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Executive summary
This dissertation examines how shared leadership influences coordination and project delivery within the Ferrovial–Laing O’Rourke Joint Venture during the Crossrail project. Using a qualitative case study based on secondary data, the study explores the relationship between leadership, governance and coordination in a complex megaproject environment.
The findings show that leadership was distributed across partner organisations, supporting collaboration, flexibility and problem-solving. However, its effectiveness depended on strong governance structures and relational practices such as trust and alignment.
Overall, the study concludes that shared leadership enhances coordination but operates within broader governance frameworks, highlighting the importance of context in shaping project delivery outcomes.

[bookmark: _Toc227341362][bookmark: _Toc228294197]Structure of the Dissertation
This dissertation is divided into five chapters:

1. Chapter 1: Introduction
This chapter presents the research background, problem, aim and objectives. It also outlines the significance of the study and introduces the research context.

2. Chapter 2: Literature Review
This chapter reviews existing literature on shared leadership, governance and coordination in joint ventures and megaprojects. It establishes the theoretical foundation and identifies the research gap.

3. Chapter 3: Methodology
This chapter explains the research design, including the research philosophy, approach and methodology. It also outlines the information collection and analysis methods used in the study.

4. Chapter 4: Findings and Discussion
This chapter presents the key findings from the analysis and examines them in relation to existing literature. It critically evaluates how shared leadership influenced coordination and megaproject delivery such as the Ferrovial – Laing O’Rourke Joint Venture.

5. Chapter 5: Conclusion and Recommendations

This chapter summarises the main findings and addresses the research objectives. It also discusses limitations and provides recommendations for future research.

[bookmark: OLE_LINK2]

[bookmark: _Toc228294198]CHAPTER 1: Introduction
The word ‘mega’ derives from the Greek word ‘megas’, signifying something large, significant and complex. In recent years, this term has been used to describe large-scale projects characterised by high costs, long delivery periods and considerable complexity. As noted by Davies et. al (2014) in the International Journal of Project Management, projects are classified as ‘megaprojects’ when they require investments of $1 billion or more.
Megaprojects play a critical role in national economic development, urban regeneration and global competitiveness, particularly in sectors such as infrastructure and transportation. However, despite their strategic importance, these projects are highly susceptible to cost overruns, delays, governance instability and technical interdependencies. Their complexity arises not only from technical requirements but also from the involvement of multiple organisations, contractual interfaces and layered governance structures. As projects increase in scale, effective coordination becomes essential for successful delivery (Flyvbjerg, 2014).
A common delivery model for megaprojects is joint ventures (JVs), widely used in construction and infrastructure sectors due to their ability to pool resources, share risks and combine expertise. JVs are hybrid organisational forms that combine elements of hierarchy and market, often creating tensions between control and autonomy. Coordination is further complicated by differences in organisational culture, objectives and internal systems among partner firms. As a result, coordination must be structured through governance mechanisms such as contractual arrangements, reporting systems and collaborative decision-making processes (Das et. al, 2000).
1.1 [bookmark: _Toc228294199]Research Background
Large scale projects (mega projects) have become increasingly prominent due to the innovation opportunities they provide, their role in addressing sectoral challenges and their contribution to economic development. The United Kingdom has delivered several such projects, including Heathrow Terminal 5, the Olympic Park and the High Speed 2 (HS2) line connecting London to Birmingham.
These projects are typically delivered through joint ventures (JVs), where multiple firms combine resources and expertise to enhance delivery capacity. However, joint ventures also create structural challenges, as partner firms retain different strategic objectives, organisational cultures and internal systems. This often leads to coordination difficulties and fragmented accountability.
In megaproject environments, these challenges are intensified by technical interdependencies, multiple contractual interfaces and performance pressures. As a result, effective project delivery depends on governance mechanisms such as reporting systems, decision-making structures and relational coordination practices.
Although governance structures have been widely studied in project management and alliance literature, the role of leadership remains relatively underexplored, particularly within contractor joint ventures delivering infrastructure megaprojects (Sergeeva et. al, 2018).
1.2 [bookmark: _Toc228294200]Research problem

There is limited understanding of how shared leadership operates in joint ventures delivering megaprojects, and whether it effectively supports coordination and project outcomes in practice.


1.3 [bookmark: _Toc227341363][bookmark: _Toc228294201]Research aim

The research aim of this study is to explore how shared leadership influenced inter-organisational coordination and project delivery within the Ferrovial-Laing O’Rourke Joint Venture during the delivery of Crossrail (The London Elizabeth Line).
1.4 [bookmark: _Toc227341364][bookmark: _Toc228294202]Research objectives

· Identify shared leadership and governance practices within the Ferrovial Laing O’Rourke Joint Venture during Crossrail.
· Analyse how these leadership approaches influenced coordination between joint venture partners.
· Evaluate how shared leadership contributed to project delivery outcomes within the joint venture. 
1.5 [bookmark: _Toc228294203]Research questions
	
1. What leadership styles were enacted within the Ferrovial-Laing O’Rourke Joint Venture during the delivery of Crossrail?
2. How did these leadership approaches have influenced coordination between joint venture (JV) partners?
3. To what extent did shared leadership contribute to project delivery outcomes within the joint venture?
1.6 [bookmark: _Toc227341365][bookmark: _Toc228294204]Research significance and rationale
The rationale for this study is grounded in the increasing complexity of infrastructure megaprojects and the growing use of joint venture structures to deliver them. Projects such as Crossrail involve multiple organisations, stakeholders and governance layers, creating environments in which traditional hierarchical leadership models may be insufficient to manage coordination and interdependencies. This has led to increased interest in shared leadership as a potential approach for facilitating collaboration across organisational boundaries. However, despite its theoretical appeal, there is limited empirical evidence of how shared leadership operates within real-world megaproject contexts, particularly within joint ventures. This creates a need for research that examines leadership as it is enacted in practice, rather than as it is conceptually assumed. The Ferrovial–Laing O’Rourke Joint Venture on Crossrail provides a particularly relevant case study due to its role within one of the most complex infrastructure projects in Europe.
By focusing on this case, the study aims to generate context-specific insights into how shared leadership emerges, how it influences coordination between partners, and how it relates to project delivery outcomes. This approach allows for a more nuanced and critical understanding of leadership in complex inter-organisational settings.

1.7 [bookmark: _Toc227341366][bookmark: _Toc228294205]Research gap

While existing literature on megaprojects and joint ventures has predominantly emphasised governance structures, coordination processes and systems integration, comparatively, little attention has been paid to the role of leadership. In parallel, shared leadership has been widely explored in organisational and team settings, where it is often linked to enhanced collaboration and performance. However, there is a lack of research connecting these two areas, particularly in the context of large-scale, inter-organisational megaprojects. Moreover, critical perspectives, including those of Dennis Tourish, challenge the assumption that shared leadership is inherently effective, highlighting the need for more context-specific and empirical investigation. This study therefore addresses this gap by examining how shared leadership is enacted within the Ferrovial–Laing O’Rourke Joint Venture on Crossrail and how it influences coordination and project delivery outcomes.


[bookmark: _Toc227341367][bookmark: _Toc228294206]CHAPTER 2: Literature review

2.1 [bookmark: _Toc227341368][bookmark: _Toc228294207]Introduction

Although research on joint ventures and megaproject delivery has largely focused on governance structures, contracts and coordination mechanisms, relatively little attention has been given to leadership, particularly how shared leadership is enacted in practice within inter-organisational settings. This gap is critical in infrastructure megaprojects, where fragmented authority, multiple stakeholders and strong interdependencies intensify coordination challenges. Moreover, existing literature often assumes shared leadership improves collaboration and performance without critically examining its limitations; however, scholars such as Dennis Tourish highlight that leadership is shaped by complex power dynamics and may not function as expected in practice. Therefore, there is a need for empirical research exploring how shared leadership operates in real-world megaprojects, such as the Ferrovial–Laing O’Rourke Joint Venture on Crossrail.


2.2 [bookmark: _Toc227341369][bookmark: _Toc228294208]Shared leadership in joint ventures in the Ferrovial–Laing O’Rourke Joint Venture on Crossrail (The London Elizabeth Line)

Shared leadership is highly relevant in joint venture partnerships and megaprojects, where multiple organisations must collaborate without a single dominant authority. Unlike traditional hierarchical leadership, shared leadership distributes influence and responsibility among partners, facilitating responsiveness through flexibility and collaborative decision-making in complex project environments. This is particularly important for megaprojects, which are characterized by high uncertainty, interdependence and the need for continuous coordination across organisational boundaries. (Hoch, 2013).
Fostering mutual influence, trust, and open knowledge sharing, shared leadership helps improve on common joint venture challenges such as conflicting objectives, communication obstacles and mediocre expertise. As conceptualised by Hoch, shared leadership represents a dynamic, interactive process through which leadership is enacted to a collective rather than an individual level. 
Moreover, it supports innovation by encouraging joint venture partners to explore new ideas, jointly solve problems and adapt to emerging challenges during the project lifecycle. Importantly, shared leadership can be a mediating mechanism through which formal governance structures and leadership styles translate into improved project outcomes.
Such perspective applies to those projects where authority is fragmented and control is exercised by multiple authorities rather than an individual one – the Crossrail programme exemplifies such conditions, as it involved a highly complex network of contractors, joint ventures and governance structures operating across multiple organisational boundaries. Research by Muruganandan and its colleagues from 2022 demonstrates that Crossrail functioned as a ‘system of systems’, characterised by numerous interdependent components requiring ongoing coordination and integration throughout the project lifecycle. Giving the complexity of the project, coordination could not be achieved solely through formal governance mechanisms or contractual arrangements, but instead it required ongoing interaction, collaboration and shared leadership achieved through mutual adjustments between partners responsible of different subsystems. These reciprocal interdependencies required partners to show flexibility by continuously adapting their activities in response to emerging information, changing conditions, highlighting the limitations of centralised control. Such dynamics closely align with the shared leadership theory mentioned above by Hoch which emphasises the distribution of influence, collective decision-making and relational coordination to be key points for achieving organisational outcomes in megaprojects. Within the Ferrovial-Laing O’Rourke Joint Venture, leadership effectiveness was not located with an individual body, leader or organisation, but rather emerged through collaborative practices, shared responsibilities of partner firms working together to manage interface complexities and dependencies. Furthermore, the need for ‘mutual adjustment’ identified in the Crossrail study reflects the practical enactment of shared leadership, where multiple partners and bodies involved, contribute to coordination by negotiating solutions, aligning activities and resolving conflicts in real time. This indicates that shared leadership operates as an important mechanism through which joint venture partners are able to reduce and mitigate challenges, manage interdependencies and sustain project deliveries in highly complex environments. 
However, despite the growing emphasis on shared and distributed leadership as effective approaches in complex organisational contexts, critical perspectives challenge the assumptions underpinning these models. Tourish (2014) argues that much of the leadership literature – including calls for shared or less hierarchical leadership – remains conceptually problematic, often reproducing the very power dynamics it seeks to challenge. Rather than genuinely redistributing agency, such approaches can blur how leadership continues to be shaped by underlying structures of power and influence. 

A key critique made by Tourish made in the article ‘Leadership, more or less? A processual, communication perspective on the role of agency in leadership theory,’ is that leadership – whether hierarchal or shared – should not be viewed as a clearly defined construct, but rather as a dynamic and communicative process that emerges through interactions between organisational partners. This perspective challenges the assumption that shared leadership can be purposefully designed or implemented as a managerial solution to coordination issues. 
Even when leadership is conceptualised as distributed, it is frequently assumed to be inherently beneficial, which restricts critical examination of its real-world impacts and outcomes. Furthermore, Tourish signals that organisations and projects which rely on cohesion, alignment and collaboration – often linked to shared leadership – can supress disagreement and hinder organisational learning. Consequently, distributed leadership may inadvertently promote conformity rather than foster meaningful participation. 
Therefore, understanding leadership effectiveness in the Ferrovial-Laing O’Rourke Joint Venture requires moving beyond individualistic leaderships models and instead recognising leadership as an emergent, distributed process embedded whin inter-organisational collaboration and system integration. This leadership style is essential in joint ventures and megaprojects as it distributes influence among partners to enable flexibility, coordination and complex problem-solving in uncertain environments. Arguably, Tourish (2014) emphasises on the challenges of shared leadership which inadvertently suppress dissent and reinforce conformity rather than enabling authentic participation.

2.3 [bookmark: _Toc227341370][bookmark: _Toc228294209]Opportunities and challenges in Joint Ventures

[bookmark: _Toc227341371]Joint ventures (JV’s) are agreements made by firms to create new products or services and access existing or foreign markets. They are considered hybrid organisational forms that require carefully designed governance mechanisms to manage inter-organisational relationships. 
In “Managing Joint Ventures”, Beamish et. al, 2009, believes that JV performance is dictated by strategies implemented by managers and employees and argues that at any time, performance should not be overlooked but monitored through financial indicators, stock market returns, etc. These business partnerships use to be heavily regulated in some countries which would not have recognised them as ventures if their alliance was not made together with a local partner. However, lately, due to rapid globalisation, most countries have decided to dismiss this restriction to welcome investors more easily. Despite this, joint ventures in foreign countries are not easily ‘entertained’ due to government policies and restriction. On the other hand, equity JVs are legally distinct business units, which can be owned by two or multiple partner firms. Parent firm might own as little as 5% equity stake in a joint venture although, in many countries, local regulators do not recognize investments which are less than 20% - this gives investors great influence. 
Joint ventures enable firms to access each others’ complementary resources and competences in order to achieve economic goals, develop products at faster rate, more reliably and cheaply that could be done by either of the firms acting by themselves or through acquisition. Moreover, international joint ventures (IJV’s) benefit from partnership with local firms because of their assistance in navigating unfamiliar business practices and policies which if not followed correctly may damage the company’s credibility and its customer base. In essence, these alliances are beneficial and can enhance profitability. However, the resources interdependence increases coordination complexity, instituting governance challenges that may offset anticipated efficiency gains.
Despite their strategic advantages, joint ventures are inherently vulnerable to governance instability arising from the fact that firms do not necessarily have identical goals. Most JVs experience challenges due to poor negotiation tactics, incongruent goals, miscommunication and even disagreements arising after implementation where one of the partners is struggling with the changes. In summary, joint ventures success is dictated by effective collaboration, resource availability, business practice knowledge. In contrast, the disadvantages are tied to partners goals misalignment, miscommunication and disagreements in how performance is assessed. (Beamish et. al, 2009).

2.4 [bookmark: _Toc228294210]Theoretical Framework: Governance and Coordination in Joint Ventures (JVs’)

Governance theory suggests that JV performance is shaped not only by strategic alignment but by the balance acquired from formal control mechanisms and relational coordination practices. Formal governance is established through contractual agreements, equity structures, reporting systems and shared decision-making boards while relational governances is built through trust, shared norms and collaborative routines. (Reuer et. al, 2007).
Evidence from the Crossrail programme reinforces the importance of aligning governance structures with project complexity. The Infrastructure Procurement Routemap highlights that governance arrangements and delivery models should be designed in response to the specific challenges of the project environment. In Crossrail, stronger sponsor–client alignment and clearer accountability improved coordination across organisational boundaries. The integration of delivery partners into the client structure also enhanced interface management and reduced duplication. Furthermore, adapting organisational capabilities over time and maintaining strong governance during key transitions proved essential. These findings demonstrate that effective governance plays a critical role in supporting coordination and improving megaproject delivery outcomes. (Mitchell, 2014).

2.5 [bookmark: _Toc228294211]Formal versus Relational Governance

Poppo et. al, 2002, challenges the common view that trust-based relational governance substitutes for detailed formal contracts in interorganizational exchanges. Building on transaction cost economics, they argue instead that contracts and relational governance are complements, well-specified contracts can promote cooperation and trust by reducing risks, clarifying expectations, and providing agreed procedures for adaptation and dispute resolution, while relational governance helps overcome the contractual limitations by sustain flexibility, solidarity and commitment challenges when unexpected issues arise. In “Do formal contracts and relational governance functions as substitutes or complements?”, Poppo et. al, find from outsourced information that in some larger joint venture firms, complex contracts are paired with higher relational governance (and vice versa) which is considered interdependence and which helps explain improvements in exchange performance. 
Beamish et. al, 2009 argues that effective joint venture managements are dependable on continuous monitoring of performance, alignment of objectives and structured coordination between partner firms. 
Another key point to joint ventures is coordination due to organisations having separate identities, cultures and internal believes. Unlike fully integrated firms, JVs must actively manage interfaces across organisational boundaries. In complex infrastructure megaprojects, coordination challenges are more poignant due to technical interdependencies, the involvement of multiple stakeholders and performance pressure. Therefore, governance structures act as coordination mechanisms designed to reduce ambiguity, clarifying accountability and facilitating information flow across firms. (Okhuysen et. al, 2009).

2.6 [bookmark: _Toc228294212]Control versus Trust tension

In joint ventures, trust, control, equity, coevolve over time but the important part sits in the beginning and is mostly dictated by the partners beliefs at the inception of the venture. 
At the start, partners face relational risk (opportunism) and performance risk (inability to deliver), so they rely on a mix of formal controls such as contracts, monitoring, reporting and social controls such as shared norms and relationships. Clear collaborative purposes can help ignite initial trust, while ponderous formalization can slow trust growth and create friction. It is recommended to reduce the trust tension by learning about the partner, understand the way they operate, their values and how reliable they are. Fostering trust directs the shift towards a less costly, more relational governance – however, this ‘personable’ approach can hinder bargaining power and create spillover fears which in exchange can trigger the need of implementing additional controls due to trust set back. (Inkpen et. al, 2004).

2.7 [bookmark: _Toc228294213][bookmark: OLE_LINK1]Coordination Theory

Coordination is a vital framework of joint ventures as when actively used; it helps manage dependencies among activities. The core idea is that identifying different types of dependencies such as shared resources, producer-consumer relationships, simultaneity constraints, etc., helps systematically analyse the coordination processes used to manage them such as markets, hierarchies, standardization, scheduling. This perspective helps explain how organizations, markets and others function and adapt especially in response to information technology which in turn, lowers coordination costs, enables new coordination ways and fosters flexibility. (Malone et. al, 1994).
Failures in coordination – such as weak interface management and poor communication – can lead to delays and cost overruns, as seen in later stages of Crossrail. These findings suggest that coordination in megaproject joint ventures cannot rely solely on formal structures but requires continuous interaction and adaptive management across multiple partners, highlighting its inherently dynamic and distributed nature. (Pearce et. al, 2008).


2.8 [bookmark: _Toc227341372][bookmark: _Toc228294214]Summary

This literature review explores the role of shared leadership within joint ventures delivering complex megaprojects, with emphasis on the Crossrail programme. Shared leadership is presented as a distributed process in which influence and responsibility is shared among partners, enabling effective collaboration, flexibility and ongoing coordination in environments characterised by uncertainty and interdependence. In such contexts, leadership contributes to aligning activities and managing interdependencies across organisational boundaries. Evidence from Crossrail highlights the importance of ongoing interaction and mutual adjustment, suggesting that coordination cannot simply rely on formal structures. However, shared leadership should not be considered as an absolute solution due to organisational constraints and power dynamics which could in turn limit effectiveness in practice and possibly affect the end result negatively. 
Nevertheless, governance theory emphasises the need create a balance between formal control mechanisms and relational practices such as trust and collaboration. Effective governance enhances coordination through clearer accountability, structured decision-making and improved interface management. Coordination theory further explains how managing interdependencies is central to joint venture performance in complex project environments. 
Overall, the literature highlights the need to examine how shared leadership interacts with governance and coordination to influence megaprojects delivery outcomes by joint venture partnerships. 

[bookmark: _Toc227341373][bookmark: _Toc228294215]CHAPTER 3: Methodology

The methodology section outlines the research design and approach adopted to investigate shared leadership within the context of infrastructure megaprojects delivered through joint ventures. It provides a clear outlook of the research philosophy, paradigm and methodological positioning, ensuring both transparency and academic rigour. By critically detailing the sampling strategy, data collection methods and ethical considerations, the methodology strengthens the justification of the chosen research framework. This, in turn supports the study’s ability to generate meaningful insights into how shared leadership operates, complex, inter-organisational megaprojects environments and how it leverages coordination and project delivery outcomes. 


3.1 [bookmark: _Toc227341374][bookmark: _Toc228294216]Research Philosophy

This study adopts a qualitative perspective to explore how shared leadership is executed within a joint venture partnership. The research focuses on understanding leadership not as an isolated managerial behaviour, but as a process embedded within governance structures and coordination practices. In the context of the Ferrovial–Laing O’Rourke Joint Venture on Crossrail, leadership is closely linked to how organisations align activities, manage interdependencies and coordinate across boundaries. Therefore, this approach allows for farther analysis of how leadership influences coordination and project delivery in complex inter-organisational contexts. 

3.2 [bookmark: _Toc228294217]Research Paradigm

This study adopts a constructivist paradigm, which assumes that leadership, governance and coordination are influenced by social interaction and organisational practices. In joint ventures, leadership materialize through collaboration, coordination and shared decision-making between partners. Such perspective allows the study to examine how shared leadership is encapsulated within governance structures and coordination processes in the Crossrail joint venture.
3.3 [bookmark: _Toc227341375][bookmark: _Toc228294218]Research Approach

A qualitative framework is used to critically depict the importance of shared leadership for joint venture partnerships and how these can lead to inauthentic participation of the bodies involved, possibly affecting the outcomes of the project negatively. This approach allows a deeper understanding of how leadership practices may inadvertently have a negative impact if coordination, governance and shared responsibility are overlooked in megaprojects. (Tourish, 2014).
3.4 [bookmark: _Toc227341376][bookmark: _Toc228294219]Research Methodology

[bookmark: _Toc227341377]This study adopts a qualitative case study methodology based on secondary research. It focuses on the Ferrovial–Laing O’Rourke Joint Venture on Crossrail as an example for analysing shared leadership. The methodology supports the examination of leadership as part of broader governance and coordination processes within the joint venture. It focuses on how organisations coordinate their activities, manage interdependencies and sustain collaboration in a complex megaproject setting. Secondary sources, including academic literature and project documentation, provide relevant and credible insights into these dynamics. This approach allows for a detailed understanding of how leadership, governance and coordination interact. Overall, the methodology supports a coherent analysis aligned with the research aim and objectives.

3.5 [bookmark: OLE_LINK5][bookmark: _Toc228294220]Research Strategy

This study adopts a case study research strategy to examine shared leadership within the Ferrovial–Laing O’Rourke Joint Venture on Crossrail. This approach enables an in-depth analysis of leadership, governance and coordination within a real megaproject context, allowing these elements to be explored as they operate in practice.

3.6 [bookmark: _Toc227341378][bookmark: _Toc228294221]Information collection – tools and techniques

The secondary research information used in this study is employed by a collection of academic journal articles, industry reports, and project documentation related to Crossrail, joint venture partnerships, governance and coordination within megaprojects. The information was carefully selected based on its relevancy to the research topic, credibility of the source and recency of publication which supports reliability. The use of secondary data allows access to elaborate insights into the complexities posed by supporting the development of a megaprojects where primary data availability is lacking due to the project completion in 2022.
The research involved the use of a wide selection of academic journals and a limited number of official government publications. These documents were chosen from Google Scholar, ResearchGate, SagePub and ScienceDirect databases, based on relevancy and recency with some being chosen post-2010 or earlier and most post-2020. It is to be taken into consideration the fact the proposal for the Crossrail happened as early as 1980and the funding was approved 24 years later in 2004 with the project officially commencing in 2009. (Crossrail, 2026). 

3.7 [bookmark: _Toc228294222]Ethical Consideration of the Research

The entirety of this study follows ethical principles to ensure accurate representation of the chosen sources of information and respect for the existing research used as secondary data. Because this is a qualitative study, it does not require active participation of others, and it fully relies on information collected from academic literature, industry reports and project documentation. All data used is available to the public at any time, handled responsibly, with careful consideration to precise citation and acknowledgement of original authors. Through misinterpretation avoidance and selective use of information, this study maintains academic integrity. Following the Data Protection Act 2018, this study does not use any sensitive or confidential information that may affect others in any way, shape or form. Transparency is achieved throughout the research process by clearly evidencing the sources used, which supports accountability and reliability. 


3.8 [bookmark: _Toc228294223]Justification of the chosen methodology

The chosen methodology is appropriate as the study examines how shared leadership influences governance and coordination within the Ferrovial–Laing O’Rourke Joint Venture on Crossrail. A qualitative case study based on secondary data allows access to credible sources such as academic journals, industry reports and project documentation. This approach is suitable for analysing complex relationships between leadership, governance structures and coordination processes in a real megaproject setting. It also enables a detailed understanding of how interdependencies are managed across organisations where primary data is not easily accessible. Overall, the methodology supports a focused and theory-driven analysis aligned with the research aim. 
Furthermore, this dissertation work was possible with the approval and completion of an ethical form provided by the university.

[bookmark: _Toc228294224]CHAPTER 4: Findings and discussions

4.1 [bookmark: _Toc228294225]Introduction
This chapter presents the findings and discussion of the study, focusing on how shared leadership influenced governance and coordination within the Ferrovial-Laing O’Rourke Joint Venture on Crossrail. It studies key themes identified from the literature and critically compares them with existing research to evaluate their impact on project delivery outcomes.
4.2 [bookmark: _Toc227341379][bookmark: _Toc228294226]Findings
The findings of this study indicate that shared leadership within the Ferrovial–Laing O’Rourke Joint Venture was closely linked to governance structures and coordination processes in the Crossrail programme. Evidence from the literature shows that leadership was not concentrated within a single authority, but emerged through collaborative interactions between partner organisations, supporting the argument that leadership in megaprojects is distributed rather than hierarchical (Hoch, 2013).
The analysis highlights that the complexity of Crossrail, characterised by multiple interdependent systems and organisational interfaces, required continuous coordination across boundaries. Research by Muruganandan et al. (2022) demonstrates that the project operated through ongoing integration and mutual adjustment, where coordination was achieved through interaction rather than solely through formal governance mechanisms. This indicates that leadership was enacted through shared practices, enabling partners to align activities and respond to emerging challenges.
Findings also show that governance mechanisms played a significant role in shaping coordination outcomes. Formal governance structures, including contractual arrangements, reporting systems and decision-making boards, provided stability and clarity, while relational governance, based on trust and collaboration, supported flexibility and responsiveness (Reuer et al., 2007). The balance between these mechanisms was essential in managing interdependencies and reducing uncertainty within the joint venture.
Furthermore, evidence from the Crossrail programme suggests that improvements in coordination were achieved through stronger alignment between sponsors and delivery partners. As highlighted by Mitchell (2014), clearer accountability and integration of delivery partners into the client structure enhanced interface management and reduced duplication. These governance practices supported coordination across organisational boundaries and contributed to more efficient project delivery.
The findings also indicate that coordination challenges were intensified by the nature of joint ventures, where partner organisations retained different objectives, cultures and internal systems. This created tensions that required continuous negotiation and alignment, reinforcing the importance of relational coordination practices (Okhuysen et al., 2009). In this context, shared leadership facilitated collaboration by enabling joint decision-making and collective problem-solving.
However, the findings also suggest that shared leadership was not without limitations. As argued by Tourish (2014), leadership processes are shaped by power dynamics and organisational constraints, which may restrict the effectiveness of distributed leadership in practice. While shared leadership supported coordination, it also required strong governance structures to prevent ambiguity and ensure accountability.
Overall, the findings demonstrate that shared leadership in the Ferrovial–Laing O’Rourke Joint Venture functioned as a mechanism supporting coordination, but its effectiveness depended on the interaction between governance structures, relational practices and organisational context. These results suggest that leadership, governance and coordination are closely interconnected in shaping megaproject delivery outcomes.

4.3 [bookmark: _Toc227341380][bookmark: _Toc228294227]Discussion
The findings of this study support existing literature suggesting that shared leadership can enhance coordination in complex megaproject environments; however, they also highlight important limitations regarding its practical implementation. As argued by Hoch (2013), shared leadership distributes influence among multiple actors, enabling flexibility and collaborative decision-making. This is consistent with the Crossrail case, where leadership was not centralised but emerged through interactions between joint venture partners (). Similarly, Pearce et al. (2008) suggest that shared leadership is particularly effective in environments characterised by interdependence, reinforcing the idea that distributed leadership is well suited to megaprojects.
However, while these perspectives present shared leadership as beneficial, the findings indicate that its effectiveness is contingent upon governance structures. Reuer et al. (2007) argue that formal and relational governance must operate together to support coordination, rather than acting as substitutes. This aligns with the Crossrail case, where formal mechanisms such as contractual arrangements and reporting systems provided structure, while relational practices enabled flexibility and responsiveness. In contrast, Poppo and Zenger (2002) emphasise that formal contracts can enhance trust by reducing uncertainty, suggesting that governance, rather than leadership alone, plays a primary role in shaping outcomes.
Further support for the importance of governance can be found in Mitchell (2014), who highlights that Crossrail achieved improved coordination through stronger sponsor–client alignment and clearer accountability. This suggests that shared leadership operates within, rather than independently from, governance structures. In this sense, leadership does not replace formal coordination mechanisms but complements them by facilitating interaction and mutual adjustment between partners. Coordination theory reinforces this perspective. Malone and Crowston (1994) argue that coordination is fundamentally about managing interdependencies between tasks and actors, while Muruganandan et al. (2022) demonstrate that in Crossrail, coordination was achieved through ongoing integration and adaptation rather than static planning.
A useful comparison can be drawn with megaproject delivery in Japan, particularly in large-scale infrastructure such as the Shinkansen high-speed rail system. Research by Fujimoto (2014) and Sato and Chikada (2015) highlights that Japanese megaprojects rely heavily on strong institutional frameworks, long-term collaboration and deeply embedded coordination routines rather than explicitly distributed leadership structures. In contrast to Crossrail, where leadership emerges through shared practices across multiple organisations, Japanese projects tend to emphasise stable governance arrangements combined with relational coordination embedded in organisational culture.
In Japanese megaprojects, coordination is often achieved through what is described as “relational contracting” and long-term partnerships between organisations, supported by strong norms of trust and collective responsibility. This aligns with Okhuysen and Bechky (2009), who argue that coordination is facilitated not only by formal mechanisms but also by shared understandings and routines. However, unlike Crossrail, where shared leadership plays a visible role in enabling coordination, Japanese projects rely more on institutionalised collaboration, where roles and responsibilities are clearly defined but coordination is maintained through continuous interaction.
This comparison highlights both similarities and differences. On the one hand, both Crossrail and Japanese megaprojects demonstrate the importance of relational coordination and mutual adjustment in managing interdependencies. On the other hand, Crossrail places greater emphasis on shared leadership as a mechanism for enabling coordination, whereas Japanese projects achieve similar outcomes through stable governance structures and established collaborative practices. This suggests that shared leadership is not the only pathway to effective coordination, but one of several mechanisms shaped by organisational and cultural context.
These findings raise important questions regarding the generalisability of shared leadership theory. While scholars such as Hoch (2013) and Pearce et al. (2008) emphasise its benefits, they often assume that shared leadership inherently leads to improved outcomes. However, the Japanese example suggests that coordination can be achieved without explicitly distributing leadership roles, instead relying on structured governance and embedded relational practices. This challenges the assumption that shared leadership is universally necessary in complex project environments.
Furthermore, critical perspectives offered by Tourish (2014) provide additional insight into these dynamics. Tourish argues that leadership, whether hierarchical or distributed, is shaped by power relations and organisational constraints. This perspective is supported by the findings of this study, which indicate that shared leadership in Crossrail did not eliminate hierarchical structures but operated within them. Leadership was embedded within governance frameworks and influenced by formal authority, suggesting that power dynamics remain relevant even in distributed leadership contexts.
Another important consideration is the issue of accountability. While shared leadership can enhance collaboration, it may also create ambiguity regarding decision-making responsibilities. In contrast, Japanese megaprojects often maintain clearer accountability structures due to more stable governance arrangements. This highlights a potential trade-off between flexibility and clarity, where shared leadership supports adaptability but may complicate accountability, while more structured approaches provide clarity but may limit flexibility.
Despite these limitations, the findings demonstrate that shared leadership can play a valuable role in supporting coordination when combined with effective governance structures. In Crossrail, the integration of formal governance mechanisms and relational practices enabled partners to manage complexity and align activities across organisational boundaries. This suggests that shared leadership is most effective when it complements, rather than replaces, governance and coordination mechanisms.
Overall, this discussion highlights that shared leadership should be understood as a context-dependent approach that interacts with governance structures and coordination processes. While it offers advantages in terms of flexibility and collaboration, its effectiveness depends on the broader organisational environment. Comparative evidence from Japan demonstrates that alternative models based on strong governance and relational coordination can achieve similar outcomes, challenging the universality of shared leadership. Therefore, a more nuanced understanding of leadership is required, one that recognises its interaction with governance, coordination and organisational context in shaping megaproject delivery outcomes.

4.4 [bookmark: _Toc228294228]Summary
This chapter examined how shared leadership influenced governance and coordination within the Ferrovial–Laing O’Rourke Joint Venture on Crossrail. The findings showed that leadership operated as a distributed process supporting collaboration and alignment, while governance structures provided stability and accountability. The discussion highlighted that shared leadership enhances coordination but is dependent on formal and relational mechanisms. Comparative insights, particularly from Japanese megaprojects, demonstrated that similar outcomes can be achieved through alternative governance approaches, emphasising that leadership effectiveness is shaped by context and organisational structures.


[bookmark: _Toc227341381][bookmark: _Toc228294229]CHAPTER 5: Conclusion

This study explored how shared leadership influenced governance and coordination within the Ferrovial – Laing O’Rourke Joint Venture during the delivery of Crossrail. The findings demonstrate that leadership was not limited to a single authority but instead emerged as a process that distributed responsibility and authority among those involved in the megaproject through the means of collaboration and cooperation. This supports existing literature suggesting that leadership in megaprojects environments is rooted within inter-organisational interaction rather than individual control. (Hoch, 2013). 
This study confirms that shared leadership had contributed to the coordination of the project by facilitating flexibility, mutual adjustment and collective problem-solving, especially in response to high levels of interdependence identified in Crossrail project (Muruganandan et al., 2007). However, its effectiveness was closely linked to governance structures. In line with Reuer et al. (2007) and Poppo and Zenger (2002), the research shows that formal governance mechanisms and relational practices operate as complementary elements, providing both structure and adaptability in complex environments.
Furthermore, the findings highlight the importance of governance in shaping coordination outcomes. Evidence from Crossrail indicates that clearer accountability, stronger sponsor–client alignment and integration of delivery partners improved coordination and reduced inefficiencies (Mitchell, 2014). This suggests that shared leadership does not replace governance but operates within it as a supporting mechanism.
At the same time, the study recognises the limitations of shared leadership. As argued by Tourish (2014), leadership processes are influenced by power dynamics and organisational constraints, which may limit the extent to which leadership can be genuinely distributed. This reinforces the need to view leadership as a context-dependent process shaped by governance arrangements and organisational structures.
Overall, this study contributes to the literature by integrating shared leadership with governance and coordination theory in the context of megaproject joint ventures. It demonstrates that leadership effectiveness is not an isolated concept, but one that emerges through the interaction of leadership practices, governance mechanisms and coordination processes.

5.1 [bookmark: _Toc228294230]Recommendations for future research
Future research should consider incorporating primary data methods, such as interviews with project managers and stakeholders, to gain deeper insight into how shared leadership is enacted in practice. This would allow for a more direct understanding of leadership dynamics within joint ventures.
Comparative studies across different megaprojects and geographical contexts would also be valuable. For instance, examining differences between UK-based projects such as Crossrail and infrastructure projects in Japan could provide further understanding of how governance structures influence leadership and coordination.
In addition, future research could explore the relationship between shared leadership and measurable project outcomes, including cost performance, delivery timelines and stakeholder satisfaction. This would strengthen the empirical link between leadership practices and project success.
Further investigation is also needed into the limitations of shared leadership, particularly in relation to power dynamics, accountability and decision-making, as highlighted by Tourish (2014). This would contribute to a more balanced and critical understanding of leadership in complex organisational settings

5.2 [bookmark: _Toc228294231]Limitations of the research	
This study has several limitations that should be acknowledged. Firstly, it relies entirely on secondary data, which limits access to direct insights from individuals involved in the Crossrail joint venture. As a result, the analysis is dependent on existing interpretations within academic and industry sources.
Secondly, the research focuses on a single case study, which may restrict the generalisability of the findings. While Crossrail provides a relevant and complex context, its governance structures and organisational environment may differ from other megaprojects.
Additionally, the qualitative approach adopted in this study enables in-depth analysis but does not provide measurable evidence of the relationships between shared leadership, governance and coordination. Finally, the findings may be influenced by the availability and selection of sources, as not all aspects of leadership practices are fully documented in public data.

5.3 [bookmark: _Toc228294232]Summary
This chapter summarised the key findings of the study and highlighted the role of shared leadership in supporting coordination within joint venture megaprojects. While shared leadership enhances collaboration and flexibility, its effectiveness is dependent on governance structures and organisational context. The chapter also identified key limitations and provided recommendations for future research, reinforcing the need for further empirical investigation.
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APPENDIX A – Information Collection Process
This study is based on secondary information gathered from academic journal articles, industry reports and project documentation related to Crossrail, joint ventures, governance and coordination in megaprojects. The information was sourced from recognised academic databases, including Google Scholar, ScienceDirect, Sage Publications and ResearchGate.
Keywords used in the search process included: “shared leadership”, “joint ventures”, “Crossrail”, “governance in megaprojects”, “coordination theory” and “infrastructure project delivery”. Sources were selected based on their relevance to the research topic, credibility of publication and recency, with priority given to peer-reviewed journal articles and well-established academic contributions.
The use of secondary information was necessary due to the completion of the Crossrail project in 2022, which limited access to primary research opportunities and direct engagement with project participants. This approach enabled the study to draw on a range of credible sources to examine leadership, governance and coordination within the selected case.

[bookmark: _Toc228294235]APPENDIX B – Summary of Key Sources

	Author(s)
	Year
	Topic
	Relevance to Study

	Hoch, J.E.
	2013
	Shared leadership
	Provides theoretical foundation for shared leadership.

	Reuer, J. et al.
	2007
	Governance in alliances
	Explains formal and relational governance mechanisms.

	Poppo, L. & Zenger, T.
	2002
	Contracts and governance
	Shows complementarity of formal and relational governance.

	Muruganandan, K. et al.
	2022
	Crossrail systems integration
	Provides case-specific evidence on coordination.

	Mitchell, A.
	2014
	Crossrail governance
	Highlights governance improvements and coordination within megaprojects.

	Okhuysen, G.A. & Bechky, B.A.
	2009
	Coordination theory
	Explains coordination mechanisms in organisations.

	Malone, T.W. & Crowston, K.
	1994
	Coordination theory
	Foundational framework for managing interdependencies.

	Tourish, D.
	2014
	Critical leadership theory
	Challenges assumptions of shared leadership effectiveness.
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