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Abstract

Urgency has both positive and negative effects on projects, which is seen as a double-edged sword. However, project management research lacks a comprehensive understanding of how to navigate urgency to prevent the negative effects and promote the positive effects. This narrative literature review aims to address this omission through the lens of leadership, as leadership actors may construct a sense of urgency, and play a key role in responding to situations of urgency. Through reviewing the literature on project management, leadership, and neighbouring fields, this research will identify the situations of urgency in projects and the leadership contribution in these situations. This BAM developmental paper provides a detailed methodological approach for this narrative review, which involves three distinct steps of data analysis: (1) conducting a keyword search to identify situations of urgency in projects, (2) performing keyword searches to uncover leadership contribution to navigating situations of urgency in projects, and (3) employing snowballing techniques based on articles discovered in step 2 to find more articles related to leadership contribution to navigating situations of urgency in projects. An inductive coding method is then used to analyse the collected data. 
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1   Introduction

Projects are often used for rapidly responding to unexpected events, such as disasters (Yan et al., 2009), climate change (Caughman, 2022), emergencies (Wang et al., 2021), and pandemics (Wang et al., 2021). Projects are an effective vehicle for rapid response because they can be quickly mobilised actions to variations and unexpected changes (Naderpajouh et al., 2020). As a form of temporary organising, projects set a predetermined deadline (Lundin and Söderholm, 1995),  which is powerful in constructing a sense of urgency in projects to mobilise action in unexpected events (Nachbagauer, 2022). 

[bookmark: _Hlk159421549]The formation of a project as a vehicle for rapid response creates the conditions for a sense of urgency in projects, but sometimes this sense of urgency needs to be purposively constructed (Vargas, 2011). Because of the expectations associated with the deadline, a sense of urgency tends to be experienced by project teams (Zidane et al., 2018) and stakeholders (Mojtahedi and Oo, 2017). This sense of urgency is often expected to have a variety of positive effects, such as increasing task focus (Nachbagauer, 2022), catalysing diversity to work together (Elron et al., 1999), and creating the drive for change (Granqvist and Gustafsson, 2016). 

Urgency in projects can be a double-edged sword (Fredberg and Pregmark, 2022). While a sense of urgency may produce the beneficial effects discussed above, it is also possible for it to produce negative effects. Organisational studies suggest that these negative effects may include the acceptance of lower technical goals (Pearson, 1990), killing the action path (Reale, 2021), and reducing the speed of innovation (Mitcheltree, 2023). Some scholars call this potential for a sense of urgency to have both positive and negative effects an “urgency paradox” (Arnold and Yuce, 2013). This means that there is a need for careful navigation of urgency in projects, to respond or purposely construct urgency, and promote the positive impact of urgency whilst reducing its negative impact.

Project management literature has little understanding of the navigation of urgency in projects. Some project management scholars discuss how urgency plays a positive role in projects (Mojtahedi and Oo, 2017; Wang et al., 2022). Additionally, other scholars also mention the negative of urgency may affect projects, which needs careful attention, that is, urgency may distort priorities and give rise to short-sightedness, thereby, preventing project goal achievement (Zidane et al., 2018; Nachbagauer, 2022). However, this is insufficient to produce a comprehensive understanding of how the abovementioned navigation may be best achieved. 

Leadership can play an important role in the navigation of urgency in projects (Turner, 2019), but there is little understanding of how leadership may do that. In addition to responding to situations of urgency, leadership actors may construct a sense of urgency, and mobilize people to engage with this pressing problem (Grint, 2010). While the handful of project literature that does focus on urgency tends to be silent about leadership (Mojtahedi and Oo, 2017; Zidane et al., 2018; Nachbagauer, 2022; Wang et al., 2022), some leadership literature offers some insight into how leadership responds to urgency (Morgeson and DeRue, 2006; Mohammed and Nadkarni, 2011; Maruping et al., 2015). However, these articles tend to focus on permanent organisations. As temporary organisations, projects have distinct features that revolve around predetermined time limits for the achievement of tasks and transient participation (Lundin and Söderholm, 1995), which produces a blind spot for the purposive social construction of urgency through leadership in project settings. In response, the research question of this research is: How does leadership contribute to the navigation of urgency in projects?

2   Methodology

This study pursues to answer its research question through a narrative literature review. Narrative review is a method that “begins with a small number of articles and books, which are then used to identify key authors and other article and books, that are related to the particular topic” (Jones and Gatrell, 2014, p.257). The initial exploratory scoping study has highlighted that both project management literature and leadership literature lack insight into how leadership contribute to the navigation of urgency in projects. However, in the leadership literature and its neighbouring literatures, such as organisation studies and innovation studies, there are insights about the leadership contribution in situations that are seen as urgent in projects. For instance, some leadership scholars discuss the leadership contribution in dealing with unexpected events (Maruping et al., 2015) or disasters (Witton et al., 2019). Using additive logic (Langer, 2023), the narrative review will link different topic discussions by flexibly moving across and discussing literatures (Hoon and Baluch, 2020), which effectively gather the discussions on the leadership contribution and situations of urgency scattered in different literatures. As a process of discovery (Fan et al., 2022), narrative review then provides the opportunity to explore the relationship between these discussions and projects.

Some scholars critique narrative review for its lack of rigour (Tranfield et al., 2003; Fan et al., 2022). The scope of the narrative review depends on the scope of the researcher’s exploration, and the researchers may ignore important topics in the exploration process (Greenslade-Yeats et al., 2023). Furthermore, narrative review may include biases of authors (Fan et al., 2022). This research will employ transparency and reflexivity to ensure the rigour of narrative review (Greenslade-Yeats et al., 2023). Transparency refers to “the degree of detail and disclosure about the specific steps, decisions, and judgment calls made during a scientific study” (Aguinis et al., 2018, p.84). Reflexivity is viewed as "the process of a continual internal dialogue and critical self-evaluation of researcher’s positionality as well as active acknowledgement and explicit recognition that this position may affect the research process and outcome" (Berger, 2015, p.220). The steps taken and decisions made during this research will be clearly recorded and stated in this research. The specific steps and techniques used to achieve reflexivity throughout the research process, and the discussion of the implications and contributions of reflexivity for research results will be stated clearly in the final paper.

Literature review process

This narrative review aims to understand how leadership contributes to the navigation of urgency in projects. This field is not developed enough in terms of the lack of sufficient articles for a search on leadership in situations of urgency in projects. Therefore, the data collection is separated into three steps, the first step looks to identify what kinds of situations of urgency are experienced in projects, and the second and the third steps search for articles that examine leadership in relation to these situations. This research limits its scope to project management literature, leadership literature, and their neighbouring literatures such as organisation studies and new product development studies, as they may offer insights relevant to situations of urgency in projects and the leadership contribution in them. This research focuses on peer-reviewed journal articles, as they are reliable and credible sources of information (Cooper et al., 2018).

The first step of data collection is a keyword search on the situations of urgency projects, as project management literature lacks comprehensive insight into different situations of urgency in projects. To find articles related to urgency in projects, the researchers searched for project literature that included the keywords “urgen*” and “project” in their title, abstract and keywords, as these articles may mention situations of urgency in projects.  To focus specifically on situations of urgency in projects, the scope of the search was limited to project management journals and journals in which project management scholars published. The keyword search was first done in two main academic online databases, Web of Science and Scopus, and returned 76 articles. To avoid missing recent articles that were not included in the online databases in time, the keyword search was then done on each website of the selected journals, and this process added another seven articles. After excluding the articles that did not mention situations of urgency in projects in their main body, the final number of articles returned 29. Table 1 shows the overview of the search results.

[bookmark: _Hlk170290798] Table 1. The overview of the search result for step 1
	No.
	Author
	Source title

	1 
	De Waard and Jori Pascal (2022)
	International Journal of Managing Projects in Business

	2 
	Wearne (2005)
	IEEE Engineering Management Review

	3 
	Wang et al. (2021)
	Journal of Management in Engineering

	4 
	Bai and Burkett (2006)
	Journal of Construction Engineering and Management

	5 
	Bai et al. (2006)
	Journal of Construction Engineering and Management

	6 
	Yan et al. (2009)
	International Journal of Project Management

	7 
	Nachbagauer (2022)
	Project Management Journal

	8 
	Lu et al. (2023)
	Engineering, Construction and Architectural Management

	9 
	Wearne (2006)
	IEEE Engineering Management Review

	10 
	Malucelli et al. (2021)
	International Journal of Managing Projects in Business

	11 
	Zidane et al. (2018)
	International Journal of Managing Projects in Business

	12 
	Attalla et al. (2004)
	Journal of Management in Engineering

	13 
	El-Anwar and Aziz (2014)
	Journal of Construction Engineering and Management

	14 
	Bahadorestani et al. (2019)
	Journal of Construction Engineering and Management

	15 
	Aaltonen et al. (2008)
	International Journal of Project Management

	16 
	Mojtahedi and Oo (2017)
	International Journal of Project Management

	17 
	Yang et al. (2014)
	Project Management Journal

	18 
	Xia and Chan (2012)
	Engineering, Construction and Architectural Management

	19 
	Yim et al. (2015)
	Project Management Journal

	20 
	Angling (1988)
	International Journal of Project Management

	21 
	Zhao et al. (2015)
	International Journal of Project Management

	22 
	Zhou et al. (2020)
	Journal of Management in Engineering

	23 
	Wang et al. (2022)
	Engineering, Construction and Architectural Management

	24 
	Howell et al. (2010)
	International Journal of Project Management

	25 
	Sun et al. (2019)
	Journal of Management in Engineering

	26 
	Økland et al. (2018)
	International Journal of Managing Projects in Business

	27 
	Aram and Javian (1973)
	IEEE Transactions on Engineering Management

	28 
	Bommer et al. (2002)
	Journal of Management in Engineering

	29 
	Ligthart et al. (2016)
	Organization Studies




An inductive coding method was used to identify the situations of urgency in projects after articles were collected in step 1. Starting at a granular level, inductive analysis gradually condenses these codes into broader categories, patterns, and themes (Bingham, 2023). By using terms and concepts drawn from the words of the raw data itself (Saldaña, 2021), the researcher generated codes which identified situations of urgency in projects from the 29 articles. Following the coding technique of Saldaña (2021), the researcher extracted the content related to urgency from the 29 articles as the first-level codes and categorised the first-level codes into the same categories, generating second-level codes. Then the researcher further aggregates categories of situations of urgency in projects. After completing the codes, another round of work was done to check if each part of these codes was vital to the situation of urgency. Table 2 shows an illustration of how the situations of urgency in projects were coded. The researchers put an example from each final code category (situations of urgency) in Table 2.

[bookmark: _Hlk170291481]Table 2. The illustration of how the situations of urgency in projects were coded
	[bookmark: _Hlk170201819]Author
	First level codes
	Second-level codes
	Final code category

	De Waard and Jori Pascal (2022)
	"In extreme contexts, time is crucial and a rapid organizational response often live-saving." (p.888)
"Urgency is about the need to act fast." (p.888)
	The need to act fast in extreme contexts;
Rapid response in extreme context to save lives
	Act fast in extreme contexts

	Wearne (2005)
	"Urgency is common in engineering and other much work. The word can mean action is needed to avoid an immediate threat." (p.258)
"Working as fast as possible may demand the temporary suspension of cost as a factor in
decisions." (p.258)
	The need to action to avoid an immediate threat in emergencies;
The need to work as fast as possible in emergencies
	Respond immediately to emergencies

	Bai and Burkett (2006)
	“The terrorist attack…have presented an urgent need to develop emergency response plans in order to quickly react to the possible consequences of an extreme event.” (p.1139)

	The need to quickly react to the consequences of an extreme event
	React quickly to extreme events

	Yan et al. (2009)
	"Disaster rescue is emergent and urgent most of the time; therefore, quick response is rather important." (p.620)
	A quick response to disaster
	Respond quickly to disasters

	Zidane et al. (2018)
	“Urgent is defined as requiring immediate action or attention.” (p.510)
"It was unexpected and very urgent project in response to unforeseen opportunities." (p.511)

	Requiring immediate action or attention in unexpected events.
Response to unforeseen opportunities
	Respond immediately to unforeseen opportunities

	Attalla et al. (2004)
	“Urgent situations may include the sudden failure of one or more building components.” (p.26)
“The availability of trained and experienced in-house staff is essential to timely and cost effective response to such problems.” (p.26)
	The sudden failure of building components;
Timely and cost effective response to sudden failure
	Respond to sudden failure

	El-Anwar and Aziz (2014)
	“Urgency factors (UF) can take values from 1–4, where UF ¼ 4 represents an unsafe zone that poses a threat to the lives of its residents” (p.4)
	Poses a threat to the lives
	Imminent risk

	Bahadorestani et al. (2019)
	“Urgency refers to the degree to which stakeholder claims call for immediate attention.” (p.2)
	Call for immediate attention by stakeholder claims
	Call for immediate attention

	Xia and Chan (2012)
	"The complexity of the construction project increases when there is an unrealistic schedule for completion. " (p.13)
	Unrealistic schedule for completion
	Unrealistic schedule

	Sun et al. (2019)
	“When the project is under a shortened schedule, the checking frequency will increase.” (p.3)
	Shortened time limit
	Shortened time limit

	Bommer et al. (2002)
	“The critical need to meet tight timelines for PDP success in the satellite building stimulated the creation of a skunkworks project management team to meet all program’s time-to-market demands.” (p.22)
	Meet demands in a tight timeline
	Meet demands in a tight timeline




The second step of data collection is to search articles that examine leadership in relation to situations of urgency in projects. A series of search strings will be constructed for situations of urgency coded in step 1. For each code, terms and phrases that constitute it will be selected as keywords. Additionally, to enhance the rigour of keyword search and prevent the search results from ignoring articles that state the same situation of urgency in projects but use different words to describe, the synonyms of the terms and phrases that constructed the code will be chosen as the keyword from the original article.  To capture the relationship contribution to situations of urgency, the keyword “leader*” will be used as a keyword. Table 3 shows the illustration of how to construct the search string for each situation of urgency.

[bookmark: _Hlk170291515]Table 3. The illustration of how the search string for each situation of urgency were constructed
	Situations of urgency in projects
	Search string
	Explanation

	Act fast in extreme contexts
	(immediate* OR rapid* OR fast* OR quick*) AND (act* OR respon* OR work OR react* OR improvisation) AND "extreme context" AND leader*
	 “Where one or more extreme events are occurring or are likely to occur that may exceed the organization’s capacity to prevent and result in an extensive and intolerable magnitude of physical, psychological, or material consequences to—or in close physical or psychosocial proximity to—organization members” (De Waard and Jori Pascal, 2022, p.887)

Extreme contexts produce a situation of urgency when there is a need to act fast (De Waard and Jori Pascal, 2022). De Waard and Jori Pascal (2022) suggest that action may take the form of improvisation or a formal response and uses the words immediate and rapid as a synonym for fast. Bai and Burkett (2006) use the word react as the synonym for act, and the word as synonym for immediate and rapid.

	Respond immediately to emergencies
	(immediate* OR rapid* OR fast* OR quick*) AND (act* OR work OR respon* OR react*) AND emergenc* AND leader* 



	“The name given to the smallest emergencies are hazards, incidents or simply emergencies and the expectation is that the response will be handled entirely at the local level. Moderate-sized emergencies are often called disasters and are events that cause considerable loss of life or property damage...The top level of emergency is often called a major disaster, catastrophic disaster or extreme event.” (Kapucu, 2008, p.315)

Emergencies produce a situation of urgency when there is a need to respond immediately (Wang et al., 2021) or work fast (Wang et al., 2021). Additionally, the words act, work and react are used as synonym for response (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022), and the words rapid, fast and quick are used as synonym for fast (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022).

	React quickly to extreme events
	(immediate* OR rapid* OR fast* OR quick*) AND (act* OR work OR respon* OR react*) AND "extreme event*" AND leader*
	“A discrete episode or occurrence that may result in an extensive and intolerable magnitude of physical, psychological, or material consequences to—or in close physical or psycho-social proximity to—organization members.” (Hannah et al., 2009, p.898) 

Extreme events produce a situation of urgency when there is a need to quickly react (Bai and Burkett, 2006; Bai et al., 2006). Bai and Burkett (2006) use the word immediate, rapid as synonyms for quickly and use the words response and action as synonym for react. Additionally,  the word work is  used as synonym for act and response (De Waard and Jori Pascal, 2022), and the word fast is used as synonym for immediate and rapid (De Waard and Jori Pascal, 2022).

	Respond quickly in disasters
	(immediate* OR rapid* OR fast* OR quick*)  AND (act* OR work OR respon* OR react*)   AND disaster AND leader*
	“a situation or event which overwhelms local capacity, necessitating a request to a national or international level for external assistance; an unforeseen and often sudden event that causes great damage, destruction and human suffering.” (Guha-Sapir, 2011, p.7)

Disaster produces a situation of urgency when there is a need to respond quickly (Yan et al., 2009; Nachbagauer, 2022), or work fast (Lu et al., 2023). Additionally, , the words act and react are used as synonym for response (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022), and the words rapid and immediate are used as synonym for quick (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022)

	Act fast in unexpected events
	(immediate* OR rapid* OR fast* OR quick*) AND (act* OR work OR respon* OR react*) AND ("unexpected situations" OR "unplanned activities" OR “unplanned event” OR “unexpected event”) AND leader*


	“Any event that can be considered as a deviation from original project plans.” (Aaltonen et al., 2010, p.566)

Unexpected events produce a situation of urgency when there is a need to work fast (Wearne, 2006; Malucelli et al., 2021). Wearne (2006) suggests that action should take for unexpected events to avoid their threat, and uses immediate, rapid and quick as synonyms of fast. Additionally, the words response and react are used as synonyms for work (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022), and unexpected situations, unplanned activities and unplanned event are use as synonyms of unplanned event (Pina e Cunha et al., 1999; Malucelli et al., 2021).

	Respond immediately to unforeseen opportunities
	(immediate* OR rapid* OR fast* OR quick*) AND (act* OR work OR respon* OR react* OR atten*) AND (“unexpected opportunit*" OR "unforeseen opportunit*”) AND leader*
	“Uncertain events or conditions with negative impacts on the project objectives are usually identified as threats (negative risks), and those with positive impacts are known as opportunities.” (Zaman et al., 2023, p.134)

Unforeseen opportunities produce a situation of urgency when there is a need to immediate response (Zidane et al., 2018). Zidane et al. (2018) suggests that immediate action or attention is required in an urgent situation and working fast than normal is required to response. Zidane et al. (2018) use phrase unexpected opportunities as a synonym for unforeseen opportunities. In other articles. The word react are used as synonym for response (Bai and Burkett, 2006), and the words rapid and quick is used as synonym for fast (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022).

	Respond to sudden failure
	(act* OR work OR respon* OR react*) AND sudden* AND failure AND  leader*
	“Urgent situations may include the sudden failure of one or more building components” (Attalla et al., 2004, p.26)

Sudden failure produces a situation of urgency when there is a need to response. and this article. In other articles, the word react, act, work is used as the synonym for response (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022).

	Imminent risk
	(“imminent risk” OR “Imminent threat*” OR “Imminent opportunity*”) AND leader*
	"The need for temporary lodging to relocate and/or rehouse slums dwellers whose houses are affected in the course of the work or found to be in imminent-risk situations" (El-Anwar and Aziz, 2014, p.2)

Imminent risk produces a situation of urgency in projects (El-Anwar and Aziz, 2014). El-Anwar and Aziz (2014) suggests that projects in the zone which poses a threat to the lives of its residents have high level urgency. Risk have both threats and opportunities (Ferreira de Araújo Lima et al., 2021). Therefore, opportunity is seen as the synonym of risk.

	Call for immediate attention
	Call AND (“immediate attention” OR “fast attention” OR “quick attention” OR “rapid attention”) AND leader*

	“Urgency refers to the degree to which stakeholder claims call for immediate attention” (Bahadorestani et al., 2019, p.2)

The calling for immediate attention produces a situation of urgency in project (Aaltonen et al., 2008; Yang et al., 2014; Mojtahedi and Oo, 2017; Bahadorestani et al., 2019). Additionally, the words quick, fast and rapid is used as the synonym for immediate (Bai and Burkett, 2006; De Waard and Jori Pascal, 2022)

	[bookmark: _Hlk168177348]Unrealistic schedule
	(“unrealistic schedule” OR “urgent schedule” OR “compressed schedule” OR “shortened schedule”) AND leader*
	“The complexity of the construction project increases when there is an unrealistic schedule for completion.” (Xia and Chan, 2012, p.19)

Unrealistic schedule produces a situation of urgency in project (Xia and Chan, 2012). Xia and Chan (2012) use urgent schedule and compressed schedule as two sample of unrealistic schedule. Scholars also use synonyms of unrealistic schedule such as compressed schedule (Yim et al., 2015) and shortened schedule (Sun et al., 2019) to present the increasing level of urgency. 

	Shortened time limit
	( short* OR reduc* ) AND "time limit" AND leader*
	[bookmark: _Hlk168263318][bookmark: _Hlk168263363]“The reductions in lead-time create a sense of urgency and a risk of stakeholders feeling ‘not heard or listened to” (Økland et al., 2018, p.645)

Shortened time limit produces a situation of urgency in projects, and the article use term lead-time to state the time limit of projects, which include time from project initiation to delivery. The article use reduction as the synonym of shortened.

	[bookmark: _Hlk168178246]Meet demand in a tight timeline
	(short OR tight OR critical) AND (meet OR satisfy or complete) AND (demand OR require* OR goal*) AND (timeline OR deadline) AND leader* 
	A tight timeline produces a situation of urgency when there is a need to meet demand (Aram and Javian, 1973; Bommer et al., 2002; Howell et al., 2010; Ligthart et al., 2016). Bommer et al. (2002) uses phrase “deadline shortened” as the synonym of tight deadline. Additionally,  the word critical is used as the as the synonym for tight (Markham, 2007), the word complete is used as the as the synonym for satisfy (Ligthart et al., 2016), and goal is used as the as the synonym for demand (Ligthart et al., 2016).




After the construction of search strings, keyword searches were done in searching the title, abstract and keywords. The keyword searches were done in two main academic databases, Web of Science and Scopus. The keywords was searched in the title, abstract and author keywords to find related articles. The exclusion of the results of articles followed three criteria: (1) the article is not in English; (2) the concepts of leadership and situations of urgency are not central to the article, (3) the articles are not peer-reviewed articles. The number of final returned articles was 67.

The third step of data collection is snowballing. By creating a start set of literature, and then tracing and extending the range of the start set (Badampudi et al., 2015), snowballing helps gain literature focused on leadership contribution in situations of urgency in projects. In this research, the researchers will look at the citations used in the articles identified from the second step, and also the articles that cited them. The articles that focus on the leadership contribution and situations of urgency in projects will be selected.

After data collection, a three-step inductive coding method will be adopted for all the data collected from the second step to the third step. The first step will upload all the articles to NVivo, and code leadership actions and actors in situations of urgency at the first level. In the second step, the researchers will focus on leadership actions, to make preliminary categories of them. The third step will further categorise these leadership actions, generate themes and examine their relationship.

3   Preliminary findings and the intended development

From the first step, some preliminary findings have been generated. The situations of urgency can be categorized into two main categories, which are shown in Table 4. The first theme is situations with a requirement for immediate response. The second theme pertains to situations related to the time limit of projects. This part of the work is ongoing, to provide a clear finding and discussion. After that, subsequent work will focus on the leadership contribution to the navigation of these situations. The expected contribution of this paper is to provide explanations of the ways in which leadership may contribute to the navigation of urgency in projects, which will fill the gap in the existing literature on urgency and leadership in projects. 

Table 4. Two main categories of situations of urgency in projects
	Category
	Situations of urgency in projects

	Situations with a requirement for immediate response
	Act fast in extreme contexts

	
	Respond immediately to emergencies

	
	React quickly to extreme events

	
	Respond quickly in disasters

	
	Act fast in unexpected events

	
	Respond immediately to unforeseen opportunities

	
	Respond to sudden failure

	
	Imminent risk

	
	Call for immediate attention

	Situations related to time limit of projects
	Unrealistic schedule

	
	Shortened time limit

	
	Meet demand in a tight timeline
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