
 
 

 

Analysing Outsourced and Insourced Public Infrastructure Projects’ Performance in a 

Provincial Department of Public Works: A Grounded Theory Approach  

Abstract 

Purpose: An increase in outsourcing of consultancy services has been observed during procurement and 

delivery of public-sector infrastructure projects. However, the incidence of project failure has continued 

unabated despite this shift by public-sector entities. Also, there appears to be limited literature focused on 

seeking (i) to provide the rationale governing the decision to outsource or insource consultancy services 

by public-sector organisations, and (ii) to appraise the performance of public-sector projects in which 

consultancy services have been outsourced or insourced. These are the gaps which this study was 

undertaken to fill.  

Research Design/Method: A Grounded Theory methodology (GTM) research design was adopted based 

on the nature of evidence sought and gathered from a Provincial Department of Public Works and 

Infrastructure (PDPWI) in South Africa. Data were obtained from a mixture of semi-structured interviews 

and project-specific documents spanning a five-year period and were analysed according to the 

procedures associated with GTM. Accordingly, open coding, axial coding, and pattern matching were 

carried out at several intervals to develop categories and themes.  

Findings: The findings of the study showed the absence of a structured approach within the PDPWI for 

facilitating decisions pertaining to outsourcing or insourcing consultancy services within construction 

projects. Furthermore, the study established that both approaches yielded similar results across all 

performance facets of cost, time, and quality. In addition, a detailed insight into the steps required for the 

successful application of GTM in Built Environment research has been provided in the study.  

Research Implications: The findings of the study have salient implications for public entities involved 

in the commissioning of construction projects.   

 

Keywords: Grounded Theory, Insourcing, Outsourcing, Public infrastructure Projects, South 

Africa,  

1. Introduction 

The concepts of outsourcing and insourcing have gained prominence in existing literature about 

purchasing and supply (Handfield. 2006; Doval, 2016) as a result of the quest for operational 

efficiencies in organisations (Ranasighe et al., 2019). Whereas outsourcing has been defined as 

the allocation of business activities from an organisation’s internal sources to an external 

organisation (Chase et al., 2004; Lankford & Parsa, 1999; Kroes & Ghosh, 2010), insourcing has 

been described as the deployment of internal resources, such as labour, personnel and other 

resources, to achieve the firm’s objectives (Sikula et al., 2010).  Outsourcing has become a key 

business trend that is steadily growing, assuming a strategic position as a critical component of 

organisational supply chain management (Kroes & Ghosh, 2010). This growth is attributed to 



 
 

 

factors such as market unpredictability, costs, competitive environment, and globalisation (Kroes 

& Ghosh, 2010).  

Whereas outsourcing was previously limited to activities such as cleaning, catering, and security 

services, Agburu et al. (2017) and Dominguez (2006) asserted that it has expanded to critical areas 

in several industries including design, manufacturing information systems, and project and 

facilities management.  In other instances, public sector organisations have adopted a hybridised 

option whereby a mix of in-house, professional personnel and external consultants are engaged 

during the delivery of infrastructure projects (Idoro, 2011). These consultants might be situated 

either within the public-sector organisation where they are referred to as in-house or insourced 

consultants or external to the organisation and are referred to as outsourced consultants. The 

outsourcing of professional consultancy services by public-sector entities seeking to deliver 

construction projects persists (Lam, 2019).  

Although various reasons have been suggested for the increasing shift towards outsourcing within 

the public sector, the dearth of professionals within these entities, the quest for improved 

innovation and knowledge transfer from the private sector and increasing demands for public-

sector accountability remain as significant drivers of outsourcing of consultancy services by 

public-sector entities (Abdul-Azziz & Ali, 2004; Idoro, 2011; Ranasighe et al., 2019). This is 

mostly the case in developing countries where a dearth of professionals within the public sector 

has continued to pose a challenge to insourcing. Windapo and Cattell (2013) identified the 

shortage of public sector capacity as one of the challenges afflicting the South African 

construction industry. Similarly, Abdul-Azziz and Ali (2004) alluded to the inability of relevant 

public-sector entities to recruit staff with technical capabilities in the face of increasing public 

construction expenditure in Malaysia.  

In these climes, outsourcing has been introduced as a panacea for facilitating successful public-

sector project performance. However, this belief seems to be premised on anecdotal evidence, as 

empirical studies undertaken to investigate the influence of outsourcing and insourcing of 

professional consultancy services on project performance in a holistic manner from the client’s 

perspective, are limited (Idoro, 2011). In such studies, where available, mixed results have been 

reported. For instance, Khan et al. (2019) observed that the outsourcing of certain consultancy 

services proved to have more significant impact on project success compared with others. In 

another study, Idoro (2011) acknowledged that the joint engagement of insourced professionals 

and outsourced consultancy services in varying degrees by certain client organisations contributed 

to improved project performance. In an earlier study by Abdul-Azziz and Ali (2004), it was 

observed that, in some instances, the insourcing of consultancy services proved a more efficient 



 
 

 

mechanism for procuring and delivering value when compared to outsourcing of consultancy 

services by client organisations.  

Despite the results of these studies and an increasing shift towards total outsourcing of consultancy 

services by many public-sector organisations, limited studies have been undertaken to evaluate 

the effectiveness of outsourcing and insourcing of consultancy services during the design, 

procurement, and delivery of public-sector construction projects (Idoro, 2011; Khan et al., 2019). 

Also, a plethora of studies have been focused on the impact of outsourced services on 

organisational performance (Abdul-Azziz & Ali, 2004; Ikediashi & Mbamali, 2014; 

Nyameboame & Haddud, 2017). However, studies in the latter category did not compare the 

impact of either outsourced or insourced services on the organisational and project performance. 

This was the gap to which the study reported in this article was undertaken to contribute.  

Accordingly, the central objective of this study was to assess and compare the impact of 

outsourcing and insourcing on project performance, using the example of a public sector 

infrastructure delivery entity (a Provincial Department of Public Works and Infrastructure). In this 

study, the term ‘outsourced projects’ is used to denote public-sector projects for which a 

significant percentage of construction professional consultancy services have been procured from 

external service providers, and ‘insourced projects’ is used to refer to public-sector projects for 

which significant use of in-house professional consultants is observed. Idoro (2011) identifies 

these consultants as comprising project engineers, architects, quantity surveyors, electrical 

engineers, structural engineers, and mechanical engineers. The services provided by these 

professionals include the development of client requirements, preparation of project documents, 

establishing and monitoring milestones to ensure that they are attained timeously, to the specified 

quality and within budget (Idoro, 2011), and are critical for achieving successful project 

performance. Furthermore, from a methodological perspective, a cursory scan of relevant 

literature about this phenomenon revealed an overt focus on mixed-method and survey research 

designs (Abdul-Azziz & Ali 2004; Idoro, 2011, Verroiopoulos & Sfakianaki 2015; Khan et al., 

2019; Ranasighe et al., 2019). Deviating from this supposed norm, the grounded theory 

methodology (GTM) was applied to achieve the objectives of objective this study.  

The subsequent sections of this article have been structured as follows: a brief review of literature 

relating to the definition of outsourcing and insourcing; a description of the study context - the 

environment of South African Public Sector Infrastructure delivery and the role of the Provincial 

Department of Public Works and Infrastructure (PDPWI); a justification and clarification of the 

research methodology deployed in the study; the presentation and discussion of findings; and a 

conclusion.  



 
 

 

2. Literature Review  

2.1. Understanding the nature of outsourcing, benefits, and challenges  

Outsourcing is defined as a strategy to use external service providers to perform activities which 

were traditionally performed internally by organisations (Handfield, 2006). Also, it has been 

defined as the transfer of non-core activities and a firm’s control from internal organisational 

structures to external companies or service providers (Brege et al., 2010). Within organisations, 

outsourcing has come to be regarded as a strategic move by management to cut operating costs, 

develop competitive advantage and improve performance (Doval, 2016; Mori, 2015). Ahamed 

et al. (2012) identified the benefits which outsourcing confers on organisations as including cost 

reduction, improved opportunities for expanding the range of services offered, and improved 

employee productivity and morale. Also, Wise (2007) suggested that outsourcing enables 

organisations to select vendors based on criteria including experience, quality, speed, as well as 

performance, thereby leading to increased efficiencies. Similarly, Doval (2016) maintained that 

cost reduction, improved production capacity, balancing of jobs, flexible management and 

increased levels of risk avoidance constituted significant benefits accruing from the adoption of 

outsourcing within organisations and projects.  

Notwithstanding these benefits, the decision to outsource certain services within various 

organisational settings gives rise to some challenges. Outsourcing might fail in any organisation 

for any or a combination of the following factors (Moe et al., 2014; Muka & Marnewick, 2018; 

Happonen & Siljander, 2020): firstly, the inability of the outsourcing vendor to deal with the 

volume of activities allocated to them; secondly, the variance in work ethic between organisation 

and outsourced vendor; thirdly, the outsourced vendor might not be able to perform the task at 

the given time and fail to meet the contractual obligations between the two parties. Furthermore, 

inadequate contract performance measures and penalties might hinder outsourced performance, 

lack of time management capability when dealing with the outsourced vendor, lack of flexibility 

and. lastly, contracts focused solely on cost-cutting measures could be detrimental to the 

organisation (Collings, 2007; Mcgray & Clark, 1999). According to Somjai (2017), other 

drawbacks associated with the implementation of outsourcing by organizations include: the 

increased risk of exposing confidential data and technology to external service providers, poor 

synchronisation of deliverables between the demand organisation and the external service 

provider, the incidence of hidden costs which erases the supposed cost-effective nature of such 

contracts and increasing lack of customer focus. Within the context of developing countries, 

claims of the benefits of outsourcing being negated by corruption and unethical practices remains 

rife (Mgonja & Poncian, 2019; Wadesango et al., 2018). Also, outsourcing has been linked 



 
 

 

repeatedly to a deterioration in employment terms and conditions for public-sector employees 

(Schulten & Brandt, 2012). In a study of three municipalities in Italy, England and Denmark, 

Mori (2015) confirmed these deteriorating working conditions and noted that the deterioration 

was evident in wages and allowances and in the working conditions of employees. 

2.2. Understanding the nature of insourcing, benefits, and challenges  

According to Sikula et al. (2010: 3), insourcing can be described as having taken place when ‘an 

organisation uses internal labour and personnel, but other resources as well, to supply the 

operational needs of its enterprise’. Sikula et al. (2010: 3) explained further that insourcing is a 

decision taken by the management of a firm or organisation to keep control of the critical activities 

of the firm by relying solely or mainly on internal structures and/or resources. It is regarded as the 

opposite of outsourcing which is defined as shifting work beyond the borders of the company or 

firm (Sikula, et al., 2010). Corroborating this view, Schniederjans et al. (2005: 5) defined 

insourcing as the ‘internal sourcing of business activities’. Olausson et al. (2009) explained that 

insourcing can be used to describe a ‘set of activities that the firm performs itself, internally 

organised to improve efficiency’.  

Similar to the concept of outsourcing, insourcing gives rise to certain benefits and challenges for 

the adopting or implementing organisation. Sentoft et al. (2015) highlighted some of these benefits 

as: improved work quality, reduction in lead time, increased production levels, more focus on the 

core activities, as well as management’s ability to control most of the organisation’s activities. 

Other scholars have acknowledged the potential of insourcing to make cost reduction possible 

when carried out effectively by organisations by avoiding the hidden costs associated with 

outsourcing (Heaton, 2004; McCue, 2006). As stated previously, the decision to insource activities 

and tasks also involves certain disadvanatges which could negate the effect of insourcing on 

organisational or project performance. These disadvantages include: lack of resources – which 

could be the employees and tools; hasty insourcing process; lack of competent staff in a firm; lack 

of information or communication in the organisation concerning the insourcing process; and lack 

of effective insourcing process management. 

It can be concluded that the decision either to insource or to outsource by different organisations 

has the potential to attract salient benefits to these organisations, whilst exposing them to certain 

risks which can erode whatever gains that might have been made by such decisions. This makes 

it imperative that the decisions to engage with either, or a combination of, these approaches must 

be weighed in terms of the expected impact on organisational or project performance.  

 



 
 

 

2.3. Public sector infrastructure procurement and delivery in the South African context 

The contribution of infrastructure towards economic development in nations continues to resonate 

in contemporary literature (Malete & Khatleli, 2020; Azam & Bakar, 2017). The availability of 

infrastructure remains not only as a major determinant of a country’s level of development, but 

also as an enabler of national competitiveness and citizen’s well-being (OECD, 2015; DBSA, 

2012; Fasoranti, 2012; Quarterly Bulletin, 2012). Therefore, the procurement, delivery and 

management of infrastructure stock remains critical to national developmental programmes, 

globally. 

In South Africa, the criticality of infrastructure in facilitating economic growth, improving 

national competitiveness, enhancing ease and cost of doing business and creating employment for 

unskilled, semi-skilled and skilled personnel is aptly captured in the National Development Plan 

(Watermeyer & Philips, 2020). Although the National Development Plan sets a target for public 

infrastructure investment at 10% of gross domestic product (GDP), evidence indicates that public-

sector expenditure on infrastructure assets has been sustained at an average of 5.9% of GDP 

between 1998/99 and 2017/18 (Watermeyer & Philips, 2020).  

The procurement and delivery of public infrastructure in South Africa is funded and managed 

mainly by the central government through the National Treasury. However, within the country’s 

public infrastructure procurement and delivery environment, a government department assumes 

the role of project sponsor and/or owner, bearing the responsibility to ensure strategic fit between 

the project and the programme or portfolio with which it is associated. Another government unit 

assumes responsibility to implement such projects. According to Civilution (2016), the 

implementing agency, referred to as the implementer, engages with facets such as project 

requirement specification to external parties, whilst ensuring the achievement of the project 

delivery outcomes. Principally, the implementer engages with the consultants – external or 

internal – to create the maximum value possible for the public-sector client organisation during 

the project delivery phases. The implementer performs this undertaking in the following ways: a) 

ensuring the specified requirements lead to expected benefits and provide value for money; b). 

sustaining impetus of appropriate investments to be made towards meeting stakeholder 

expectations of optimal project outcomes; c) facilitating effective interpretation and alignment of 

project requirements for programme or portfolio purposes; d) ensuring incorporation of best 

practice in the establishment and management of relationships, thereby maximising value for all 

parties involved; e) engendering effective interface management between all stakeholder 

organisations involved throughout the project delivery life-cycle; and f). articulating a dynamic 

governance structure for the project (Civilution, 2016).  



 
 

 

Figure 1. Role-players in the South African infrastructure delivery environment (Civilution, 2016) 

In instances where these implementing agencies are organs of state, they are usually situated at 

various levels of governance, with mandates to support the different provincial departments 

(project sponsors/owners) operating at the same level of governance as the implementer, with 

procurement and delivery of infrastructure projects for service delivery. The roles and 

responsibilities of the project sponsors/owner and the implementing agencies are clearly 

delineated. In this study, the Provincial Department of the Public Works and Infrastructure 

(PDPWI) being used to conduct a comparative assessment of the performance of outsourced and 

insourced public-sector infrastructure projects in a South African Province serves as the 

implementing agency. The PDPWI serves as the custodian and the implementing agent of 

infrastructure projects at provincial level. The department implements infrastructure projects on 

behalf of client departments in the province. 

From the description of the delivery environment of the South African Public Sector Infrastructure 

and the description of the roles of the implementer, the critical contribution of PDPWI to the 

delivery of portfolio/programme mandates on infrastructure and associated services can be 

discerned. As a matter of policy, project sponsors/owners at provincial level are expected to utilize 

the services of the PDPWI in the delivery and management of assets exceeding a particular 

threshold. The relationship between the PDWI as an implementer and the project owners/sponsors 

is illustrated in Figure 2.  
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Figure 2. Relationship between Project Owners and Project Implementer (Authors’ construct, 

2021) 

Therefore, the decision to outsource professioanl consultancy services or to deploy in-house 

experts is often taken by the implementing agency. This was the rationale behind the decision to 

limit the scope of this evaluation to the confines of the PDWPI.  

2.4. Outsourcing and insourcing in the South African context  

Cox (2014) argued that, although outsourcing in South Africa was viewed as a tactic for cost 

reduction, it has since evolved into a strategic management technique. The growth of the 

outsourcing market has been significant in the 21st century and there are indications that the trend 

will continue in future (Cox, 2014). As a developing economy, South Africa has been facing 

increasing competition in the international market. Operational efficiencies have been identified 

by firms situated in the South African context as a means of surviving such competition. This led 

some of the architectural, engineering and manufacturing companies in the country to consider 

outsourcing some of their operations.  

Similarly, Kiongera et al. (2014) argued that economies in sub-Saharan Africa have been facing 

an increasingly turbulent operational environment. Kiongera et al. (2014) admit that this has 

pushed manufacturers and stakeholders in AEC as well as manufacturing sectors to exploit better 

ways through which they can gain competitive advantage. Contract manufacturing, for instance, 



 
 

 

has been employed by South African companies to maintain a sustainable competitive edge.  

Scott (2010) observed that the turbulent business environment, coupled with an almost insatiable 

degree of customer demands for increasingly tailored services and products, has forced companies 

to evaluate, improve and re-engineer their operations. As Insinga and Werle (2000) noted, these 

re-engineered processes have made significant contributions to the efforts made by organisations 

to satisfy customer needs and wants. Cox (2014) asserts that every firm engages in outsourcing to 

some extent.  

Most South African companies outsource logistics and manufacturing, while others outsource 

ancillary operations such as customer care, sale and technical support, product design and 

development. Cox (2014) observed that, whereas architectural, manufacturing and construction 

companies, in a country such as South Africa, might be reluctant to outsource activities that are 

above value chain (a business model that describes the full range of activities needed to create a 

product), there appeared to be a trend where some parts of organisational functions, such as 

auditing, accounting, and staffing and administration, would be outsourced.  

Insinga and Werle (2000) observed that the nature of decisions concerning which of these 

functions would be outsourced and which would remain as an internal responsibility of 

companies, differed from company to company. Maku and Iravo (2013) noted that, as South 

Africa’s manufacturing industry has been focused increasingly on continuous improvement of 

manufacturing processes that are lean, redirection in the business processes and a networked 

supply chain are becoming a norm. This is evident in the increasing number of firms using 

strategic methods such as Japanese Gemba Kaizen, Total Quality Management, and Business 

Process Re-engineering (Manning, 2013). As Maku and Iravo (2013) noted, over the past two 

decades, there has been a growing recognition of the vital contribution of outsourcing strategy to 

the performance of organisations. 

Although literature about the growth and nuances of outsourcing and insourcing within the South 

Africa purchasing and supply knowledge domain is available, there is a paucity of literature 

exploring the nature of these concepts within the context of public infrastructure delivery, the 

rationale governing decisions either to insource or to outsource by public-sector infrastructure 

implementing agencies, and the impact of such decisions on project performance. This was the 

contribution which this study was undertaken to make, albeit with emphasis on the decision to use 

external project consultants or in-house professionals for the design, procurement, and delivery 

of public-sector infrastructure projects at an implementing agency (PDPWI) and on an evaluation 

of the effect of such decisions on project outcomes (performance) based on set parameters.  



 
 

 

In brief, this study was undertaken to: a) discover whether there was an existing methodology for 

arriving at the decisions to outsource or insource consultancy services during public infrastructure 

procurement and delivery, and b) to compare the performance of outsourced and insourced 

projects.  It is noted that it is becoming increasingly difficult to have a situation where such 

implementing agencies engage with holistic outsourcing of all professional expertise required for 

the various phases of the infrastructure delivery process. Often, a hybridisation of sorts, involving 

in-house personnel at the project development phases and external consultants during subsequent 

phases is adopted. As such, the projects involving a significant proportion of external consultants 

across various phases of the project delivery process have been referred to as outsourced projects 

in this study. Conversely, in cases where the opposite is the case, such projects have been referred 

to as insourced projects.  

3. Research Method 

As stated previously, the research methodology used in this study was a departure from the method 

adopted in other studies. A cursory review of the methodological praxes of similar studies 

indicated a predominance of surveys and mixed-method studies. Obviously, the deployment of 

these research designs, whilst reflective of the context in which such studies were undertaken and 

the level of maturity attained concerning the phenomenon being studied, had implications for the 

findings the studies.  

The choice of Grounded Theory Methodology (GTM) was predicated on the paucity of literature 

relevant to investigating the rationale behind the decision either to insource or to outsource 

consultancy services within the public-sector infrastructure delivery environment as well as 

assessing the impact of such decisions on project performance. Tie et al. (2019) described GTM 

as being suitable for circumstances where little is known about a phenomenon and where the aim 

of the study is to construct an explanatory theory to unravel a process central to knowledge 

concerning the phenomenon. Corroborating this assertion, Stray et al. (2016) insisted on the 

methodology’s utility in the pursuit of a comprehensive understanding of a phenomenon. Such 

circumstances can be likened to the objectives of this study.  

The evolution of GTM has been traced to the seminal work of Glaser and Strauss in 1967 (Feeler, 

2012). In that publication, GTM was proposed as a veritable platform for maximising researchers’ 

ability to generate theory through an adept linkage to existing data. GTM enables the development 

of theory that is ‘grounded’ in data (Berthelsen et al., 2018). Similar to other qualitative studies, 

this research design is deemed to be appropriate for theory development (Charmaz & Belgrave, 

2012; Berthelsen et al., 2018), yet it differs significantly from other qualitative research designs 

given the presence of peculiar features such as constant comparison method, theoretical sampling, 



 
 

 

memo-writing and the iterative, non-linear approach to data collection, analysis, and coding 

(Berthelsen et al., 2018). Another distinctive feature of GTM lies in the approach to reporting 

findings. Berthelsen et al. (2018) and Stray et al. (2016) acknowledged that the nature of reporting 

GTM studies differs from the usual process of reporting other qualitative studies.  

Observing the absence of a widely accepted approach to GTM, Berthelsen et al. (2018) concluded 

that the differences witnessed were the result of the variance in the opinions of the foremost 

progenitors of the methodology. However, they identified three situations which are catered for 

by GTM research, and which influence the method of reporting. These situations and their 

progenitors include a) where the study is undertaken to generate a theory of patterns of behaviour 

(Glaser, 2002); b) where the study is undertaken to provide a theoretical explanation of a social 

phenomenon (Strauss and Corbin, 1990); and where the aim of the study revolves around the 

construction of theory through a thorough examination of extant processes and/or actions 

(Charmaz, 2014; Berthelsen et al. 2018).  

This study is reflective of the third situation suitable for the use of this procedural framework, as 

it was undertaken to develop a theory pertaining to the outsourcing and insourcing of consultancy 

services by public sector implementation agencies and to evaluate the effect of these decisions on 

project performance, if any. Accordingly, the role of the researcher is deemed to be mostly 

reflective and interpretive in the theory development process. Also, extant literature is used 

differently in the three situations. In this study, and in line with the modalities associated with the 

third situation championed by Charmaz (2014), the literature was introduced largely for the 

purpose of enabling theory development from the data. The literature review carried out prior to 

this stage was meant only to provide a generic, yet minimalistic, description of the context and 

the core concepts underpinning the study.  

The process of conducting and reporting GTM-based studies, as carried out in this study, follows 

the procedural framework as detailed in Stray et al. (2016). Based on this framework, the GTM 

process is delineated into three different, but interlinked, phases, namely: Phase 1 - the 

identification of the core category; Phase 2 - refining the core category, and Phase 3 - theory 

development (Stray et al., 2016). Phase 1 involves the processes of initial data collection and 

analysis (open coding), culminating in the selection of the core category. Similarly, Phase 2 

consists of another phase of data collection and analysis (selective coding) for the determination 

of theoretical saturation. The data collection and analysis in Phase 2 differs from similar processes 

in Phase 1 in various ways.  

In Phase 2, theoretical sampling is introduced to guide data collection, thereby ensuring that new 

data contributes towards theory generation. According to Tie et al. (2019), theoretical sampling is 



 
 

 

deployed for the identification of possible clues from the initial analysis to fill gaps, elaborate on 

grey areas and test interpretations arising from Phase 1. This process is described as a constant 

comparative analysis, wherein the analysis of data cascades across three levels of data abstraction 

throughout the process of theory development (Charmaz, 2014; Tie et al., 2019). These levels of 

abstraction involve the assigning of codes to statements or evidence from the initial data collection 

process at the first level, and the grouping of these codes based on similarities into concepts at the 

second level of abstraction, whilst the third level of abstraction entails the grouping of these 

concepts into categories, which are juxtaposed with existing patterns in the literature through 

cross-referencing for the development of new theory. Such juxtaposition is described as Phase 3 

of the GTM process (Stray et al., 2016).  

The research methodological framework for this study has been presented according to these three 

phases.  

3.1. Phase 1: Identification of core category(-ies)  

3.1.1. Data collection 

Various data sources were relied on in this study to obtain data using different data collection 

techniques. A mix of unstructured interviews and document/project database analysis was 

deployed for the purpose of data collection. Purposive sampling was applied for the recruitment 

of participants (interviewees) and documents for review. The use of purposive sampling at this 

level enables the selection of data sources with the potential to make significant contributions 

towards the achieving the aim of the study or, who can provide credible answers to the research 

questions of the study (Denscombe, 2014; Tie et al., 2019). Initial data collection was carried out 

using a sample comprising interviewees from project sponsor entities and an analysis of the 

project database at the implementing agency - PDPWI.  

3.1.2 Open coding  

Considering the objectives of the study: to enable an understanding of the factors driving the 

decision to outsource or insource professional consultancy services during infrastructure 

procurement and delivery; and to appraise the effect of such decisions on the performance of the 

projects, the research commenced with the following steps:  

a. Identification and recruitment of project owners/sponsors who had delivered projects through 

the implementing agency (PDWPI) over a five-year period preceding the study. This led to 

the identification of relevant staff from the infrastructure unit of five provincial departments, 

namely: (1) PDOE - Provincial Department of Education, (2) PDOH -  Provincial Department 

of Health, (3) PDSACR - Provincial Department of Sports, Arts, Culture and Recreation, (4) 



 
 

 

PDPRT - Provincial Department of Police, Roads and Transport and. finally. (5) PDSD - 

Provincial Department of Social Development. See Figure 2. The demographics of the 

interviewees in this phase are presented in Table 1.  

Table 1. Demographics of interviewees for initial data collection 

Project Owner (Department) Designation  Code  

Provincial Department of Education Director  DOE1 

Provincial Department of Health Director  DOH1 

Provincial Department of Sports, Arts, Culture 

and Recreation 

Director  DSACR1 

Provincial Department of Police, Roads and 

Transport 

Director  DPRT 

Provincial Department of Social Development Director  DSD 

     Source: Authors’ compilation (2021) 

This was decidedly the starting point for obtaining data in order to establish the perception of 

project sponsors/owners about the performance of projects that have been delivered through 

the PDWPI during the time-interval under review. Also, these interviews provided an 

opportunity to understand the metrics used by these organisations to measure project success.  

b. A review of the project database of PDWPI to establish the features of different projects 

delivered over a five-year interval (ranging between 2014 and 2019) for these five project 

owner organisations. Accordingly, an Excel spreadsheet was to record the various traits and 

performance of different projects procured and delivered through PDWPI. This Excel 

spreadsheet was delineated according to the following headings for ease of analysis. See Table 

2.  

Table 2. Initial codes derived from the project database 

Project Name 

Project Type 

Planned Project Value 

Final Expected Project Value/Revised Tender Amount 

Site Hand-over Date 

Planned Project Time Frame 

Revised Project Time 

Expected Completion Time/Completion Time Achieved 

Degree of In-house Consultants Used (Insourced House Projects) 

Degree of External Consultants Used (Outsourced Projects) 

Quality of Work 

Problems Encountered on Site 



 
 

 

Date Contractor Appointed 

  Source: Authors’ compilation (2021) 

These headings were derived from the data that were available in the project database. Only the 

projects which had complete information recorded against each of these headings were captured 

in the initial coding process. This was to enable the gathering of relevant information to establish 

patterns in line with the aim and objectives of the study. 

This review and subsequent analysis of the contents of the database highlighted the characteristics 

of outsourced and insourced projects and indicated the performance of such projects. 

Open coding was used to make sense of the information accruing from both data streams. The 

datasets were revisited at various intervals to establish the codes that were evident in the interview 

transcripts and the database. Three levels of data abstraction, as explained previously – code-

concept-category – were applied in this instance. For example, a code evident in the data was 

‘renovations’, whilst an attendant concept for this code was ‘nature of project’ and the category 

was ‘project characteristics’.  

3.1.3. Selection of the core category(-ies) 

As is the case with GTM, several categories emanated from the open coding process. However, 

the objectives of the study were used as a guide to the selection of appropriate categories for 

further refinement in Phase 2 of the process. Selected categories included:  

a. The characteristics of outsourced and insourced projects;  

b. Determination of project performance measurement metrics, and;  

c. The performance of outsourced and insourced projects according to these metrics. 

These categories, upon refinement, contributed to the development of theories concerning the 

comparison of the performance of outsourced projects against insourced projects, and the 

establishment of the underpinning factors that engendered the decisions of the PDWPI to 

outsource or insource consultancy services during the delivery of public-sector infrastructure 

projects.    

3.2. Phase 2 Refinement of the core category(-ies) 

3.2.1 Data collection  

This phase involved the refinement of categories selected in Phase 1. Theoretical sampling was 

relied on to do this. The selection of the right set of data source is critical to the success or 

otherwise of theoretical sampling, selective coding, and the determination of theoretical 



 
 

 

saturation. This phase is critical to theory development as Tie et al. (2019) suggested that it is used 

in ensuring the collection of additional data which will inform the emergent theory.  

As such, interviewees were purposively recruited from PDPWI as data sources. Two senior 

project managers were selected from the PDWPI for this purpose (DPWI1 and DPWI2). DPWI1 

was serving as the chief director at PDWPI during the time that this study was being conducted. 

These interview sessions were carried out at the offices of PDWPI. The interview sessions lasted 

for an average of an hour each. With the permission of the interviewees, the interview sessions 

were recorded and transcribed verbatim for analysis. Besides the interviews with PDPWI1 and 

PDPWI2, various project-related documents and official project reports were reviewed. 

3.2.2 Selective coding  

During this phase, the interview transcripts were analysed according to the three levels of data 

abstraction, as was the case in Phase 1. However, in this case, these codes, concepts, and 

categories contributed to the confirmation of the core categories identified in Phase 1. The 

interviewees were asked questions about the factors that influenced the implementer’s decision 

either to outsource or to insource consultancy services during the procurement and delivery of 

infrastructure assets; the metrics for measuring project delivery performance; and the reasons 

behind differences in performance, if any, observed from the comparison of the performance of 

insourced and outsourced projects.  

3.2.3 Determination of theoretical saturation  

The concept of theoretical or data saturation in GTM differs slightly from other qualitative 

research designs. Theoretical saturation in the latter is informed by the inability of the 

interviewees or data sources to provide any new information to the data collected already, 

implying that the collection of data can be discontinued. In the case of the former, the attainment 

of data saturation does not suggest a discontinuation of data collection but, rather, implies the 

continuation of a conceptualisation of comparisons of incidents which affect observed patterns 

until all possible features of the observed patterns have been witnessed by the researchers (Strauss 

and Corbin, 1990; Aldiabat & Le Navenec, 2018).  

Although Aldiabat and Le Navenec (2018) provided an idea of the number of interviewees needed 

to attain theoretical saturation in GTM, being a maximum of 9 and 24 interviews respectively for 

code saturation and meaning saturation, they also indicated that this was not fixed but was 

dependent on a variety of factors. The factors influencing the amount of data required to attain 

theoretical saturation include the scope of the investigation, the homogeneity of the sample, level 



 
 

 

of participants’ experience, the researchers’ expertise, availability of resources, and the influence 

of the audience (Aldiabat & Le Navenec, 2018).  

For this study, data were obtained from a round of unstructured interviews with relevant 

representatives of client departments (project owners/sponsors), a review of the project database, 

a series of follow-up semi-structured interviews with relevant personnel at PDPWI and the 

researchers’ familiarity with the workings of the PDPWI to achieve theoretical saturation.  

The third phase which consists of the theory development phase has been carefully explained in 

the presentation and discussion of the findings section of this study. Typically, this phase 

comprises the cross-referencing of the findings with the literature, theoretical sorting of the 

memos to determine any alignments with existing theory, and the writing of the theory on this 

basis.  

4. Presentation of Findings 

4.1. Factors Influencing Decision to Outsource or Insource Consultancy Services during 

Project Delivery 

Table 3 shows the attributes which are inherent in either outsourced or insourced projects based 

on the information gathered during the initial, semi-structured interviews with different decision-

makers in various departments and the PDPWI. Regarding the first characteristic of both 

insourced and outsourced projects, which identified the scope of work (nature of works), it was 

noted that all new projects were outsourced, while renovations, upgrades and additions were 

largely insourced. In an interview, the chief director for Construction, Maintenance and Works at 

PDPWI cited that most renovations were done in-house largely because of their small nature, 

unless the works required a specific set of skills unavailable within the department. He further 

reiterated that almost all new projects were outsourced as PDPWI did not have adequate capacity 

and capability to undertake projects of such magnitude. 

Table 3. Characteristics of insourced versus outsourced projects 

Categories Insourced Projects Outsourced Projects 

Scope (nature of works) Renovations/Upgrades/Additions New projects/Specialised 

Project Value < 10m > 10m 

Project time < 12 months    > 12 months 

Project team Availability of skilled labour (e.g., 

Artisans) 

Outsourced Consultants  

Scope (Specialised/non-

specialised) 

Non-Specialised Specialised 

Type of contractors CDP (Contractor Development 

Programme) 

Experienced contractors 



 
 

 

Flexibility of scope Project scope is flexible, and it is 

determined by the availability of 

funds from departments 

Scope of the project is fixed but 

changes are allowed as per client 

specifications.  

Source: Authors’ compilation (2021)  

4.2. Performance of Outsourced and Insourced Projects  

Project performance was measured in terms of adherence to cost, time and quality parameters. 

Table 4 shows the performance criteria adopted for this study. 

Table 4. Performance criteria for cost and quality of outsourced projects versus insourced projects 

Performance criteria Insourced Projects Insourced Projects 

Cost  Project cost escalation: 

• ≤ Budget 

• Greater than 1% 

• Greater than 25% 

• Greater than 50% 

• Greater than 75% 

Project cost escalation: 

• ≤ Budget 

• Greater than 1% 

• Greater than 25% 

• Greater than 50% 

• Greater than 75% 

Time Time/schedule overruns: 

• Completed on time 

•  Time overruns 

Time/schedule overruns: 

• Completed on time 

•  Time overruns 

Quality Quality of projects is defined as: 

• Not acceptable = Below average 

• Acceptable = Average 

• Good = Above average 

 

Quality of projects is defined as: 

• Not acceptable = Below average 

• Acceptable = Average 

• Good = Above average 

 

Source: Authors’ compilation (2021)  

 

4.3. Comparison of the Performance of Insourced versus Outsourced Projects  

Table 5 on the next page shows a comparison of the performance of both outsourced and insourced 

projects undertaken by PDPWI during the period 2014 to 2019. Out of a total of 271 projects on 

various project databases at the PDWPI, only 37 projects were used for this study because they 

were deemed to possess complete information that would make a meaningful impact on the study. 

Project performance was assessed in terms of cost, time, and quality. 

 

 



 
 

 

Table 4. Performance criteria for cost and quality of outsourced projects versus insourced projects 

 

Source: Authors’ compilation (2021)  

 

The results indicated that the department was more inclined to outsourcing than insourcing where, 

for every project that was insourced, four were outsourced. All projects with a budget of greater 

than R10 million were outsourced with half of those with a budget less that R10 million being 

outsourced. Out of the 37 projects, 21 were new projects, with 9, 6 and 1 of the projects being 

renovations, upgrades, and additions respectively.  

4.3.1 Cost performance 

The cost performance on both types of projects has been summarised in Table 6 below. 

 

 

Year (2014 

- 2019) Project Name

Project 

Type Budget

Final 

Anticipated 

project value

Comparis

on with 

Budget

Site 

Handover

Planned 

Practical 

Completion

Completion 

achieved 

on / 

expected 

completion

Insourced / 

Outsourced Quality

2018-2019 Juvenile Prison Renovations 2 447 969.60   2 647 789.43    8% 12/01/2018 12/04/2018 12/04/2018 Outsourced Unacceptable

Office Building Renovations 349 442.82      420 776.20       20% 18/04/2018 18/04/2015 18/04/2018 Outsourced Unacceptable

2017-2018 Primary School Renovations 939 588.91      1 598 321.87    70% 30/10/2017 30/04/2018 30/04/2018 Outsourced Acceptable

Community Hall Renovations 2 000 000.00   tbc 12/01/2018 31/03/2019 31/03/2019 Insourced Not Indicated

Community Hall Upgrades 1 836 696.80   1 836 696.80    0% 18/04/2017 31/01/2018 16/03/2018 Insourced Acceptable

Community Hall Upgrades 513 897.18      513 897.18       0% 01/08/2017 01/05/2018 31/03/2018 Insourced Good

Secure Centre Upgrades 1 342 668.00   2 042 140.00    52% 09/01/2018 22/12/2018 22/12/2018 Outsourced Unacceptable

Community Hall New 5 330 358.41   5 330 358.41    0% 15/02/2017 15/10/2018 03/03/2019 Insourced Acceptable

Primary School Renovations 7 114 301.95   9 489 560.95    33% 10/11/2017 10/05/2018 10/05/2018 Outsourced Acceptable

Office Building Renovations 2 224 197.84   tbc 13/11/2017 13/04/2018 13/04/2018 Outsourced Unacceptable

Office Building Renovations 9 495 000.00   tbc 01/04/2017 01/04/2019 29/04/2019 Insourced Acceptable

2016-2017 Primary School New 57 074 091.44 57 418 759.96  1% 10/02/2017 11/08/2018 10/10/2018 Outsourced Acceptable

Primary School New 53 140 239.98 66 099 254.95  24% 14/02/2017 14/08/2018 18/09/2018 Outsourced Acceptable

Community Hall Upgrades 2 047 551.15   2 518 631.51    23% 28/04/2016 28/04/2017 23/05/2018 Outsourced Acceptable

School New 59 189 200.07 62 320 788.10  5% 15/04/2016 15/04/2018 30/05/2018 Outsourced Good

School New 52 990 555.96 58 161 092.49  10% 07/02/2017 07/02/2019 27/05/2019 Outsourced Good

Primary School New 57 074 091.44 59 757 403.32  5% 31/01/2017 31/07/2018 14/05/2019 Outsourced Acceptable

Stadium New 56 329 065.54 58 467 456.78  4% 01/03/2017 01/03/2017 01/03/2017 Outsourced Unacceptable

Special School Upgrades 5 593 717.94   8 670 230.50    55% 27/11/2017 27/05/2018 27/08/2018 Outsourced Acceptable

RDP Houses New 151 677.66      151 677.66       0% 27/11/2017 31/03/2018 31/03/2018 Insourced Unacceptable

Substance Abuse Treatment CentreNew 64 419 085.49 53 524 094.22  -17% 23/02/2016 23/11/2016 23/11/2016 Outsourced Good

2015-2016 Primary School New 48 643 181.57 50 984 783.47  5% 21/07/2015 21/07/2016 30/08/2017 Outsourced Acceptable

Primary School New 58 007 453.19 65 071 970.70  12% 03/03/2015 03/09/2016 02/02/2017 Outsourced Acceptable

Secondary School New 53 857 400.00 64 843 128.03  20% 06/06/2015 06/06/2016 06/06/2018 Outsourced Acceptable

Primary School New 48 245 000.00 58 554 760.74  21% 23/03/2016 23/03/2017 28/06/2019 Outsourced Acceptable

Primary School New 43 536 190.27 54 689 581.16  26% 21/07/2015 21/07/2016 30/08/2019 Outsourced Acceptable

Parliament Complex Renovations 6 410 632.48   tbc 17/09/2015 14/04/2016 23/05/2016 Insourced Acceptable

Primary School New 44 003 073.84 40 469 577.93  -8% 24/02/2015 24/08/2016 30/09/2016 Outsourced Unacceptable

Primary School New 55 535 971.09 55 535 971.09  0% 18/05/2016 18/05/2018 18/05/2019 Outsourced Good

Hostel Renovations 26 245 640.04 30 337 182.19  16% 08/04/2016 18/04/2017 21/05/2017 Outsourced Acceptable

Clinic New 12 400 000.00 tbc 20/01/2016 20/01/2017 31/03/2020 Outsourced Acceptable

2014-2015 Primary School New 46 006 082.81 52 838 760.17  15% 05/03/2015 05/03/2016 22/11/2019 Outsourced Acceptable

Primary School New 44 003 073.84 44 003 073.84  0% 25/05/2015 31/08/2016 29/09/2016 Outsourced Good

Office Building Upgrades 24 107 168.16 tbc 17/10/2011 17/10/2013 20/07/2015 Outsourced Acceptable

Primary School New 42 006 328.12 52 838 760.17  26% 30/01/2015 30/08/2016 20/01/2018 Outsourced Acceptable

Library New 12 540 373.00 14 135 247.70  13% 13/02/2013 13/09/2014 13/09/2014 Outsourced Acceptable

Primary School Additions 36 800 000.00 tbc 13/06/2011 20/12/2012 14/02/2013 Outsourced Acceptable



 
 

 

Table 6.  Summary of cost performance  

Performance 

Criteria 
Insourced projects Outsourced projects 

Cost 

escalation 

 ≤ Budget >1% >25% >50% >75% tbc ≤ Budget >1% >25% >50% >75% 

 

tbc 

4 0 0 0 0 3 3 16 4 3 0 4 

Source: Authors’ compilation (2021) 

 

It was evident that almost 80% of outsourced projects experienced cost overruns, with 

approximately 10% being on budget, and another 10% still to be determined. While the results 

seemed to indicate that most insourced projects were completed within budget, this representation 

is misleading, as it was observed that almost all insourced projects were not subject to a fixed 

project budget. Insourced projects were generally undertaken with no set budget and, therefore, 

assessing cost performance of such projects is difficult, especially in the absence of a benchmark 

to conduct such comparison. 

4.3.2. Time Performance 

Table 7 shows the summarised time performance of both insourced and outsourced projects. 

Table 7.  Summary of time performance  

Performance Criteria Insourced projects Outsourced projects 

Time Completed 

on Time 
Time Overrun 

Completed on 

Time 
Time Overrun 

3 4 9 21 

Source: Authors’ compilation (2021) 

Table 7 shows clearly that most projects, almost 70%, experienced time overruns. Almost half of 

insourced projects were delivered behind schedule, in comparison with almost three quarters of 

outsourced projects. From the results, it was evident that time performance within both outsourced 

and insourced projects was lacking, with outsourced projects performing seemingly worse. This 

demonstrated the inherent challenges of time overruns within the public sector. 

4.3.3. Quality (Adherence to Specifications) 

Table 8 shows the quality performance of both outsourced and insourced projects undertaken by 

PDPWI within the previous 5 years. 

Performance 

Criteria 
Insourced projects Outsourced projects 



 
 

 

Quality Good Acceptable Not 

Acceptable 

Good Acceptable Not 

Acceptable 

1 4 2 5 19 6 

Source: Authors’ compilation (2021) 

Evidently, 29 out of the total 37 projects were considered to be acceptable or good, with insourced 

projects at 71% and 80% for outsourced respectively. In both scenarios, a minimum of 20% of 

the projects were labelled as being unacceptable. The results seemed to indicate very little 

difference in the quality performance for both insourced and outsourced projects. 

4.4. Trends observed for Projects on the Database 

Table 9: Trends observed 

▪ The Department is satisfied with the quality of work on projects as being “Acceptable” instead of good 

quality, both insourced and outsourced.  

▪ When a project is outsourced, all other aspects are outsourced (QS, Architects, Engineers, Project 

Managers, etc.) 

▪ Most in-sourced projects in the department do not have any consultants and, therefore, a question arises 

regarding their implementation. 

▪ The role of in-house professionals is different from outsourced consultants. 

▪ Most projects are always late and behind schedule and extensions of time are always requested by 

contractors. 

▪ About 80% of outsourced projects incur extra costs compared with the initial, stipulated contract sum. 

▪ Renovations and upgrades are in-sourced unless they require specialised work to be executed but new 

projects are always outsourced. 

▪ New projects have different contracts although they involve the same type of infrastructure, such as 

primary schools and secondary schools. 

▪ Some other outsourced projects are considered as being ‘capital projects’ and others are referred to as 

‘turnkey. 

▪ Other outsourced projects awarded to certain contractors are on hold. 

▪ Monthly reports suggest that major delays for projects are attributed to clients in the form of late 

payments and delays in approvals of documents. 

▪ Poor attendance at site and technical meetings by professionals from PDPWI is also a concern from 

contractors as there is always a communication breakdown. 

▪ During insourced projects major delays are caused by the delays in procurement of adequate resources 

to execute work on time. 

▪ Change of scope during project construction also hinders progress on site and causes delays. 

▪ Redesigning owing to change of scope also causes delays on both insourced and outsourced projects. 

▪ Changing of consultants in ‘turnkey’, outsourced projects also cause delays. 

▪ Cost savings are experienced in other outsourced projects. Most insourced projects do not have a contract 

sum, but have an annual budget allocated to those projects. 

▪ Insourced projects do not have a clear timeline. 

▪ For most insourced projects, regular site or technical meetings are not undertaken. 

▪ Delays by the municipality and electrical companies to connect both sewer and electricity delays projects. 

▪ Disputes arising on site as a result of unclear instructions or clarifications of documents is also a problem 

Source: Authors’ memo compilation (2021)  

5. Discussion of Findings 

The outsourcing of the delivery of public goods and services including infrastructure continues to 

increase. Regen Institute of Leadership and Management (2019) stipulated that, on average, the 



 
 

 

public sector outsources 80% of its non-core functions. Similarly, Poutvaara and Jordahl (2020) 

reported that, out of 38 OECD member countries, Japan, Netherlands, Germany, and Australia 

outsourced more than 50% of publicly provided goods and services. On the other hand, Mexico, 

Greece, Norway, and Latvia outsourced between 28% and 33% of public goods and services. The 

outsourcing trends in South Africa have increased significantly, ultimately leading the country to 

being ranked among the world’s top outsourcing countries (Regen Institute of Leadership and 

Management, 2019). This high ranking could be attributed to the increasing perception of 

outsourcing as an enabler for achieving post-apartheid economic empowerment (BBBEE) 

objectives. Findings show that 80% of all the PWDPI projects considered for this study were 

outsourced. A relatively high degree of outsourcing was observed in this study within the remit 

of public sector projects in South Africa. This observation corroborates the views expressed in 

previous studies, such as Hu et al. (2008), Idoro (2011) and Khan et al. (2019), concerning the 

increasing demand for outsourcing of services and production, especially in developing countries 

in Africa and some parts of Asia. On the contrary, in countries such as the United Kingdom, 

national departments are experiencing a decline in outsourcing as they are reverting to insourcing 

for various reasons (Sasse et al. 2020). 

Historically, mixed outcomes have been recorded with regard to the performance of outsourced 

projects and/or service within different organisations. For instance, upon outsourcing its 

computing operations to IBM, Kodak achieved better performance in terms of high-quality 

computing systems and operations with less expenditure (Sev, 2009). In a study involving 120 

manufacturing companies in Nigeria, Akewushola, and Elegbede (2013) observed that firms that 

outsourced experienced reduced average costs and improved service quality, among other factors. 

Likewise, Nazeri et al. (2012) obtained similar results of cost savings and improved quality in 

their study. However, this was not the case with PDWPI projects. The difference in outcomes can 

be traced to the peculiarities of these projects and the nature of the construction environment. In 

terms of performance, most projects whether insourced or outsourced, experienced time and cost 

overruns as well as acceptable quality.  

Regarding quality performance, Seba and Franco (2018) and Peterson et al. (2000) advised that 

the move to outsourcing has been driven largely by the need for improved service delivery 

outcomes. However, in existing literature, it is purported that outsourced projects tend to 

compromise quality (Poutvaara & Jordahl, 2020; Solino, 2019). In this study, it was found that 

both insourced and outsourced projects performed relatively well in relation to quality, where an 

acceptable quality performance rating was recorded for 80% of these projects. Furthermore, the 

findings of the study suggested marginal difference in quality performance recorded in both 

insourced and outsourced projects. It was also observed that in insourced projects, instances of 



 
 

 

time overruns were prevalent owing to poorly detailed project information that resulted in delays. 

Requests for extensions of time were replete. This situation was exacerbated by the lack of a clear 

timeline, which indicated that the criteria of time and quality were not considered to be top priority 

for insourced PWDPI projects.  

Poutvaara and Jordahl (2020), Solino (2019) and Mori (2015) asserted that outsourcing the 

provision of services reduces costs. However, the extent of cost reductions is ambiguous 

(Andersson, Jordahl & Josephson, 2019). Petersen and Houlberg (2016) observed that outsourced 

road maintenance projects in Denmark demonstrated significant cost savings.  Surprisingly, the 

findings this study indicated that 80% of all outsourced projects experienced cost overruns. This 

differed from the findings of previously highlighted studies. Some of the reasons might be 

associated with the system employed to manage costs for the projects. Surprisingly, insourced 

projects competed favourably with outsourced projects, despite having no derived contract sum 

and appeared to have performed slightly better that the outsourced projects. It was found that the 

cost of insourced projects was based on a percentage of the annual budgets allocated for the 

various projects. Hence, the allocated sum become the authorised budget for the projects. To 

improve cost performances, it might be more appropriate for quantity surveyors to develop cost 

plans or an order of cost estimate. Nevertheless, cost performances were better when compared 

with the other project criteria identified. Similarly, time and quality should be key performance 

indicators in PWDPI projects considering that they are public-sector projects where the demands 

of accountability to citizens is emphasised to demonstrate transparency and due diligence.  

These findings align with those of Isaksson and Lantz (2015) which indicated no relationship 

between outsourcing and performance. However, considering the incapacity within South 

Africa’s public sector and the need for government departments to fulfil the mandatory 

empowerment targets, an increase in outsourcing can only be expected. Also, it is suggested on 

the basis of the findings of the study a lack of effective project management systems deployed 

within the PDWPI for both insourced and outsourced projects.  

6. Conclusions 

The study was undertaken to: (i) establish the factors governing the decision to outsource or 

insource consultancy services by public-sector organisations; (ii) to appraise the performance of 

public-sector projects for which consultancy services had been outsourced or insourced; and (iv) 

to elucidate the utility of the Grounded Theory methodology in carrying out research within the 

built environment knowledge domain.  



 
 

 

Based on this study, it was identified that scope, project value, time, project team, level of 

specialisation, type of contractor. and flexibility are key drivers governing the decision to 

outsource or insource.  Furthermore, it was discovered that in-house consultants were used in 

instances such as renovations, upgrades and additions, as well as projects not exceeding R10 

million, with delivery timelines below 12 months and requiring a high level of flexibility. On the 

other hand, the findings revealed that projects with values greater than R10 million, a duration 

greater than 12 months and those that were of a specialised nature were outsourced. These factors 

influencing the decision to outsource or insource were linked to the incapacity to administer 

projects within the PDPWI.  Also, the findings highlighted the tendency for government 

departments to commission more new projects compared with renovations, upgrades and 

additions combined. Almost all new projects undertaken had a project value of more than R10 

million, consequently resulting in most projects being outsourced. 

Furthermore, based on the study, the need for considerable improvement of current levels of 

services insourced by PDWPI was established, especially with regards to quality of performance. 

Whilst practices in cost and time performances compared favourably with outcomes for 

outsourced services, the strategies and practices of outsourced projects for quality can be 

integrated into the insourced projects. As such, guidelines should be made available to support 

the project team to improve performance in these aspects. Adequate project feedback and 

debriefing exercises with regards to improvement of quality performance from outsourced 

projects should be captured during, and at completion, to improve insourced project practices. 

PDWPI need to invest considerably in developing more effective quality management systems 

for their insourced projects. Hence, future studies should focus on developing an appropriate 

PDWPI quality management system for delivering expected outcomes within outsourced and 

insourced project approaches.  

In addition, the steps for the applying GTM successfully in built environment research were 

carefully articulated in this article. It is expected that this will lead to an increased uptake of this 

research design among built environment researchers involved in research projects within the 

context of developing countries to reflect the nuances associated with such contexts better.  
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