdo and Domingues (2021) there are a large number
of different digital tools that use machine learning to automatically translate voice recordings
to text. According to them, these tools can lead to many positive outcomes such as time

effectiveness for human resources, in this case the authors.

As Bell et al. (2019) argue, it is not just what the interviewees say that is interesting, it is also
the way they say things that makes the difference, something that a recording can help
capture. The main purpose of transcribing was to include the human aspect into the thematic
analysis in an effective way, while also allowing for the usage of quotes. For this report, the
full interviews were transcribed to get the full picture. However, according to Bell et al.

(2019), this came at a cost of a lower efficiency and a higher utilization of time. With the help
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of technical tools, the trade-off with the full transcriptions favoured the thorough approach.
These recordings and transcripts were handled only by the authors of this report and were not
shared without further consent. A plan was made to delete all documentations after the

grading of the report.

3.3.5 Thematic Analysis

According to Nowell et al. (2017), data analysis is a challenging and one of the most complex
phases of qualitative research. However, according to them, thematic analysis is an effective
way to identify categories in the collected data, something that allowed the authors of this
report to work with the data in a structured and systematic way. The categories were later
organised into codes that were found, which allowed the researcher to build themes within
the data. As highlighted by Nowell et al. (2017), the data should be reviewed in an flexible
way, rather than in a rigid structure. As a result, the codes in this report have changed several
times, with the initial structure of the codes being shown in Figure 5 below, where each
colour characterises a theme. The reason for this change was because some of the initial
codes shown during the thematic analysis included similar results. Therefore some of the
initial codes merged together, as an example Reactive or Proactive was merged together with
Early Logistics. This led to the total number of codes going from 22 to 19. However, the five
themes have remained the same through the study. The final set of codes and themes can

instead be found as headings in the chapter of findings.

According to Goffin et al. (2019) overcoming confirmation bias means that researchers try to
find connections with codes and terms that are not necessarily true. This is a major challenge
in coding data. Therefore, both researchers were present for all interviews and the thematic
analysis was carried out by both authors of this report. This reduced the risk of one person's

bias influencing the data.
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Frequency of Codes

o 20 40 60 80 100 120 140

4.1 Overall Challenges at NCC Today
Competency at NCC

Strucutre in the Organization

Help and Support

Collaboration within NCC Today
Varying Logistical Needs Over Time
Big Complex Projects

4.2 Competencies and Resource Development
Education of NCC Personell

Competence Transfer Between Projects
Work Tasks

Data Gathering and Analysis

Show Gains with Logisites

The Competitive Advantage of Logistics

4.3 Strategy Implementation

Need of a Strategic Decision

Early Stages

Reactive or Proactive

Obligatory Logistical Strategy

4.4 Collaboration with External Partners
Responsibility between NCC and Conultants
Collaboration between NCC and Consultants
Menial Logisites

4.5 Culture and Organizational Resources
Overconfidence on Logistic Capability

Person-Dependent Logistics
Cultural Impact

Figure 5: The themes and the frequency of their initial codes in the thematic analysis

As discussed by Bell et al. (2019), one of the most common criticisms of coding and thematic
analysis is the ability to keep the coding as close to the truth as possible, where for example,
the social setting can be lost. In order to illustrate as closely as possible what was said in the
interviews, both authors of this report went through the codes and themes from the interviews
and discussed the differences between the codes that were made. The thematic analysis was
performed in Swedish, the same language as the interviews. The quotes from the interviews

were later translated into English for demonstrative purposes.

3.4 Ethical Considerations

In conducting the qualitative interviews, the ethical principles identified by Bell et al. (2019)
were carefully considered: avoidance of harm, informed consent, avoidance of deception, and
respect for privacy. To avoid harm, particularly in relation to the potential career risks of the
interviewees, the interviews were designed to ensure the anonymity of participants and
questions that could reveal identity were avoided. Informed consent was obtained by

providing participants with full information about the purpose of the study, their right to
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withdraw from any question, the recording process and the assurance of anonymity. This also

helped to prevent deception, as the full purpose of the study was clearly communicated.

Further ethical concerns were raised regarding the management of classified information. As
a part of the report, the researchers signed a Non-Disclosure Agreement (NDA) allowing for
NCC to remove any information from the report. Hence, major consideration was given to
NCC and, in extension, the alignment with their guidelines for the usage of the information
found in the report. This was done through an open dialogue spanning across the entire
duration of the report. The NDA also raised questions about potential bias in the report,
hence, the researchers attempted to be as transparent as possible, highlighting it as a

limitation.

In addition, Bell et al. (2019) points towards the idea that conflicts of interest can raise ethical
concerns on the basis of biased results. For this report, potential biases could be related to
both NCC as a whole, which potentially could want to support certain specific results.
Further, office politics could be a factor leading to bias. For instance, if the supervisor at
NCC would want a specific result, this person would have the power to skew the results to
some degree. To counteract this, the researchers attempted to be as transparent as possible
with these issues while at the same time keeping an open dialogue with NCC. Additionally,
according to Creswell and Miller (2000), personal biases from the researcher's own personal
beliefs, values and prejudices could influence the case study and its findings. The authors
further highlight that early in the research phase one should discuss one's own social, cultural
and historical factors that may influence the report. Though this report has two authors, the
discussion of different pre-learned biases were common throughout the report through all

chapters.

3.5 Limitations

A main drawback with a qualitative approach described by Bell et al. (2019) is that it often
lacks width in the results in comparison to a more quantitative approach. However, this
allowed this report to deeply understand the case at hand and discover new contextual
knowledge, but it came at the cost of limiting the transferability of these results. In addition to
this, the nature of the case study being limited to only one company, at one point in time,
does limit the potential analysis that could have been done. A comparative case study could

have, according to Bell et al. (2019), highlighted significant differences between the different
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research objects and other companies, something that could have deepened the analysis
further and contributed to a deeper understanding of the importance of the context. In this
case, a valuable comparison could have been to compare NCC with a company that is
currently not using logistics consultants for instance, but due to the lack of a comparison, the
results are limited in this regard. A lack of a temporal analysis also limits the results, seeing
as Bell at al. (2019) describes how a longitudinal study can allow for an analysis of how the
research object changes over time. Therefore the results are harder to extrapolate on a
temporal level. However, given the scope of this report, adding further parameters of analysis
has the potential to widen the analysis at the cost of depth, which is a main reason for the

authors dismissal of the comparative and temporal analytical dimensions.

As previously mentioned, the sample of interviewees was collected in collaboration between
NCC supervisor and the authors. A foundation for the agreement of interviewing these NCC
employees was that it was agreed upon that there will be complete anonymity of the NCC
employees. This high level of anonymity can be viewed as a limitation, seeing as the findings
does not allow for an analysis of where in the organisation the different findings came from.
As a result, comparisons between different departments and projects became less significant.
In addition to this, some explanatory quotes, such as project explanations, had to be removed.
The authors discussed the aspect of full anonymity of the employees’ identities beforehand
but maintained that it still allowed for an ability to get full insights into NCC even though it

is a limitation. Therefore it was accepted for the purposes of this report.

Another limitation of this report was its deductive nature. The report was framed in the
context of the RBV which does provide an ability for deep analysis, however, this came at the
cost of limiting the ability of the researchers to let the data guide the theorizing. As
Eisenhardt (2021) points out, many case studies with deductive research often lack the ability
to gather a large sample size combined with statistical tools to test the findings. Although this
is a limitation, the researchers argued that this approach has many benefits, seeing as a
deductive approach allowed for a theoretical framing of the data collection, and an

established theory to build upon.
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4. Findings

This part includes findings from the semi-structured interviews. The table in each theme

gives examples of codes and quotes given from the interviews. This chapter is organized after

the analysed themes that arose from the thematic analysis. The five themes are Overall

Challenges at NCC Today, Competencies and Resource Development, Strategy

Implementation, Cooperation with External Partners and Culture and Organizational

Resources. Each theme then includes codes from the thematic analysis where representative

quotes from the semi-structured interviews are introducing each section.

4.1 Overall Challenges at NCC Today

The most commonly mentioned challenges at NCC were found in five codes, those being:

Logistical Competencies, Organizational Structure of Logistics, Logistical Help and Support,

Cooperation between Projects Internally and NCC's Aim for Future Big and Complex

Projects. The section highlights how each of these overall factors relate to NCC’s logistical

work, and where they are lacking.

Table 2: Representative quotes - Overall challenges at NCC today

Overall Quotes 1 Quotes 2
challenges at
NCC today
Logistical NCC4: It's because we didn't have that expertise NCC2: I think that a company as large
Competencies in-house, so we felt it was better to buy in someone as NCC should have that expertise or
who really knows these logistics processes. that competence or those people with
those competences in-house, so to
speak.
Organizational NCQC2: I believe that logistics, external or internal, NCC6: Yes, I believe so, for at this
Structure of should stand on its own. It is its own thing in larger time, we are competing against the
Logistics projects. Organizationally it should lie under the number zero or an extra person. I think
project manager, it should not be the responsibility of | that is where it falls apart.
a supervisor, block manager or a site manager.
Logistical Help NCCI: But, it would have been nice if you had a small | NCC6: If you work with logistics in
and Support group to call and maybe bounce some thoughts and one of our projects, you are quite alone
ideas or get help. and there are not very clear guidelines
on how to do it.
Cooperation NCCS5: It is about time, for the most part we have a NCCH4: As soon as I or Building have
between projects | fime plan that is not really, it is hard to keep up with come into the project, that is when we
Internally and this industry is often stressful. When that is the have started to look at logistics at an

case, everybody just looks at their own
responsibilities.

early stage of the project.
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NCC’s Aim for NCC3: There have been quite large buildings and NCC?7: NCC wants to niche itself more

Future Big and complex buildings and more central buildings in the towards large projects.
Complex city centre and then there is the need for it.

Projects

4.1.1 Logistical Competencies

The interviews show that construction companies, including NCC, are good at producing and
taking responsibility for construction projects, but they usually do not have a good knowledge
of material flow and logistics. One interviewee, the professor, emphasizes this, that
construction companies are good at producing, but not at managing material logistics. This
lack of in-house logistical competence is echoed by several NCC respondents. For example,
NCC4 and NCC7 describe difficulties in finding logistics experts within their companies
while trying to find logistics manpower for their projects. In addition, NCC6 emphasizes the

need to build internal capabilities.

NCC6: I think we should have these skills internally. We should not leave that part out because we

cannot.

Respondents also mention that there is confusion about the logistical role of consultants and
the challenge of managing them when NCC do not have their own competencies in the
logistical field (NCC6). In addition to this, NCCS believes it's a part of the main contractors

responsibility.

NCCS: Being the main contractor means that you have to have this core competence. And logistics is

part of it.

The interviewee says that using consultants for logistical needs could hurt NCC's core values
of coordinating construction projects. NCC3 even thinks it is “crazy” to outsource the
logistics role as NCC does today. Finally, all NCC interviewees agree that logistics should not

be completely outsourced and would prefer to use an internal logistical competence.

The issue of leadership and staffing is also raised connected to competencies. NCCS says that
site managers often don't have logistics expertise, and NCC5 says that multiple site managers
are chosen based on their own goal of succession within NCC rather than on relevant skills.
NCC7 says that it's difficult to build internal logistics skills without a central logistics

function and that there should be clearer roles and definitions within the organization.
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Finally, several respondents suggest that having logistics expertise fundamentally changes the
perception and identification of logistics problems. NCCS illustrates that with the right
logistics expertise, problems that would otherwise go unnoticed become visible. Similarly, a
Bygglogistik-representative notes that NCC seems to believe it can manage logistics

independently, despite evidence to the contrary.

4.1.2 Organizational Structure of Logistics
A common point from many of the respondents is that the logistical roles at NCC are poorly
defined, lacking structure and coherence across the company. NCCS5 for instance highlights

that the logistical role often becomes a role that is fitted between other responsibilities.

NCCS: It's just that we need, we need to be better at defining the roles, it needs to be said that we

need certain roles so everyone is not just something in between.

This is something that NCC7 supports where they highlight how important it is to emphasize
the difference between being a supervisor and a logistics coordinator, even if the logistics
coordinator role is not full-time. NCC1 also highlights the poor definition of the logistics

coordinator role by describing the plethora of different names used to describe the same role.

Furthermore, there is a common sentiment among the respondents that the logistical
organization within projects is either nonexistent, or it is in the wrong place. NCC2 describes
how the logistical organization currently is misaligned and would rather see it be its own
organization directly under the project manager to give it enough dignity. According to NCC5
however, it is not uncommon that the logistical responsibility is granted to the department of
common costs, where the time is too limited to properly perform the task and the logistical

manager becomes bombarded with logistical problems and questions.

Another thing brought up is that the respondents imply that the project manager is vital for
the logistical function of the project. NCCS8 points out that if the project manager has a

logistical understanding, that sentiment follows through in the operations of the project.

NCCS: If you have a project manager that understands logistics and realizes the gravity of it, then

things happen and there is a bigger focus on creating a proper plan for logistics.

This logistical understanding does not always exist in a structural way, for instance NCC2
describes that they had to convince the project manager in order to achieve a proper focus on

logistics. Further, the professor mentions that having logistical specialists working on
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multiple projects at the same time can provide strategic direction. This sentiment is also
supported by NCC8 and NCC4 who also support the idea of logistical specialist groups. This
is connected to the idea reported by NCCI1 that when there is no logistical specialist on the
site, that the responsibility usually falls on supervisors. NCC7, however, highlights that
supervisors are usually good at building, not necessarily logistics. This loose structure is
further supported by NCC5 who explains that the logistical responsibility is given out to the

person who finds it enjoyable, rather than choosing someone from a strategic perspective.

Most respondents are positive about the idea that NCC should build up its own logistical
organization. NCC4 for instance further connects this reasoning to the fact that logistical
planning is a part of the core business in project planning. However, NCC6 mentions that a
big problem for logistics is that it always competes with the option of not having it at all, thus

saving the cost of having a logistics organization.

4.1.3 Logistical Help and Support

The interviews reveal a high level of congruence of views related to NCC’s ability to provide
logistical support. It is currently characterized by informal learning and limited awareness of
available support resources. Respondents from both NCC5 and NCC1 describe the current
situation as heavily reliant on “learning by doing”, reflecting a lack of structured guidance

and insufficient knowledge of existing support mechanisms.

NCCI: I don't really know what's out there either because I've started from scratch in this project and
everything I've done I've been allowed to do if I didn't know it before, so I've had to find out for myself

and learn.

Several respondents point to a lack of visibility and reach of the support function. NCC8
notes that the support function needs to improve its internal marketing, acknowledging that
project teams are often unaware of the support available. This is supported by observations
from support staff themselves, who report that projects rarely ask for support (NCCS),

indicating a communication gap between support providers and project teams.

In addition, the emotional dimension of the logistics role is highlighted by NCC6, which
expresses a sense of isolation in the position of logistics responsible. This underlines the need
for a more accessible and proactive support system, especially in the early stages of project
planning. NCC7 confirms that support is often based on own experience, but has also used

Bygglogistik as a support function in the project where their own experience is not sufficient.
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4.1.4 Cooperation between Projects Internally

The interviews found that there is a wide consensus that the different business areas at NCC
work differently with logistics. This is something supported by NCC4, who exemplifies this
by highlighting how NCC Building is more focused on logistics in projects in comparison
with the other business areas. NCC8 highlights that this is true on the corporate level as well,

by highlighting that there is no coherence between their logistical work.

A phenomenon found within the interviews is that there is a lacking amount of cooperation
between projects, but also within projects regarding logistics. NCC5 highlights the lack of

communication between projects as a big factor.

NCC5: You need someone who knows what the other projects have and do not have. Today you just

call someone you know at NCC and ask if they got what you want. It is the wild west.

NCC3 however exemplifies how there have been actors within big projects who have refused
to cooperate with the current logistics plan, and rather went along with what was easiest for
them. To explain the lacking amount of cooperation within projects NCCS5 attributes it to the
poor time plans that cause tunnel vision on their own work, rather than looking at the bigger
picture. There can be difficulties according to NCC6 who mentions that close connections

within projects can cause issues for someone taking the role of logistical coordinator.

NCC6: Many people have worked closely and followed each other through projects and are good
friends, and then they suddenly get the role of logistics coordinator and then they have to poke at each

other.

NCC8 would like to see an internal logistical group at NCC that works between projects,
however it is noted that it is far away. On the flipside, NCC1 mentions that at least one
competitor within the Swedish construction industry has a bigger ability to cooperate between

projects based on their far larger logistical support network.

4.1.5 NCC’s Aim for Future Big and Complex Projects

The interviews suggest that NCC is strategically positioning itself for large and complex
construction projects, particularly in urban environments. Interviews from NCC7 and NCC3
emphasize this organizational future strategic focus. For NCC, specific challenges were
mentioned in relation to, for example, tunnel projects according to NCC3 and NCC4,

something that further illustrates the logistical demands of such environments. Other
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respondents (NCC1, NCC2, NCC3, NCC4) emphasize that the logistical complexity of

projects is often influenced more by the urban context than by the sheer size of the project.

NCC4: Our projects can also be in the city center. Take the city center of Gothenburg or Stockholm,
it's a hell of a job with logistics.

There is also a growing awareness of increased external expectations in terms of logistics,
sustainability and environmental performance. Clients in the construction industry are
generally more demanding in these areas, as noted by the professor and BL. Respondents
from NCC7, NCC5 and NCC4 mention that this increased demand from clients has been seen
in their projects. Building on this, NCCS8 goes on to describe that these external aspects shape
the internal logistics strategies at NCC. Something that, according to NCC6, leads to an
increasingly formalized procurement phase, where the new emphasis cast upon logistics

requirements are explicitly stated.

NCC6: And we actually have several clients who already ask at the procurement stage how you intend

to work with logistics.

Respondents also emphasize the link between logistics and environmental goals, with NCC2
noting that these two areas should be developed in tandem. In terms of organizational
response, larger projects are seen as having more favorable conditions for implementing
effective logistics strategies according to NCC7. NCC3 however suggests that such projects
should include a dedicated logistics organization, while NCC8 notes that smaller projects

often inherently lack the scale to justify full-time logistics roles.

4.2 Competencies and Resource Development

The interviews demonstrate that there is a significant requirement for the development of
competencies and resources in the logistical field within NCC. The overarching theme is
divided into six distinct codes, which are as follows: Logistical Competence Development,
Competence Transfer Between Projects, Development of Logistical Work Tasks, Data
Collection and Analysis, Unseen Costs and Benefits of logistics, and The Competitive
Advantage of Logistics. The following codes indicate different aspects of related to how NCC

develops their resources and capabilities in relation to logistics.
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Table 3: Representative quotes- Competencies and Resource Development

Transfer Between
Projects

factory and there is such a high turnover of

personnel so we need to reinvent the wheel all the
time.

Competencies Quotes 1 Quotes 2
and Resource
Development
Logistical NCCS5: It certainly would have been good to have | NCC3: Yes, it is through educational
Competence some form of logistics, logistics course or initiatives. You attend courses and you
Development something beforehand which would teach you the educate yourself. Planning work.
basics maybe.
Competence NCC5: The problem is that we are a moving NCC6: We are one NCC and we have so

much competence and experience in this
company that we could utilize better.

Development of
Logistical Work
Tasks

NCC?2: Every project is unique, every workplace is
different, but in the diversity and in everyday life
there is still a recognition factor and I think that
NCC should be able to handle that themselves.

NCC6: But, we must have better system
support to be able to collaborate and
utilise the resources we have, storage
areas and materials that can be
recycled. So there is huge potential.

Data Collection
and Analysis

Professor: The most important thing in this matter
is also to ensure that you have data, the ownership
of data and collect the data so that you know
whether the plan had any effect or not and that you
collect logistics data, as it were?

NCC6: That the industry is not mature.
I agree, it is not mature and if you look
at the digitalization journey, the
construction industry is also behind
there.

Unseen Costs
and Benefits of
logistics

NCC1: Many see it as just logistics, it just costs
money. They don't realise that it might also
generate money for the construction because we
don't really have a productive role.

NCCS: Then there is the question, what
does it cost to become structured in
logistics and how much do we expect to
save?

The Competitive
Advantage of
Logistics

NCC6: But i argue that it would be a competitive
advantage to show the customer how we plan, plan
to work with logistics and how it will make us more
effective related to our production. We can slim our
time plans and we can slim the costs because we
planned ahead of time.

NCCS8: No, no, that I am not scared of
[...] If NCC would have been unique in
this position, would have been worried,
but it is an industry wide problem.

4.2.1 Logistical Competence Development

The respondents bring up many ideas related to how logistical competence should improve at

NCC. A common topic that many of the respondents bring up is related to management’s

role, where their understanding of the importance of logistics is vital for the development of

logistical competencies at NCC. For instance, the professor highlights that if the management

does not understand the importance of logistics, no one will be hired further down.

Professor: If you do not get an understanding of the advantages of effective logistics at the

management level, then you will never hire someone further down in the organization.
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This is something that NCC6 agrees with and further emphasizes by adding that it is
important that this understanding exists both at the corporate level as well as the project level.
However, NCC3 also points out that it is very important that this is extended to Block
managers for instance, seeing as specialists high up in the organization do not increase

competencies if they are not connected to the practical work.

Another topic related to the idea of increasing logistical competence at NCC is the notion that
people with logistical expertise are not hired. This is mentioned by NCC7 and NCC8 who
describe that NCC hires people with skills in construction to lead projects, they do not hire

people based on their logistical skills.

NCC8: 1t is not like we take in project managers based on their logistical skills. I have at least not

heard of it, although it sounds like a nice idea.

This goes against the professor who argues that NCC can hire people with a logistical
background to then teach them construction, and by doing so, increase the logistical

capabilities at NCC.

One idea related to developing logistical capabilities at NCC is that of courses and
educational initiatives. NCC5 pinpoints that more courses for the logistical coordinators
would be very helpful, an opinion shared by others (NCC6, NCC8). NCCS further continues

to argue that such educational initiatives would likely be accepted by the organization.

4.2.2 Competence Transfer Between Projects

A frequently occurring thread within the interviews is the observation of bad coordination
and cooperation between different projects, even if they are located close to each other.
NCCS5 mentions how there is potential for synergies between projects, however there is no

structured way of cooperating related to logistics.

Another main thread brought up in the interviews is that there is quite a high level of
competence regarding certain things at NCC, however it is highly fragmented causing NCC6

to utter the following infamous quote at NCC.
NCC6: Imagine if NCC knew what NCC knows.

This is something that NCCS5 builds upon by highlighting how every project is like a moving

factory who constantly re-discovers the wheel. In contrast NCC6 argues for the idea that
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there is an abundance of similarities between projects, where they can learn from each other

and many things can be standardized related to logistics.

The interviews float many ideas about how to improve the transfer of competencies and
knowledge between projects. NCC6 points towards the idea of highlighting successful
projects on the intranet. NCC8 and NCC4 go in another direction and would like to see more

visits between the projects, where success factors related to logistics can be understood.

Some of the respondents also highlight how the utilization of logistical consultants can
increase competence at NCC by absorbing their experiences from other projects. This is
echoed by NCC6, but also NCC7 who argue that their project learned a lot from their
utilization of logistical consultants. However, NCC8 argues that NCC requires a base level of
competence within logistics if they want to be able to absorb the knowledge from the
utilization of logistical consultants. Because if the competence is not absorbed properly, the

professor and NCC2 argue that all the competence vanishes when the consultants leave.

NCC2: The risk if you use consultants too much is that you can lose competence as well. It builds up

competence , and then it disappears.

4.2.3 Development of Logistical Work Tasks

The interviews reveal several structural and procedural gaps in how logistics are planned,
budgeted, and supported in NCC projects. A key concern raised by both the professor and the
Bygglogistik-interviewees is the lack of expertise within construction companies to plan cost
in logistics at an early stage, something that limits the ability to make informed decisions
prior to execution. This early oversight contributes to a suboptimal design and limits the

influence of logistics later in the project, as noted by NCCS8.

NCC8: But if you haven't done the preparatory work, then you have to solve things in the field as

problems arise. Then you have little ability to influence.

Digitalization emerges as another area where in-house capabilities lag behind those of
consultants. According to the professor, consultants tend to have more advanced digital skills,
which enhances their ability to support logistics effectively. Internally, Bygglogistik's own
LogNet platform is seen as a valuable resource in addition to NCCs Lossningskalender,

where LogNet offers improved tools (NCC2), better project synchronization (NCC5) and
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more robust statistical support (NCC7). However, awareness and use of these tools, both

internal and external, appear to be inconsistent across projects.

Several respondents emphasize the need for standardized routines and accessible
documentation. NCC6 and NCC1 emphasize that even small projects should follow
established logistical routines. In addition, a clearer and more systematic approach is needed
to communicate logistics plans to subcontractors, especially given the high turnover of field
staft (Bygglogistik, NCC1). NCC3 suggests that logistics support is more accessible if
documentation is well prepared, and NCC4 suggests concise "one-pagers" as a practical

improvement as a communication tool in the construction industry.

NCC4: Nobody has time to read it, we have like a hundred and fifty thousand files in the project and a
lot of it goes to the file that is quite important with ten pages, so then we produce something that |

usually call one-page.

The current lack of a formal requirement for a logistics plan contributes to inconsistent and
sometimes careless planning, as observed by NCCS. The site plan is often treated as the only
reference, whereas logistics considerations should be introduced earlier, ideally during the
kick-off meeting. In addition, the effective use of consultants depends on working procedures
that define clear expectations and deliverables (NCC?7), reinforcing the need for structured

integration.

4.2.4 Data Collection and Analysis

The interviews reveal a clear gap in data collection and analysis related to construction
logistics, which limits the ability to make informed, data-driven decisions. Respondents
showed an agreement related to NCC's lack of effective usage of data collection within
logistics, with not many differences in the answers. To highlight this, NCC6 and NCCS8 point
to a general lack of systematic data practices, both in collecting logistics-related data and in
analyzing it effectively. As previously mentioned, NCC7 believes that consultants are
currently more advanced in this area, suggesting that external actors may be better positioned

to leverage digital tools for logistics optimization.

A key issue identified is the lack of logistics focus in the early stages of projects. NCC2
explains that logistics is often not considered at the beginning of the estimation process,

which contributes to downstream inefficiencies. This omission makes it difficult to assess the
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value of logistics, a concern also raised by NCC4, which states that such an assessment has

not yet been carried out but should be pursued to support a more data-driven approach.

NCC4: What is the real value of the logistics organization? Or APO, which is the Work Organization,
because that's something we often discuss and haven't really measured and tracked. We know there is
a benefit, at least on the building side we know that, but we struggle to put our finger on how much it

is worth.

The broader context of digitalization is also relevant. NCC6 notes that the construction
industry as a whole is lagging behind in the adoption of digital technologies, affecting the
sector's ability to harness the potential of data. However, there are emerging efforts to explore
new technologies. Bygglogistik, for example, has begun to explore the use of artificial

intelligence as a future opportunity to improve logistics processes.

The professor confirms that understanding and using meaningful data is essential to
demonstrating the value of logistics, suggesting that better data practices are not just a

technical issue, but a strategic necessity to elevate logistics in project planning and execution.

4.2.5 Unseen Costs and Benefits of Logistics

The interviews reveal a prevailing perception of logistics as primarily a cost factor rather than
a value-adding element in construction projects, something limiting the development of the
capabilities. This is described by NCC1 and further highlighted in the quote by NCC6,
"Damn how expensive it was with logistics". This cost-centric mindset is reinforced by the
fact that logistics efforts often go unnoticed when they are working well. As NCC6 notes,
logistics competes with zero, when it works seamlessly, its impact is invisible. Similarly,
Bygglogistik suggests that logistics should operate in the background, providing stability

without attracting attention.

However, this invisibility also contributes to an underestimation and lack of understanding of
the benefits of efficient logistics. NCC8 highlights the challenge of identifying savings,
which are often perceived as diffuse and difficult to quantify. Bygglogistik also explains that
logistics tends to be most valued when it is introduced late in a project, as its impact becomes

more apparent when contrasted with previously inefficient practices.
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Bygglogistik: We try to make sure that when it works, we act a little bit like a background factor that
is like the chip that makes it work. It's when we come in too late that a change in the project becomes

very apparent.

The consequences of poor logistics are real and costly. NCC1 and NCC4 describe how
inefficient logistics can lead to material mishandling, unnecessary replenishment, delays,
workflow disruptions, and even financial penalties that directly impact both project outcomes
and company profitability. Nevertheless, Bygglogistik emphasizes that greater efficiency in
logistics can lead to more cost-effective construction overall, enabling NCC to submit more

competitive bids.

NCCI: It's often the case that they don't keep track of the material. And then there is an extra cost
because you order new ones and then when you uninstall the project it shows up. You think, well, here

it is, and yes, but we've ordered a new one and paid thirty-five thousand for it.

4.2.6 The Competitive Advantage of Logistics
The idea of logistical competence as a competitive advantage is discussed by some of the
respondents. The interviews highlight that a lack of acknowledgement related to this

competitive advantage hinders the development of logistic capabilities.

The interviews show that many customers would appreciate a high level of logistical
competence, NCC6 and NCC3 however argue that it is not enough to simply say that you

have it, you need to be able to demonstrate directly how you manage the logistical situation.

NCC3: Because then you can show it when you sell in your offer, the fact that you have a plan about
how you expect to solve the logistics. I imagine that there are many customers who are curious about

how the logistics ought to be solved in urban and complicated areas.

In line with this, NCC4 states that there is a risk that logistics does not add to customer value
at the offering stage if it is not properly communicated. However, the professor argues that
logistics is becoming increasingly more important for the customers, something that ought to
increase the focus on it. Related to this, NCC3 further goes on to argue that this competence
is highly related to marketing, which means that it is highly questionable to out-source it

according to them.
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NCCI points towards their own project as an example of where they called themselves
experts in logistics during the offering process, and followingly argued that if that is done,

you can not show up with consultants.

NCCI: But in our case when we went through the offering phase and told them we are professionals

at this, then we cannot come in with consultants to do the work.

NCCI1 further argues that the fact that they were able to show upon how they wanted to work
with logistics was a reason for them winning the project. Even further, they argue that their
success in the management of the logistics has created a level of trust from governmental

institutions, yet another point of competitive advantage.

The professor goes further in this argument related to the competitive advantage of logistics.
She argues that logistics is an important part of the coordination of projects, a responsibility a
company like NCC should have related to their competitive advantage. Following that, the
professor describes that there is a risk that this responsibility gets absorbed by other actors
within the industry. NCC6 highlights similarly that logistics is related to the competitive
advantage of NCC and that if it can be improved upon, then NCC can work more effectively

than the competitors.

Views do however split related to the logistics of competitors. NCC8 highlights how NCC is
not unique in its level of competence related to logistics, seeing it as an industry wide
problem. NCC1 however points towards their earlier experiences at competitors where they,

according to them, had a higher logistical focus, and a larger logistical organization.

4.3 Strategy Implementation

The strategy implementation theme highlights NCC's need to implement a clear and strict
strategy related to logistics, a strategy that is implemented with the proper authority. The
theme is divided into two codes: Strategic Direction and Early Logistical Focus. The focus is
on a clear strategy that is congruent within the whole organization. In addition, it is found that

it is crucial with an earlier strategic focus on logistics within the projects at NCC.

Table 4: Representative quotes- Strategy Implementation

Strategy Quote 1 Quote 2
Implementation
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Strategic NCC8: We need to make sure that we talk logistics Professor: I believe that it should be
Direction earlier in the projects and higher up in the a strategic decision regarding how
organization aswell. you tackle the logistical question.

Early Logistical NCCI: It is important that logistics is involved from | NCC2: Logistics comes in to the
Focus the beginning and in start-up meetings with all process far to late in general.
subcontractors where they get this information and
can ask the questions how and what applies.

4.3.1 Strategic Direction

The interviews reveal that a logistical strategy and direction often is lacking within the
different projects, where it is often the case that no such strategy or planning is done. NCC5
and NCC3 give their respective projects as examples of when logistics has come into projects
far too late, because it was not planned for and deemed unnecessary. NCC6 adds to the
perspective by describing it as a common phenomenon in projects that workers do not feel
like they have the time to deal with logistical questions. An opinion supported by their
experience from a project where logistics was not considered for over three years. Hence,

their opinion is that a logistical strategy is necessary, no matter if consultants are used or not.

NCC6: We need to have a clear strategy for how we ought to work with logistics, no matter if we do it

ourselves or if we hire consultants.

The professor argues that it is hard to fit in logistics at later stages of production if it is not
strategic planned ahead of time and considered in budgeting. This is something that NCC2
agrees with and further explains how the entire project will cost less money if logistics is
considered early as part of the strategy. Likewise, it is the opinion of NCC8 that logistics
needs to be talked about earlier in the projects, but not only earlier, it must be strategically
discussed higher up within the projects. NCC5 and NCC2 similarly agree but emphasize that

logistics needs more time in the project planning process.

This lack of strategy and structure is something that is seen by Bygglogistik who explains
that NCC’s logistical work is often very unstructured. They further go on to describe how you
frequently get different answers regarding logistics based on whether you ask workers on the

ground in comparison to managers.

To increase the strategic direction of NCC in terms of logistics, a few ideas appear in the
interviews. NCCS8 highlights that it is of utter importance that the general logistical

competence is increased at NCC, because without the base level of logistical knowledge, you
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are unable to see the problems. Additionally, NCC4 argues that there needs to be active
measures to spread the logistical issues across the projects at all levels, something that NCC5
agrees with although they put a higher emphasis on the higher leadership within the projects.
NCCS also describes a big issue related to the strategical direction having to do with NCC
historically being the kind construction company where they asked people to do things rather
than ordered them to do so. He argues that it explains why logistics is something that should

be in the project plans even though it is often overlooked in reality.

A main point described by the professor is that the utilization of logistical consultants
requires a strategic decision, no matter if you want to use them or not. Further she describes
that it is about the strategic direction of the company. This is supported by NCC7 who

encourages early strategic initiatives related to logistical consultants.

NCC7: If you want to get the most out of the people you take in, then you need to make a strategic
decision early and take help from the consultants during, well, during the project planning and

similar things.

This is something Bygglogistik agrees with seeing as they argue that the logistics are often
not included in the budgeting process, something that makes it hard to hire consultants later if
it is not planned. NCC5 and NCC7 do however note that it is important to not give away too
much to the consultants, and it is especially important that they do not get roles too high

within the organization.

4.3.2 Early Logistical Focus
As previously mentioned, a common talking point in the interviews is related to the idea that
logistics often comes into projects too late. The professor connects this to how the logistical

focus in construction companies is heavily operational rather than proactive and planning.

Professor: You have a rather operational view on logistics, meaning that it is something that you

begin with first when you start the project.

NCC6 builds upon this by describing that the logistical work often revolves around
extinguishing fires rather than preventing them. They continue to argue that adaptation is
easier if a proper plan is made beforehand, something that they believe that the framework

agreement with Bygglogistik will help them do.
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To increase the early logistical focus, the interviewees provide many different alternatives.
NCC4 pinpoints that it is the project manager who must address the logistical issue to begin
with seeing as they are the first person to enter the project. One way to do this in large
projects according to NCCS5 is that the project manager appoints a person initially completely
dedicated to logistics, something that according to NCC6 is currently performed far more
loosely. However, NCC2 also shines a light on the need for logistics during the offering
process to reduce the initial logistical discussions to be had, something supported by NCC3
who emphasizes the need for logistics within the purchase agreements as well. Another
aspect brought up by NCC1 is that it is important for logistics to take a part within the
start-up meetings within projects, an idea taken even further by NCC4 who wants to see its

continuation within workshops at the project.

Regarding consultants, the respondents note that they are often contacted too late as well.

NCC6 points out that consultants are too often called when things are already not working.

NCC6: The mistake that we do is that we contact Bygglogistik when it has gone too far. When we see

that it does not work.

This is something that Bygglogistik agrees with, seeing as they explain how they sometimes
need to decline offers when the projects are too far gone. NCC7 agrees with this by adding

that you would see better outcomes in projects if consultants were contacted earlier.

4.4 Cooperation with External Partners

The findings revealed a theme of various collaborations with external partners in the logistics
field. The theme includes three codes: Responsibility between NCC and Logistics Partners,
Collaboration with Logistics Partners and Menial logistics. These codes focus on the current

collaboration and what is desired for the future according to the respondents.

Table 5: Representative quotes- Cooperation with External Partners

Resource-coopera | Quotes 1 Quotes 2

tion with external

partners

Responsibility NCC3: The best thing would have been if the | NCC2: Then there is an advantage

between NCC and | logistics coordinator had been an NCC of buying externally you can, you

Logistical Partners employee, and I think that's a good idea. But | can have clearer boundaries in the
okay, it can be a consultant too, but then he contract, finances, division of
should work completely according to our responsibilities than you can have
conditions. with your own staff.
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Collaboration with
Logistical Partners

NCC2: The people they have recruited for our
project, for example, they have not been the
experienced logistical people they have in
their own organization. Rather, they have
needed to recruit for us, and in that case, I do
not see any significant difference between
those people initially as compared to ours.

NCC8: And they do not have an
interest in developing NCC. They
are only in there to do their job in
an individual project in order to
make money and send invoices.

Menial Logistics

NCCI1: NCC should have its own logistics
coordinator, and then perhaps bring in
construction logistics to help with arms and
legs, the daily transport of materials in and
out, that sort of thing. But overall, I think it
needs to be an NCC employee.

NCC4: It's just topping up resources
when we don't have internal
resources. But in this situation now,
we have far too few or basically no
internal resources that can work
with logistics.

4.4.1 Responsibility between NCC and Logistical Partners

The interviews reflect a nuanced debate about the role of external consultants versus in-house

logistics coordinators within the NCC. The professor interviewed in the field observes a

general increase in the use of consultants, while the number of logistics coordinators within

construction firms has not increased accordingly. This suggests a shift towards outsourcing

logistics expertise rather than developing it in-house.

Professor: There are about the same number of logistics coordinators in the larger companies as there

were when [ started, I would say. But the number of consultants has increased.

Several respondents express concerns about this trend. NCC5 notes that consultants are often

brought in as a reactive measure to solve logistical challenges that NCC cannot handle on its

own. NCC2 and NCC3 emphasize that while consultants can play a supportive role in

logistics, they should not take the lead in coordinating NCCs internal work. NCC3 further

argues that outsourcing logistics undermines the company's long-term capability and stresses

the need to retain and develop in-house competence through employee development.

NCC3: Because if we outsource it to consultants, we will end up with no expertise in this area.

There is also skepticism about the motives and practices of external consultants. NCC4 warns

of the risk of consultants introducing unnecessary roles to serve their own interests, while

NCC3 expresses concern that consultants could potentially take control of the entire logistics

chain in the industry. These views highlight a fear of dependency and loss of strategic

control. At the same time, Bygglogistik acknowledges that while NCC excels in construction

production, external logistics partners like Bygglogistik bring valuable logistics expertise.
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According to Bygglogistik, a goal would be to see the hiring of logistics consultants as

natural as hiring HVAC contractors.

Nonetheless, effective collaboration requires clear boundaries and internal ownership. NCC3
points out that consultants can act as logistics coordinators only if they work under NCC’s
conditions, and NCC?7 stresses that consultants are not autonomous actors, NCC must lead
with clear communication and contractual demarcation. However, yet another advantage of
using external consultants is that they can provide stricter contractual definitions, which can

support accountability and implementation for NCC (NCC2).

Finally, respondents caution against over-reliance on either approach. NCC8 suggests that
failing to address logistics altogether poses a greater risk than involving consultants, while
NCC4 downplays the issue by noting that “logistics is just logistics,” suggesting that NCC is

capable of managing logistics effectively as long as it retains the role of main coordinator.

4.4.2 Collaboration with Logistical Partners

A range of issues related to the collaborations with logistical partners were discussed during
the interviews. A common thread in multiple projects is related to the idea of them not
receiving the competence they expected. For instance, NCC3 describes how they liked the
idea of hiring someone with specialist competence, but when the consultant arrived it was
someone who had no idea about logistics. NCCS5 similarly believed that they were going to
get a person who was a logistical expert but rather got someone unqualified. NCC2 argues in
line with this that often, the consultants must be educated by NCC themselves. Another and
even bigger issue given the nature of the collaboration mentioned as the logistical consultants
simply want to get paid for the task, they do not care about the overall development of NCC
(NCCS8). NCC6 also argues that often, too much of the logistical responsibility is cast upon

the subcontractors, something that reduces the coordination of the project.

Based on the issues related to this, many respondents highlight the importance of how
consultants are utilized. NCC6 puts a big emphasis on how NCC must be much clearer in

their communication with the consultancy firms.

NCC6: Firstly, we would have needed to have been much clearer with Bygglogistik about what we

expected from them.
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NCCS builds upon this by arguing that NCC must be much harsher in their requirements
upon the consultancy firms, something also supported by NCC8 who puts more emphasis on
the fact that the hiring must be thoughtful as opposed to impulsive. The importance of this is
raised as NCC3 and the professor highlights how a bad utilization of consultants can lead to a

loss of competence at NCC as well as reduction in the leading role of NCC.

There is however a common thread of seeing how logistical consultants can be useful if they
are appropriately utilized. The professor points towards the experience consultants can
provide from multiple projects, something that NCCS8 believes can be appropriated if the
collaboration is structured properly. NCC7 also describes how personal relationships can

limit internal logistic coordinators in their work, something that external ones can bypass.

Further, many different ideas are presented about different ways of collaborating with
consultants to improve the capabilities at NCC. For example, logistical partners can hold
courses to educate on logistics (NCC3). Bygglogistik themselves argue that they can be used

as a second opinion for logistical plans.

Bygglogistik: Sometimes we would simply like for you to give us your plans so that we can do a
second opinion on them, in that case you have at least done something. To check with an expert before

you lock in your plan, that is also good enough.

NCC4 also describes how logistical plans possibly can be made in collaboration with

Bygglogistik to improve the collaboration with them.

4.4.3 Menial Logistics

The interviews emphasize that the core role of NCC in construction projects is to coordinate
the various parties involved, a responsibility identified by the professor interviewed.
Effective coordination is particularly critical during certain phases of a project, such as the
start-up phase and the installation of the roof, when logistical demands are particularly high
according to NCCI1. These peak periods are often associated with intense but short-lived

logistical needs (NCC1, NCC3), prompting consideration of flexible resource strategies.

NCCI: Yes, contract workers are excellent for moving materials. Also for the time it is needed,

because at the start, when you do not get so much material, it is not so much.

In this context, consultants are seen as a valuable complement to internal efforts. NCC4

describes their role as "top-up" logistical capacity when needed, while Bygglogistik
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emphasizes the flexibility of consultants who can adapt to short-term needs, perform

additional tasks such as moving materials and cleaning (NCCS5), and work outside regular

hours, including evenings and nights (NCC3). Consultants are also seen as helpful in

providing extra “arms and legs” during busy periods mentioned by NCC5 and NCC8,

allowing individuals to concentrate on their core tasks, for example, ensuring that plumbers

install toilets rather than transporting them (NCC7).

NCC7: Today we want to get the most out of a carpenter, and that means building the wall, not

collecting materials or taking out the trash.

However, a clear distinction is made between execution and coordination. While simple

physical support can be outsourced, the responsibility for coordination is seen as more

complex and strategically important. NCC6 notes that "arms and legs are easy, but

coordination is hard," emphasizing the importance of keeping coordination in-house. This

view is shared by NCC1 and NCC4, who assert that coordination should remain an internal

function, while external consultants can provide operational support. NCC8 highlights the

strategic importance of maintaining internal capabilities by using internal labor in various

roles. Retaining knowledge and expertise within the organization is seen as essential not only

for continuity, but also for long-term capability development.

4.5 Culture and Organizational Resources

The final theme found is how the culture and organisational resources of NCC and the

industry have affected the logistics. The theme contains three codes: Overconfidence in

Logistical Ability, Individual Dependent Logistics and Cultural Impact on Logistics. Where

the focus is on how there exists an overconfidence on how to handle logistics and further,

how logistics is very dependent on the person doing it. Additionally, the overall cultural

impact on logistics is analyzed.

Table 6: Representative quotes- Culture and Organizational Resources

Culture and
Organizationa
1 Resources

Quotes 1

Quotes 2

Overconfidenc
e in Logistical
Ability

NCC6: And there is a lot of prestige in the fact
that we are so good at building, and we are. And
people take it a bit for granted that we can solve
the logistics too

.NCCS8: I think it's a non-issue that yes, “but
it works”. So it's nothing we need to spend
any time on.
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Individual NCCS5: It depends on the individual and how... It | BL: It's so personal too. And of course there
Dependent often doesn't matter what kind of education they | are people with different skills, so there are
Logistics have, it's just how the person is, if they're project managers and site managers who
responsible and how you know. So it's really from | are probably very good at logistics

person to person, I would say, how you approach | planning. But that's certainly not everyone,

a task. and they don't call either.
Cultural Impact | NCC3: So there's a bit of a culture clash there, NCCI: No, yes, but it's a culture that needs
on Logistics actually. We were supposed to get the entire to be worked on. Because it's the case that
operation into our logistics planning. But they many projects consider logistics to be
didn't buy it, they actually live their own lives. unnecessary.

4.5.1 Overconfidence in Logistical Ability

The interviews reveal a strong internal identity within NCC as a construction-focused
organisation, where logistics is often taken for granted rather than a strategic discipline
requiring dedicated attention. NCC6 highlights that there is prestige in being skilled in
construction and this pride can lead to an assumption that logistics can simply be managed
internally without further investment or support. This view is reinforced by NCC1, who

refers to the perception that NCC supervisors have always managed logistics successfully.

However, this assumption may limit development. According to NCC4, it is difficult to grasp
the full potential of logistics without having experienced a well-functioning logistics
organisation. One logistics expert who had worked elsewhere was reported to have expressed
surprise: "Wow, this is what it looks like at NCC", mentioning that external perspectives can

reveal blind spots in current practices (NCCO6).

Despite the use of external consultants, there are concerns about their effectiveness. NCC2,
NCC3 and NCCS5 all note that consultants often lack up-to-date logistics expertise relevant to
NCC's specific construction context and need to be trained accordingly. This challenges the

assumption that outsourcing logistics automatically brings with it some kind of knowledge.

NCC3: Then a guy comes along who was a carpenter installing kitchens. And he wanted to be a
logistics coordinator with us. I thought I was going to go under. It wasn't quite what I had in mind,

that I or we would train this guy, because he didn't know anything about logistics.

Another barrier to improvement is the internal knowledge gap. NCCS8 notes that project teams
do not always seek logistical support because they lack the competence to identify logistical
challenges in the first place. This is echoed by the professor, who explains that it is difficult

to engage consultants effectively when there is a lack of internal competence in defining and
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managing logistics needs. The lack of logistics expertise also affects the planning stage, as

professor points out:

Professor: It is very difficult to order something from a consultant if you do not have the expertise to

know what you are ordering.

The belief that "it works" can lead to a false sense of security. NCC8 warns that this mindset
prevents time being invested in logistics planning, and problems tend to be downplayed or

overlooked out of ignorance rather than intent.

4.5.2 Individual Dependent Logistics

The interviews indicate a significant degree of individuality in how logistics is prioritised and
managed within NCC projects. Rather than being systematically embedded in project
processes, the focus on logistics is often driven by individuals taking responsibility (NCC8).
This leads to variability in outcomes depending on the personal interest, competence and

commitment of the staff involved.

A key insight is that effective logistics coordination requires specific personal qualities.
According to NCC1, a logistics coordinator should be creative, solution-oriented and
physically present in the field to fully understand and respond to logistical needs. They also
need to have personal characteristics that are different from traditional construction workers,
such as being structured and organised, characteristics that are not always found in

supervisors (NCC4).

NCC4: Or it is very different from the normal job. You have to be very structured and organised and
unfortunately not every “supervisor” is. On the other hand, there is a good chance that 50% of all

supervisors could be logistics coordinators, so it's not super complex either.

This reliance on individuals is further illustrated by a case reported by NCC3 where a
logistics coordinator role was allocated simply because someone was “one of those guys who
likes site plans”, suggesting that logistics responsibilities are sometimes allocated on the basis

of individual interest rather than formal qualifications or planning needs.

Both Bygglogistik and NCC4 note that this reliance on individuals extends down to the level
of site and project managers. While many are described as competent, others lack interest or
initiative in logistics and fail to proactively seek support from consultants. NCC7 notes the

wider organisational challenge of finding individuals internally who are genuinely interested
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in logistics. There is a need and challenge to identify people who are passionate about the

subject, not just technical elements such as tools or materials, in order to build competence.

NCC7: You have to find that person who is passionate about logistics, rather than what screw I should
have when I plaster the wall. Because usually you are quite niche as a supervisor or something that

you have to somehow change the focus.

4.5.3 Cultural Impact on Logistics

The interviews demonstrate a cultural resistance within parts of the construction industry,
including NCC, that hinders the effective implementation of logistics as a strategic function.
NCCI1 recounts the experience of a site manager who was openly dismissive of logistics,
making logistical work particularly challenging, and NCC2 has identified a wider historical
resistance to the issue of logistics. This resistance is often linked to ingrained attitudes of

individuals who are strong-willed and reluctant to adopt new approaches (NCC4).

NCC4: So there are some individuals who are very strong and reluctant to change the way they work.
And that's based on a lot of things that I came back to, as I said, they're used to being alone in a field
and building something.

One prominent divide appears to be generational. According to NCC1, the older generation
tends to see logistics as a burden, something to be managed informally by the supervisor,
rather than as an integrated and value-creating process. This perception reinforces a reactive

mindset where logistics is seen as a series of problems, as highlighted by the professor.

Professor: It becomes just another problem to be solved, rather than focusing on finding an effective

and efficient solution to be implemented.

This resistance is rooted in deeper cultural patterns. NCC1 and the professor both describe a
prevailing culture in the industry that does not yet recognise logistics as an essential and
strategic activity. This cultural inertia, as NCC1 notes, needs to be actively challenged if

progress is to be made.

NCC2 highlights the existence of different subcultures within the construction industry, each
with its own norms and expectations. These different cultures can cause friction, particularly
when project logistics require coordination across disciplines. For example, NCC3 refers to
conflicts with teams in charge of a specific project who resist adapting their workflows to

meet logistical requirements and instead focus on delivering their products in their own way.
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5. Analysis

This chapter is organized after headings from the theoretical framework. The theoretical view
is analysed together with the findings from the interviews. The analysis is divided into five
sections where they are based on subcategories within the RBV. It will also include a more
prescriptive problem solving model for NCC, however still built on the theoretical framework

combined with the findings.

5.1 Intangible Resources and Capabilities
The findings and the theoretical framework has highlighted the importance of intangible
resources and capabilities related to construction logistics. The following section highlights

where NCC is insufficient in these regards.

5.1.1 Insufficient Organizational Resources

Lacking organizational resources related to the logistics at NCC is noted at many different
points in the interviews. In the section of Organizational Structure of Logistics it is
highlighted that logistics is seen to often be found at the wrong place in the hierarchy
structurally. They do not have enough structural support and connection to the top
management, leading to misaligned focus and support. Further, in the same section it is found
that the roles related to logistics are vaguely defined, further leading to a lacking structure,
more ambiguity and ad-hoc solutions. Relating this to the theory, this lacking amount of
structure can have negative implications on the competitive advantage of the logistics at
NCC. Cater and Cater (2009) for instance highlights how organizational resources have the
highest explanatory power of all intangible resources related to competitive advantage,
something that shines a light on the importance of structure within the logistics. This is
further supported by Delgado-Verde and Martin-de Castro (2011) who mentions how
previous organizational resources are the building blocks of new ones, thus supporting the

idea of increasing organizational resources as a form of development.

In the section Development of Logistical Work Tasks it is described how there are lacking
organizational structures within NCC that ensure that logistics is brought up at an early stage
in projects. Further, in the section of Cooperation between Projects Internally, it is pointed
out that there is no coherence between the work and logistical structures between the different

business areas at NCC. This further builds upon the previous argument related to lacking
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organizational resources in logistics, however it can be further connected to the idea of the
lacking understanding of the interconnectedness of intangible resources. Galbreath (2005)
underscores the importance of this understanding to fully realize the value of intangible
resources. Relating this to Inkinen (2015), this points toward how this lacking
interconnectedness can pinpoint why the logistics is not seen to be currently competitively
advantageous by the respondents. This is further exemplified in Logistical Help and Support
who highlights how the logistical role is connected to high feelings of isolation among the

workers.

A frequent point brought up within the interviews is the idea of a prevalent operational view
of logistics, rather than a proactive or more planning approach, something described in Early
Logistical Focus. This is connected to the idea brought up in Individual Dependent Logistics
describing the logistical work as highly dependent on who is managing it in the projects. This
relates to how Hall (1993) describes the importance of know-how and culture in relation to
competitive advantage, highlighting the importance of individual workers and their impact.
Something that increases the importance of coherence within the company related to
logistics. However, this coherence is not seen by Bygglogstik who in Strategic Direction
heavily implies incongruence at NCC regarding logistics between the different hierarchical

levels of the company.

The findings from NCC's Aim for Future Big and Complex Projects indicates that larger
projects are more flexible in their ability to strategically implement logistics, on the flipside
this is often contrasted by a higher level of resistance from the different subcultures within a
project. Hence, although higher organizational resources are possible within the larger
projects, the cultural aspect that Carmeli and Tishler (2004) describes as important is often
decreased. Although larger projects have the potential to be more strategic, findings from
Individual Dependent Logistics highlights that the responsibility is often handed out based on
interest rather than strategic thinking. A point that can be related to the lock in effect
described by Villalonga (2004) where it is described how intangible resources are
slow-moving and thus can lock in competitive disadvantages seeing as old habits seem to

remain more important than strategic initiatives.
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5.1.2 The Lack of Knowledge Resources

The section on Logistical Competencies paints the picture of NCC lacking knowledge related
to logistical management on a strategic level in each project. This is exemplified through the
idea that logistical knowledge is required for people to even see which problems exist.
Relating this to Grant (1996) this can be seen as a lack of integration of knowledge across the
hierarchy of capabilities, thus resulting in a lacking ability across the organization to detect

logistical issues.

Furthermore, an important aspect related to knowledge is that logistics coordinators often
require a different set of characteristics and skills in comparison to normal workers, as
described in Individual Dependent Logistics. This further connects to the idea in Logistical
Competence Development that hirings often occurs on the basis of capabilities to build, not
on the logistical capabilities of the individuals. This fact provides an answer as to why
logistical knowledge is described as insufficient, and further it can be related back to the
previous argument. The lacking knowledge resulting from the minimal logistical hiring
process, leads to the inability to build the capabilities needed to identify problems, thus
relating this to Bontis et al. (1999) who describes the notion of the invisibility of intangible
resources. Followingly, they provide the prescription of increasing the quantification of these
resources to compensate for the invisibility and thus provide understanding of the true value

of the resources.

This lack of knowledge can be further connected to an idea described in Competence Transfer
Between Projects. The opinion from the interviewees shines a light on the idea that a base
level of logistics knowledge is required for the absorption of further competencies from the
usage of consultants. This further accentuates the need for more knowledge resources related
to logistics by providing an example of how the current resources are insufficient for the
integration of knowledge described by Grant (1996). Further, it accentuates the need
described by Galbreath (2005) that intangible resources are required for the development of
capabilities. Collaboration with Logistical Partners further describes how the lacking
knowledge regarding logistics can provide further difficulties in hiring the consultants
themselves, seeing as the capability for understanding the need, identification of the problem

and knowing what to purchase is not fully developed in many projects.
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In the section, Development of Logistical Work Tasks it is exemplified how NCC, and the
entire industry is lagging in relation to the utilization of digital tools. It is, however, noted that
consultants are more proficient in their usage and more agile related to these abilities. Given
how Delgado-Verde and Martin-de Castro (2011) describes usage of communication
technologies as vital for innovative capabilities in manufacturing companies, an argument can
be made that this disposition is creating a competitive disadvantage for NCC. The section
further describes how Bygglogistik is experimenting with Al, which if related to previous
arguments can augment their capabilities in a way inaccessible to NCC if they do not invest

in similar knowledge.

5.1.3 Underdeveloped Managerial Capabilities

As stated in Logistical Competencies, there is confusion about the role of logistics and how it
should be managed, something encompassing the entire organization. This is further built
upon in the section Strategic Direction through the description of the opinion that logistics
must be discussed higher up within the organization. This lack of structure and discussion at
the upper levels of the company highlights a lack of managerial capabilities. This is
something that can be connected to what Carmeli and Tishler (2004) to be of importance
when it comes to the competitive advantage. Relating this to the argument of Hall (1992)
suggesting that true competitive advantage arises from differences in intangible resources,

this creates further understanding of why logistics is seen as lacking within NCC.

The lacking discussions do however have bigger implications for the development of logistics
within the organization. In Logistical Competence Development it is shown that managerial
understanding is vital for the development of logistics further down in the organization.
Hence, the lacking managerial capabilities related to logistics maintains an
interconnectedness to the knowledge resources shared within the organization. Therefore this
can be seen as a symbiosis similar to the ideas expressed by Inkinen (2015), where it is
highlighted that this interconnectedness is of massive importance for the competitive
advantage. Some voices within the organization highlight this discrepancy however, in the
section of Logistical Competencies it is described that there is an opinion of finding it “crazy”
that logistics is outsourced at a managerial or strategical level, underscoring how it has the

ability to reduce the capabilities that NCC currently possess.

56



Circling back to the previous discussion about a lagging digital adoption, it is shown within
Data Collection and Analysis that the experienced low utilization of digital tools reduces the
capability of calculating and visualizing costs related to logistics. This is argued to lower the
ability to create understanding, manage and create buy-in. Followingly, the interconnected
nature between these capabilities highlights the importance of increasing digital capabilities

to increase managerial capabilities.

Another experience related to managerial capabilities is connected to reputation. In the
section Competitive Advantage it is described that when NCC performs logistics at a high
level in important projects, it can have the ability to create a reputation among governmental
institutions. This highlights a point of value that logistics can provide in terms of increasing
the competitive advantage based on the argument by Cater and Cater (2009) where customer
related resources can be seen to provide both a differentiation advantage as well as a cost
based advantage. Further, Carmeli and Tishler (2004) underscores the importance of

reputation as a source of competitive advantage.

5.2 Dynamic Capabilities
This section analyses how the insufficient resources and capabilities at NCC regarding
construction logistics needs to adapt. Further, it analyses aspects hindering them from

developing these dynamic capabilities in the uncertain environment.

5.2.1 NCC’s Future Direction and Uncertainty

As highlighted in the section NCC's Aim for Future Big and Complex Projects, the company
is strategically positioning itself to take on larger and more complex projects. This shift is
expected to impact NCC's resource allocation, leading to changes in the way both internal
and external resources are utilised. According to Teece et al. (1997) an organisation's
dynamic capability adapts and renews its competencies around the changing environment.
They describe how the aspect of dynamism emphasizes how the organisation is able to
respond to an unpredictable market. However, connecting NCC to Winter (2003), their
logistic work can be better described as ad-hoc problem solving rather than dynamic
capabilities. This is seen by the fact that NCC has shown a high ability of simply working
things out related to construction logistics. As discussed in Competence Transfer Between
Projects, it illustrates that each project is like a moving factory that is constantly

rediscovering the wheel and, as discussed in the Overconfidence in Logistical Ability section,
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there is an “It works” mentality at NCC around logistics. The need to rediscover the wheel in
every project combined with the “It works” mentality has created NCC's ability to deal with

problems in a reactive way.

On the other hand, as Teece et al. (1997) discuss that dynamic capabilities emphasises an
organisation's ability to strategically adapt, integrate and reconfigure resources to live up to
the developments of the environment. NCC is faced with the challenges discussed in Cultural
Impact on Logistics, those being that there is sometimes a strong individual resistance to
change and a reluctance to change the way logistics is operated. As an example, many in the
construction industry and at NCC are used to working alone on large sites with less logistical
complexity. In those cases, there has been a challenge to make those workers adapt to the new
more complex environment, where everyone has not followed. In line with NCC's ambition
to deliver increasingly complex and larger projects, it is essential for the company to
strategically promote a mindset of change throughout the organisation. This means not only
being dynamic enough to adapt to a changing environment, but also being strategically

aligned to ensure that the organization's capabilities evolve in line with its goals.

As the findings in the section on NCC's Aim for Future Big and Complex Projects show,
clients today have higher logistical demands. There are also more rules and regulations which
have impacted the way NCC works. This can be seen to describe a more uncertain future for
NCC, something that according to Teece et al. (2016) underscores the necessity for dynamic
capabilities in relation to the overarching strategy. This highlights the nature of the networked
context of which the construction industry is a part of. According to Eisenhardt and Martin
(2000) the future uncertain markets, something akin to high velocity markets, relies even
more on a strategic organised knowledge and a new adaptive ability needed to create
competitive advantage. This leads to the fact that NCC’s “It works” mentality must be
challenged. It requires a shift to the point where both the internal and external strategic
changes take place in response to larger more complex projects, as well as the shifting market
conditions. Therefore the logistical focus must be strategic, as opposed to the usual “It

works” mentality.

5.2.2 Unmet Need of Help and Support in Logistics
As presented in the findings, particularly in the section on Logistical Competencies, it is clear

that NCC is using consultants in logistical roles that they do not have in-house. This can be
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seen as a result of the resource position that has developed through the underdeveloped
dynamic capabilities as described by Wang and Ahmed (2007). However, as discussed in the
section on Responsibility between NCC and Logistical Partners, there is a visible risk in
outsourcing logistics, seeing as NCC has a need to retain and develop their own in-house
capabilities through staff development in logistics. To return to what has been discussed in
terms of organisational capabilities, Eisenhardt and Martin (2000) emphasise that strategic
decision making by an organisation is crucial. This means that the NCC must be strategically
aware that the outsourcing of logistical roles is either seen as a non-critical role or have a

strategic plan on how to transfer the consultants' knowledge and experience into NCC today.

In the section Competence Transfer Between Projects, the idea of utilizing consultants to
absorb their knowledge is highlighted. However, the support for ensuring the transfer of
knowledge from external consultants to internal NCC employees can be questioned today
based on the lacking amount of base knowledge found in the interviews. The risk posed by
this is that knowledge from experienced consultants' will be lost instead of absorbed in the
organization, something that undermines the argument for the usage of consultants as a way
to gain knowledge. A reason for that is what both Grant (1996) and Teece (2007) highlights,
that base knowledge provides the foundation for an organization's capability to transfer

knowledge.

As the findings have shown, there is a lack of understanding among the respondents at NCC
as to what support and help is available today. This lack of knowledge, as discussed in the
section on Logistical Help and Support, has led to a “learning by doing” mentality at NCC in
relation to logistical tasks. Connecting this to Zollo and Winter (2002), this can be seen as a
high amount of experience accumulation, however the articulation of the knowledge and the
codification of it is insufficient. This highlights the lacking co-evolution of these aspects,
something that describes why dynamic capabilities are not developed at NCC, and rather
NCC remains proactive in its approach. This lack of knowledge of what support is available
could be attributed to a communication gap between the corporate level and the project
teams, seeing as there is little contact between operational logistics and corporate logistics.
This lack of support can be connected to what Helfat and Martin (2015) would describe as
lacking dynamic managerial capabilities, something reducing dynamic capabilities but also

the quality of the logistic strategy at NCC.
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Additionally, there are concerns about how smaller projects in NCC today are finding it
difficult to justify full-time logistical roles since they possess fewer resources. However,
sometimes there is a critical need for logistical support, and that is when consultants are
brought in. This is an issue seeing as when the resources at NCC is limited, knowledge
transfer from consultants to NCC is less likely to occur. In addition, as mentioned in the
section on NCC's Aim for Future Big and Complex Projects, there is not always a correlation
between project size and logistical complexity due to such urban, transport and regulatory
complexities. If NCC wants to take on more complex urban projects, there is an additional
need for a clear strategy, something supported by Helfat and Martin (2015). Related to this,
they pinpoint the importance of dynamic managerial capabilities, something that must be

provided by NCC's strategic departments in this case.

5.2.3 Cultural Impact of Logistics Implementation

Today, there is a general lack of ability to identify the benefits of efficient logistics, both in
the industry and at NCC. As described by Bontis (1999), valuable intangible resources can
often be invisible. This can be related to a major challenge at NCC, the fact that there is an
invisibility of logistics. Even though these resources are however more visible when logistics
support comes from consultants at a late stage in a project, there is still a culture of being
blind to the importance of logistics. This lack of focus on logistics may be partly due to the
NCC's lacking capacity to identify logistical needs and then to act strategically upon them.
According to Wang and Ahmed (2007), an organization's current resources are based on the
dynamic capabilities that have led to this position. Related to NCC, the need for consultants
based on lacking resources can therefore be described by insufficient dynamic capabilities,
something that has put NCC in a position in the market where they rely on consultant usage.
In addition to this, when a consultant is brought in to rescue the logistical challenges at a later
stage, they are seen as experts in logistics. It is described that in such cases, they can bring
visible benefits, although it may be more related to timing rather than the consultant's
knowledge, something that could lead to an overconfidence in the utilization of consultants.
The use of consultants in this perspective can therefore be seen as a quick fix when
challenges arise because it has become the norm of using them when it's critical. This limits
the growth and ability to develop NCC's own capabilities in the first place, as discussed in the

section on Overconfidence in Logistical Ability.
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Another cultural reason for the lack of interest in logistics at NCC could be that there is a
cultural inertia in the industry that needs to be actively challenged if change is to occur. This
is discussed in the section on the Cultural Impact on logistics. Today, NCC's culture of being
a kind construction company, where you ask rather than order, limits its ability to be
dynamic. NCC needs to actively challenge this culture, to further allow for the creation of a
clear strategy, as discussed in the Strategic Directions section. This is something that is
strongly in line with Helfat and Martin (2015) who describes that lacking dynamic
managerial capabilities can lead to lacking strategic change and strategic quality, something
seen in the soft leadership related to logistics. Similarly, as Carmeli and Tishler (2004) point
out, intangibles such as organisational culture have an impact on the success of an
organisation. Therefore, if the more understanding culture related to logistics is widely
accepted, even by the more challenging older generation, it will provide more success for

NCC.

In addition, there are different subcultures within NCC’s operations, each with its own set of
norms and expectations. As discussed in Cultural Impact on Logistics, these differences can
lead to friction in logistics coordination. This highlights the need to foster a more cohesive
logistics culture across the organisation, one that supports broader acceptance and
understanding of logistics as a strategic function. Currently, divided subcultures, both within
and across projects, contribute to a narrow focus that limits logistics' ability to influence
NCC's overall strategy. Therefore, a cultural shift is needed that elevates the role of logistics
and integrates it into the organisation from a holistic perspective, enabling the successful
implementation of logistics strategies at NCC. This cultural shift could further support the
higher understanding of the interrelatedness of the resources related to an effective logistic,

an importance emphasized by Galbreath (2005).

5.3 Capability Lifecycle
This section analyzes different aspects related to how capabilities can be developed in
relation to the capability lifecycle (CLC). Looking into how lacking education and inefficient

collaborations limits the development of logistical competencies.

5.3.1 Unstructured Logistical Education
As mentioned earlier, the capability to perform logistical tasks is lacking at NCC, where RBV

and more specifically the CLC focuses on how these capabilities can be developed over time.
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The CLC concept highlights that capabilities in an organisation evolve in patterns that are
sometimes predictable and sometimes not, according to Helfat and Peteraf (2003). Building
on the concept, the logistics capability for NCC can also be outsourced to its strategic
network, which NCC does partly successfully today with its framework agreement and

cooperation with for example Bygglogistik.

On the other hand, NCC shows that it is able to get logistics work done, but that a higher
level of knowledge is both desired and needed in how it should be handled. As discussed
above, there is an “it works” mentality at NCC around logistics, however there is an interest
in education related to logistics found in Logistical Competence Development. Bygglogistik
can support competence development through educational initiatives and also through its
ability to give a second opinion on logistical plans. Furthermore, logistical plans can be
developed in collaboration with Bygglogistik as discussed in Collaboration with Logistical
Partners. Relating this to Helfat and Peteraf (2003), educational initiatives, internal or
external in nature, have the ability to shape the evolution of capabilities in line with the
external and internal pressures. Hence, these initiatives invite for the ability to evolve the
logistical capabilities, for instance through renewal or recombination. Therefore this can be
seen as being highly related to dynamic capabilities, something that has the potential to create
competitive advantage if the cost of dynamism is not too high in comparison to the benefits,

according to Winter (2003).

According to CLC (Helfat & Peteraf, 2003), a capability goes through three stages:
formation, development and maturity. The findings of the report express that there is a lack of
structure of the logistical work in projects within NCC, where the logistical work differs both
because of organisational and individual factors. This unstructured shaping of logistics in the
early projects led to much diversity and unevenness of logistical focus throughout the
projects. This can be connected to the idea proposed by Helfat and Peteraf (2003) where it is
described how the internal environment is crucial for the development of capabilities,
whereas dynamic capabilities are required to develop capabilities in a structured way. Hence,
the lack of structure emphasizes the need to put an educational focus, a sort of dynamic
capability, already at the founding stage of a project, where the project manager of the site
can play a major role. This will lead to there being more synergy in how projects at NCC
implement logistics in projects and allow the logistical focus to be respected, calculated and

adopted earlier, something that is discussed in Early Logistical Focus. The effect will lead to
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a higher internal congruence, something supporting the dynamic capabilities as opposed to
ad-hoc problem solving as described by Winter (2003). This could support the formation
stage presented by Helfat and Peteraf (2003).

In addition, NCC has some problems with documentation and work structure around the
logistical work tasks, where site plans are often the only document used in relation to
logistics. According to the findings of Development of Logistical Work Tasks, there is a need
for more concise logistical communications such as one-pagers that can improve information
transfer so that they can be used in the operational world. This is highly related to Zollo and
Winter (2002) who describes how the codification of knowledge is a major pathway to
increasing dynamic capabilities if it is done in collaboration with the workers, whereas the
task itself provides many of the benefits. This highlights a higher need to codify logistical
knowledge at NCC, using it as an ongoing process to develop dynamic capabilities in line
with the more uncertain future. This is something that can support the idea of creating a SCA.
There can also be a need for NCC to make use of logistics consultants who, if used correctly,
can increase capability and documentation, as discussed in Competence Transfer Between
Projects. Relating this to Bontis et al. (1999) the usage of consultants can therefore be seen to
decrease the invisibility of intangible resources, however it requires the ability to identify the
need of their utilization. The development of documentation, according to the CLC concept,
1s necessary to overcome the development phase that has previously been presented as one of
the three phases needed to build logistical capability to scale in the organisation. The
standardisation of work tasks is crucial where the sometimes unclear and unknown logistics
capability needs to be used and understood in a clear way for the proper development of the
capabilities. This will allow the mature stage of logistics capability to be transformed and

adapted further down the organisation, leading to natural knowledge development.

5.3.2 Collaboration with Consultants and NCC Internals

It has been shown that there is a sense of lack of structural collaboration between projects,
using both in-house and outsourced roles, which has had an impact on the way both materials
and human capability is handled within NCC. For example, there is a sense of the
collaborations between projects being the “wild west”, as discussed in the section on
Collaboration with Logistical Partners. This lack of collaboration leads to the reinvention of
the wheel, when in fact there is much that can be standardized, as discussed in Competence

Transfer Between Projects. As explained above, the CLC concept (Helfat & Peteraf, 2003)
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supports both internal and external use of capabilities as long as they are organized in a
strategic network that is controlled and understood by NCC. The use of consultants in
logistics can therefore be a successful strategy if they can be organized within the stages of
CLC. The important factor related to this described by Helfat and Peteraf (2003) is however
that this goes in line with the overarching strategy, otherwise the development of the
capabilities will be hampered through the lacking dynamic capabilities provided. However,
NCC's use of logistics consultants has been characterised by a lack of knowledge and
intention in several projects, as discussed in the section on Collaboration with Logistical
Partners. Further, the strategic use of hired consultants with specific competences was
questioned in several projects highlighted in the interviews. However, as discussed above, the
use of consultants is still better than none, especially at these critical stages in logistics. It is
even more efficient if it is done strategically as a means of developing knowledge, or

furthering the dynamic capabilities of the project.

According to the section on Responsibilities between NCC and Logistical Partners, one
possible reason for the sometimes seen lacking collaboration is that NCC lacks clear
communication and clear demands on how the consultants should work. Again, if external
help should be used in the CLC concept (Helfat & Peteraf, 2003) it should be based on a
strategic alignment. This means that using consultants without clear control and a follow up
of what is demanded of them, risks hampering the capability transfer into NCC. However, it
is difficult to order and control something if you do not have the required competence and
knowledge. As discussed in the section on Overconfidence in Logistical Ability, there is a
need for developing the knowledge of the decision maker who hires the consultants, and then
further, the supervisors of the consultants in the project. This is highly related to the idea
proposed by Inkinen (2015) who describes that knowledge is an antecedent to knowledge.
Thus highlighting that if capabilities are to develop in CLC, knowledge plays a major role in
relation to consultants. In addition, as mentioned in the section on Responsibility between
NCC and Logistical Partners, there is a risk that consultants will unnecessarily increase the
number of roles in NCC projects, a risk that cannot be managed if the NCC project manager

does not understand what the consultants are doing.
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5.4 VRIN Framework

The theoretical framework highlights that the VRIN framework can be utilized to determine
what resources and capabilities that can support a competitive advantage. Therefore it is

applied in this section.

5.4.1 Two Kinds of Logistical Roles

A clear finding from the interviews, where everyone agrees, is that there are different kinds of
logistical roles. One of the roles is more menial in nature, what some call “arms and legs”.
Then there is the more strategic logistical role, where it is more related to planning in the
early stages of the project and strategic support from a collaborative direction as mentioned in
the Menial Logistics section. The VRIN framework (Barney, 1991) explains how an
organization's intangible resources can be analyzed on the basis of whether they can lead to a

competitive advantage or not.

The findings from the Strategic Direction section, mentions that there was a desire not to give
too much of the logistical strategic role to consultants. The desire revolved around the idea of
having consultants not being situated too high up within the organisation. Another recurring
idea was that NCC employees felt that consultants could play a supporting role, not a leading
coordinating role as discussed in the section Responsibility between NCC and Logistical
Partners. Furthermore, the professor brought up that the number of logistics coordinators in
construction companies has not increased, but the number of consultants has. This trend
towards more consultants in the role of logistics supervisor seems to have an impact on NCC
employees, where many express that there is an unclear usage of consultants in different

roles.

This shift can be related to what Winter (2003) points out, the fact that it is not always a good
idea to invest in all dynamic capabilities, where the cost of development might be higher than
the output. This highlights the benefit of dividing the logistical role into a strategic role and a
more operational role. This is based on the idea that the development of an internal menial or
more operational team might not live up to what the VRIN framework supports as beneficial
related to SCA. Further, relating this to Bingham and Eisenhardt (2008), this can be
connected to their idea that VRIN does not necessarily lead to a SCA seeing as the
interlinkages are of importance, something further underscoring the need for the division of

the logistical roles.
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5.4.2 Strategic Logistical Role

The strategic role of the logistical work task has been mentioned in the findings, it is seen as

a critical capability for NCC to be able to manage the complex and uncertain projects of the

future. This highlights that the strategic and coordinating logistical role should be taken care

of internally to achieve a more effective company performance. Research on the topic of

VRIN-resources further supports the notion of business success related to them (Nason &

Wiklund 2018; Crook et al., 2008; Talaja, 2012). Table 7 highlights the application of the

VRIN framework on the strategic logistical role.

Table 7: The strategic logistical role as an VRIN capability for NCC

Valuable
The strategic logistical supervisor is an important

part of coordinating projects in a long-term
perspective. Their work provides value through the
creation of highly contextual logistical plans that
increase efficiency and mitigates risks. The value is
further created through the interconnectedness with
the other parts of the project, thus making it hard for
a consultant to take the place.

Rare
Today consultants often lack up-to-date logistics

expertise relevant to NCC's specific construction
context shown through the need for them to be
trained on site in many cases. This highlights the
rarity of the capabilities required for the context
of a NCC-project.

Inimitable
If strategic logistical knowledge is implemented as

mentioned above, internal organizational knowledge
is the basis of logistical planning. Aspects such as
shared physical resources, human knowledge and
tools that could be shared between projects are some
things that consultants have no insight and interest
in developing within NCC. Therefore, making it
impossible to imitate within the context of NCC.

Non-Substitutable
Logistics coordination has been highlighted that it

should be implemented in the early stages of
projects. The project manager is however
responsible for implementing it early whether or
not consultants are invited. Therefore, there is no
substitute for NCC having in-house logistics
coordinators to implement logistics in projects
from day one.

5.4.3 Menial Logistical Role

The availability of operational logistics, referred to as “arms and legs”, has been highlighted

as a great fit for consultant use. Table 8 highlights how it is not related to a sustained

competitive advantage for NCC based on the VRIN framework. It is not rare and it is not

inimitable while at the same time it is easy to substitute. Therefore, there is not a need for

NCC to focus on the menial, more operational logistical role internally to achieve a higher

effective company performance.
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Table 8: The Menail Logistical role not as an VRIN capabilities for NCC

Valuable Rare

Menial logistical tasks, although providing The menial logistics are not related to rare

value, they are easy to delegate. Consultants can | capabilities. They are performed at a plethora of
successfully be used to top-up short term projects and by a plethora of external firms. Menial
logistical needs, providing adaptability logistics relate to things such as carrying materials
extending to evenings and nights. after NCC’s working hours where the consultants

often are students with short term contracts.

Inimitable Non-Substitutable

Menial logistics are tasks that do not require The menial logistics has many substitutions as
logistics unique to NCC, seeing as there is little | mentioned earlier. It is a common capability among
focus on long-term strategic decisions. The consultants in the logistics field today, where there
tasks can be carried out without the need for are many great consulting companies that are easy
unique in-house knowledge and can therefore to work with and available for both short and long
not be seen as inimitable. term assignments.

5.5 Strategic Implementation

Building on the theoretical framework, this section synthesizes previous analysis into

strategic implications for NCC.

5.5.1 Need of a Strategy

Grant (1991) and Barney (1991) highlight in their respective articles the importance of
strategy for the creation of competitive advantage, and how it can be derived from the RBV.
The wish for clearer strategies related to logistics is a common topic within the interviews,
for instance, in Strategic Direction it is put forward how there currently is a lacking strategic
direction early in the projects, and that this is important whether this comes internally or from
consultants. Further it is described that logistics has to be planned ahead, seeing as course
corrections can be costly and difficult to perform at later stages. NCC'’s strategic ability is
further emphasized in Strategic Direction, something that accentuates the operational focus
of the logistics in projects by highlighting the ad-hoc solution approach. Early Logistical
Focus also points towards the idea that a late focus on logistics has the impact of reducing the
amount of help that the projects can receive both internally and externally, something
connected to the idea pinpointed in Responsibility between NCC and Logistical Partners

where the usage is consultants is better than doing nothing at all.

All this provides grounds for the need for a clear strategy regarding the logistical question.

Based on the RBV, Grant (1991) provides a framework which describes how a strategy can
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be constructed based on resources and capabilities to create and maintain a competitive

advantage. The first step in Figure 4, was analyzed in the section called Intangible Resources,

highlighting specific resources related to logistics that were lacking or interconnected. The
analysis highlights how aspects such as organizational resources, knowledge and further

intangible resources were lacking at NCC, providing disadvantage. The second step is

connected to the managerial capabilities of logistics, noting insufficiency to perform the tasks

at a level that can be seen elsewhere. Further, the section called Dynamic Capabilities

described the proclivity to utilize ad-hoc solutions similar to the description of Winter (2003)

who maintained it as being a sometimes reasonable structure. CLC provided the foundation

for how capabilities can develop over time through dynamic capabilities in relation to internal

factors, noting lacking education and collaboration as a source of these. Related to the third

step, VRIN analyzed the logistical roles at NCC highlighting what parts of logistics can be
seen to lead to a SCA on the basis of the division of roles. Related to the fourth step of the

model, the strategic incongruence is apparent both between business areas but also between

different projects, pointing toward a lacking ability to align the strategy with identified VRIN

resources. The last step of the model is further related to lacking communication, lacking

education and lacking collaboration, highlighted in the findings.

5.5.2 Problem Solving Model

As mentioned in the previous section, the findings can be related to the framework of Grant

(1991), where he describes in Figure 4 how a strategy can be built upon resources and
capabilities. Therefore, a problem solving model will be presented as part of a suggested

strategy moving forward, something that can be used to navigate the insufficient intangible

resources and capabilities that has been identified. The six steps are based on all the sections

in the analysis that is based on the theoretical framework and findings.

1-Define
logistical
roles

2-Strategic
congruence

3-Early strict
requirements

4-Develop
knowledge

5-Project
manager
support

6-Require
documentat
ion

Figure 6: Suggested problem solving model
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1) Make a clear distinction within the organization about the two roles of logistics, where all
logistical roles have specific decided names and work descriptions. Move towards an
internalization of strategic logistic work through education, knowledge integration and
strategic usage of consultants. Further, move toward an externalization of menial logistic
work. The importance of this is found in connection to the previously described section
named Two Kinds of Logistical Roles, connecting to Barney (1991). Where the application of
the theory highlights that the choice of in-house capabilities must be strategic. It is
highlighted in Strategical Role that strategic construction logistics take part in such a strategy
aimed to create a competitive advantage, while menial logistics does not according to the

analysis in Menial Logistical Role.

2) Develop an internal strategic congruence related to logistics across all hierarchical levels.
Do not allow individual projects to skip logistical planning, or have a strategic direction out
of line with other projects. As mentioned in the previous section in the analysis of Need of a
Strategy, it is highlighted related to the RBV (Grant, 1991) that a clear strategy can lead to
competitive advantage. Further, this can possibly be done by showing at the corporate level
that a congruent strategy between business areas is related to positive outcomes for NCC as a
whole. In addition to this, the findings showed that a congruence of strategy is needed and
lacking seeing as the analysis of Cultural Impact of Logistical Implementation pinpointed the
differences between subcultures at NCC. Something that limits NCC’s ability to implement

an overarching strategy.

3) There must be strict requirements on logistical planning early in projects. Enforce that
logistical planning is performed through the requirement of an official logistics plan. Enact
strict requirements to follow up that the plan is followed at key points within the project. In
the section Underdeveloped Managerial Capabilities it is mentioned according to Carmeli
and Tishler (2004) that structure and discussion at top management is crucial for
implementing change, something that shows lack of managerial capabilities at NCC. By
implementing stricter requirements in the early stages of projects, many issues would be
alleviated. For instance the challenges discussed within the section called Insufficient
Organizational Resources, where it is highlighted that the logistical roles are vaguely defined

at NCC today, and that the structure is not supporting an efficient logistics organization.

4) Develop logistical knowledge at NCC where required education of employees is crucial.

Further, knowledge integration within the project as well as between projects is vital. Require
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each project to collaborate on the codification of knowledge and routines related to logistics
as a way to increase knowledge resources. Project management can be argued to be the most
important target group for this knowledge to start with as the first involved NCC employee in
projects. In the section The Lack of Knowledge Resources, it is shown that logistical
knowledge is lacking today where even more knowledge is required for people to even see
which problems exist. Building on this, the section Unstructured Logistical Education
mentioned Bygglogistik as an external possible partner that can act as an educational source
for NCC. This educational development is something that, when connected to Helfat and
Peteraf (2003), can be expressed as a possible future way for NCC to develop their

capabilities in line with their strategy.

5) Increased project management support is required within the projects. The project
managers must have a clear understanding of what requirements there are connected to
logistical performance at NCC. The analysis section, Unmet Need of Help and Support in
Logistics, put light on the fact that NCC currently has challenges related to both offering
support as well as communicating the existence of it. In addition to this, the section NCC's
Future Direction and Uncertainty highlights how NCC is strategically moving towards more
complex and bigger projects. Something that can be connected to what Teece et al. (1997)
argues, the fact that an organisation must be flexible in its competencies around an uncertain

environment.

6) There must be requirements on documentation and follow up meetings after using
consultants to ensure that NCC has learned from the external usage. The knowledge transfer
must be written down and shared within the company. A recommendation would be to do a
one-pager of how the project has successfully worked with the logistics. The analysis section
called Collaboration with Consultants and NCC internals shows how there is sometimes a
feeling of the “wild west” related to the collaboration between projects. A structured strategy

is according to Helfat and Peteraf (2003) crucial for the further development of capabilities.

6. Conclusion

The aim of this report was to analyze the construction logistics at NCC utilizing the RBV.
The aim entailed the creation of a detailed analysis of describing important intangible
resources and capabilities that were lacking at NCC within this context. To extend the

analysis, important topics within the RBV were further used to analyze NCC. Hence, aspects
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related to dynamic capabilities and CLC and the roles they play in relation to the creation of
more efficient logistics at NCC was also analyzed. This was done through semi-structured
interviews with NCC employees, a professor and an external partner. The first research

question based on this was as previously presented:

1. What intangible resources and capabilities related to construction logistics are

lacking at NCC?

To answer the research question, a range of lacking intangible resources and capabilities were
identified through the interviews. The report has shown that NCC has lacked intangible
resources in relation to construction logistics at many levels according to a theoretical

analysis.

Regarding the overall intangible resources and capabilities found to be lacking at NCC’s
construction logistics today, organizational resources, knowledge resources and managerial
capabilities were identified. The lacking organizational resources was highlighted by the
respondents in relation to a range of issues. For instance, the idea that projects situate the
logistics organization within projects at the wrong place within the hierarchy. Where it is
pointed out that it requires a closer connection to the project management. Further, the report
found that the logistical role within projects often was vaguely defined and it was given out
without a strategic intention, something highlighting the operational view of logistics found.
Another dimension found is that no enforcing structure was used in practice to make sure that
logistics were planned for at an early stage in projects. Lastly, the organizational
incongruence related to logistics was highlighted by differences reported between the
different business areas. Further, looking into knowledge resources, many aspects were also
identified in the analysis. The main point found is that the projects in many cases lacked the
knowledge for logistics on a strategic level. Further, this lack of knowledge resources was
identified by the respondents to be a further problem seeing as it in some cases made it hard
for workers to identify the problems themselves. A reason for this found within the analysis is
connected to the idea of NCC mostly hiring based on construction competencies, not on
logistics capabilities. Lastly, NCC's managerial capabilities, identified in the report, were
found to lack structure, and also the proper focus at the corporate level. This is something

found to be negatively impacting the ability to implement change. At the project level on the
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other hand, an identified notion was that managers often did not understand the value of

logistics given the lacking ability for them to easily visualize cost and benefits related to it.

The report further highlighted that NCC lacked dynamic capabilities related to help and
support and cultural impact of logistics implementation. Relating help and support to
dynamic capabilities, a major finding in the analysis was that there is a lacking understanding
of what help and support is available today. Further, the low level of knowledge articulation
and codification within projects related to logistics also identified how dynamic capabilities
were hampered. This is something that had further implications of putting into question the
ability of NCC to absorb knowledge from the usage of consultants. The cultural aspect was
found to be connected to lacking dynamic capabilities within construction logistics. A general
cultural lack of understanding of the benefits of logistics was found by the respondents,
something that made change more difficult. This inertia was further connected to the
identified idea that NCC historically has been a kind construction company in terms of
leadership. The slow moving culture is related to findings within the projects based on the
different subcultures within them causing major friction. This was found to be of importance
seeing as NCCs strategic direction is moving towards more big complex projects. Therefore
the analysis found issues related to the current operational logistics relying on ad-hoc
problem solving instead of more rigorous dynamic capabilities built upon intangible
resources. Further, issues were highlighted on the basis of individual resistance in projects

sometimes making change hard to attain.

To evolve the capabilities, the analysis of dynamic capabilities was further related to CLC.
Here, lacking educational initiatives was found to be very important in relation to the
development of logistical capabilities. Building on the previous descriptions of lacking early
logistical focus, an unevenness was found in relation to how construction logistics is
performed. The analysis highlights the need for education in order to develop these
capabilities, something that external partners were found to be able to help with.
Collaboration, both internal and external was further found to have an impact on intangible
resources and dynamic capabilities. The report found that internal collaboration between
projects was often missing. Hence, the report highlights how many projects are seen to be
constantly reinventing the wheel, and that the sharing of resources often can be considered to
be the “wild west”. This is something highlighting how limited collaboration can be seen to

limit the ability to develop logistical capabilities. In relation to external collaboration with
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consultants, a lack of clear communication and strict demands upon them was found in many
projects. Further, the utilization of them was found to not always be intentional, rather as a

short term solution to prior disregard.

2. How should NCC act strategically to develop their logistic capabilities based on the

insufficient resources and capabilities identified.

In order to answer this research question, VRIN was carried out together with a resource
linkage analysis in order to further analyse which parts of logistics can be seen as the basis
for creating a competitive advantage. In addition, a problem solving model was created,
highlighting prescriptive strategic advice from the application of the strategising framework
proposed by Grant (1991). The analysis of the findings and the VRIN framework (Barney,
1991) points towards the need for NCC to divide the construction logistics into two different
roles. One role which is strategic and planning, where the recommendation is to keep it
in-house. The other role is menial and more operational, something that can be outsourced.
The strategic logistical tasks and roles, according to this report, have a positive outcome if
they are kept in-house and seen as a VRIN capability that can help NCC to create a strategic
competitive advantage. On the other hand, according to the VRIN framework, the menial

logistics role is not a critical capability and can therefore be outsourced.

Furthermore, the current inconsistency of NCC'’s logistical performance in different projects
highlights the need for a congruent logistics strategy implementation at NCC. Given the
presented theoretical framework and findings from the interviews, a problem solving model
has been presented to give suggested strategic guidance to address the development of NCC
logistical capabilities in a practical way seen in Figure 6. This model is based on the analysis
that is based on the findings and the theoretical framework. The first step of the problem
solving model was to define roles where a clear definition between the two different logistic
roles is needed. The second step was to create strategic congruence, where an internal
strategic agreement needs to be reached at all hierarchical levels. The third step was to
implement strict requirements related to logistics at the beginning, during and after the
project. The fourth step was to develop logistical knowledge, something that must be done
through codification of knowledge in projects where it must be turned into a requirement.
Fifth step, support for project managers, where an increased level of help and support for

project management must be developed. Last step, to become stricter on required
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documentation, where for example follow up meetings after consultant usage is required and

further, that required documentation is followed up whether it is done or not.

6.1 Theoretical Contribution

This paper builds upon the RBV by contextualizing it to the construction industry, more
specifically the logistics within it. This increases the understanding of the theory by providing
context for how the different abstract concepts can be understood within the context. This
allows for a practical understanding of what concepts are important, and further how it can be

used to strategize within the context of the industry.

More specifically, this paper provides a basis for the understanding of how certain intangible
resources and capabilities are related to competitive advantage within construction logistics.
Something the paper relates to aspects such as organizational resources, knowledge and
managerial capabilities. This builds upon prominent research presented by Hall (1992),
among others, about the nature of competitive advantage related to intangible resources.
Further, the research extends the understanding of when dynamic capabilities are needed
within construction logistics related to Winter (2003) through the division of logistics into
two roles and the analysis of the uncertain future of NCC. Further, it contextualizes the ideas
presented by Teece et al. (1997) by providing context for what dynamic capabilities can be
understood as within construction logistics, for instance through organizational support and
cultural initiatives. Relating the dynamic capabilities to the concept of CLC presented by
Helfat and Peteraf (2003), the evolution of capabilities in relation to dynamic capabilities is
explored within the context. Finding how educational and collaborative initiatives are of
importance within the context for the development of capabilities. Further, the VRIN
framework presented by Barney (1991) is applied to the role of logistics within NCC,
providing the separation of what parts of the logistical role that can be related to competitive
advantage. Where in the case of logistics, the separation of menial logistics and strategic
logistics is highly important within the context of the industry. Yet another contribution is the
application of the strategizing framework described by Grant (1991) to the context of
construction logistics, something that provides practical advice for the research object in

relation to creating a SCA.
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Further, relating the research to Haglund and Rudberg (2022), it provides a look at
construction logistics through a different theoretical basis while at the same time finding
similar conclusions. Main ideas such as strategy being limited by the organization and the

divergence within top management is further supported in this report.

6.2 Future Research

The method chapter highlights limitations related to it being a single case study, at one point
in time, with a high level of anonymity. Although these limitations exist, the authors of this
report argue that the research maintains relevance based on its ability to provide prescriptive
advice to an actor within the industry. Further it also creates a basis for strategizing within the

context of the industry.

However, these limitations highlight areas where additional research can provide further
insights. Future research can seek to analyze different case subjects, such as basing the study
on the other side of the perspective, in this case the subcontractors or consultants instead of
NCC. The research can also seek to expand the scope through longitudinal or multiple case
studies, where Sweden has multiple similar construction companies that allows for an
interesting multiple case study as a research design. This could widen the contextualization
opening up for a wider contextual application. Further, quantitative empirical testing could
provide further rigor to the analysis, by analyzing how the resources and capabilities
identified within the construction logistics can be related to metrics such as growth or other
performance metrics. Another way to expand the contextualization of the RBV is to further
analyze other related areas within the construction industry such as procurement or
budgeting. Thus allowing for further analysis of how these different areas interconnect to
create a sustainable competitive advantage, and how the strategic implications change on the

basis of these other perspectives.
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8. Appendix

Appendix 1

Intervjuguide MALL

Date and time: 2025-02-05
Participations: Anna Holmer Medbo och Fredrik Odlander, Person A, Person B
Length of interview:

Introduktion
e Presentation av (0ss) intervju utforare
- Fraga om inspelning + transcription

- Péminna om anonymitet gidllande namn och roll (OK att nimna bolag och funktion)?
- Paminna om att man far avsta att svara pa fragor
- Ritt att avbryta intervjun och korrigera svar

Som beskrivet 1 informationsmailet sa dr syftet med denna intervju att undersoka anvéndandet
av konsulter inom byggbranschen och framforallt NCC. Diarav kommer frdgorna att rora dels
er kompetens pd NCC, men dven ert samarbete med konsulter. Var rapport i frdga ska forsoka
svara pa hur kompetensen inom logistikomradet &r pd NCC samt varfor och hur NCC
anvénder logistikkonsulter. Vi dnskar dven kunna svara pé, hur och nir dessa ska anvindas
samt dven effekten av den langsiktiga anviandingen av konsulter.

e Be intervjupersonerna att introducera sig

- Hur ldnge har ni jobbat inom byggbranschen?

- Hur ldnge har ni varit pA NCC?

- Vad gor ni i era roller p4 NCC?

Main questions
- Vad gor du i din roll kopplat till logistikuppgifter?

- Hur ser du pa NCC’s formagor inom bygglogistik?
- Har du erfarenhet av att anvidnda dig av logistikkonsulter?

- Anser du att det finns logistik roller dar konsulter passar béttre eller simre in pa
NCC?

- Vad finns det for fordelar med att anstélla logistikkonsulter enligt dig?
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Vad ser ni for nackdelar med att anstélla logistikkonsulter enligt dig?

Hur skiljer sig konsultkompetenser jaimfort med byggbolagens egen kompetens pa
omrédet?

Om konsulter &r béttre, vad anser du NCC bor gora for att bli lika bra som
konsulterna?

Anser du att byggbolag bor anvénda sig av logistikkonsulter 1 en perfekt varld?
I vilka lagen tycker ni att samarbeten fungerar bist med logistikkonsulter?

Anser du att det finns en tydlig strategi frin NCC hur man bor anvénda sig av
konsulter i logistikomradet?

Nar tycker ni att samarbeten brukar fungera simre med logistikkonsulter?

Vad kan NCC gora for att forbéttra samarbetet?

Vad kan konsultbolagen gora for att forbéttra samarbetet?

Har ni ndgon specifik framgéng som symboliserar att ett samarbete fungerat vil?

Vad ser ni for utmaningar med att konsulter inte har full insyn i byggbolagets
organisation, finns det delar som hélls interna?

Har du kunskap om fordndringen av anvéndningen av logistikkonsulter idag,
jamforelse med 10 ar tillbaka? ISF, vad skiljer sig?

Hur tror ni logistikkonsult marknaden ser ut om 10 &r?

Vad ser ni for utmaningar med logistik inom byggbranschen?

Hur ser ni att ett langsiktigt konsultanvindande paverkar byggbolagen sjilva pa sikt?

Ending

Overgriplig sammanfattning
Ar det ndgot annat ni tinker p4 som ni hade 6nskat ligga till?
Ar det nigot ni vill ta bort/korrigera?

Tack for er tid
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Appendix 2
Welcome email:

Hej XX!
Aterigen tack for att ni stiller upp for en intervju pa ca 45 minuter med oss den xx kl xx, vi

vill med detta mejl informera er om praktisk information infér moétet. Syftet med denna
intervju dr att undersoka logistik kompetensen pd NCC samt anvidndandet av konsulter inom
byggbranschen, dir NCC och XX som kontaktpersoner dr var samarbetspartner. Déarav
kommer frdgorna att rora dels er kompetens pd NCC, men dven ert samarbete med
logistikkonsulter i sin helhet. Vér rapport i fraga syftar bland annat till att svara pd varfor
NCC anvénder logistikkonsulter, hur och nér dessa ska anvdndas samt dven den

organisatoriska effekten av den langsiktiga anvandningen av konsulter.

Rapporten skrivs for Handelshogskolan Goteborg av oss Anna Holmer Medbo och Fredrik
Odlander och kan komma att publiceras genom skolan. Ni som intervjupersoner kommer att
héllas anonyma med namn och roll i hela processen, dock kan bolagets namn och funktioner
forekomma i rapporten, potentiellt godkdnnande kring detta kommer att diskuteras vid

intervjun.

Intervjun kommer i utgdngspunkt att spelas in och transkriberas for att sedan analyseras i en
vetenskaplig rapport. Viktigt att notera &r att ni har rétt till att avsta fran att svara pa fragor
som kénns for obekvidma, for personliga eller pa annat sitt som minskar er anledning att vilja
svara pa dem. Med detta sa ingér en mojlighet att i slutet av intervjun stryka svar, eller d&ven
korrigera svar ifall ni anser att det behdvs. Dessutom har ni fullstindig mojlighet att avsluta

intervjun nér ni vill.
Hor av er vid fragor eller funderingar,

MVH
Anna Holmer Medbo och Fredrik Odlander
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