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I read recently about a groundbreaking British athletics project to capture 
knowledge from the current generation of coaches and athletes 
into a single ‘knowledge hub’. 

It made me reflect on how project managers interact with 
each other and what they too can learn from one another. 
Organisational learning, sustainable procurement, programme 
management… these are all areas that project managers can 
continuously improve.

The lead feature of this issue, starting on page 24, looks at this 
particular topic and features interviews with project managers 
that have worked on London 2012, Heathrow Terminal 5, Crossrail 
and Network Rail projects, among others. These iconic, large-scale 
infrastructure programmes provide the perfect learning ground 
for project managers before, during and after each project.

While developing a learning legacy is becoming standard 
practice in large projects, there is still room for improvement in 
how these legacies can be used to benefit other future projects. 

It is one thing for an organisation to undertake a lessons-
learned exercise but how, then, will these lessons be made 
available to the wider project management community? How  
can project teams work closely with contractors, industry 
partners, government bodies and academia to capture these 
lessons learned and document best practice examples for the 
benefit of the profession and to raise the bar?

Improving project outcomes is at the core of APM’s mission statement. I hope that  
the feature will lead you to spend some time thinking about your own practice, and  
how you can develop and share knowledge with your peers to improve your own project 
outcomes. This issue, as the cover suggests, also features the APM Awards, which were 
held at the beginning of November. 

The formidable young project managers featured on the cover illustrate the diversity 
and future potential of this sector; and the other categories show what a strong and 
rewarding career project management offers. Read all about the awards on page 35.

This is my first issue as editor of Project and it has been eye-opening to learn about  
the vital role that project managers play across all industries and business sectors.  
I look forward to working with you all, and hope that you enjoy this issue of Project.
Jason Hesse

Editor: Jason Hesse
editor@projectmagazine.co.uk
Art Director: Jes Stanfield
Staff Writer: James Pulford
Sub-Editor: Mike Hine
Senior Account Manager: Marsha Jackson 
Advertising Managers: Aisling Hilsdon,  
Mel Michael  020 3771 7204
mel.michael@thinkpublishing.co.uk
Group Advertising Manager: Tom Fountain
Managing Director: Polly Arnold

The views expressed in Project are not necessarily those of the APM, the 
publisher or its agents, and they do not accept responsibility for any solicited 
material, or for the views of contributors, or for actions arising from any claims 
made in any advertisements or inserts appearing in this journal. This publication 
(or any part thereof) may not be reproduced in any form without express and 
written permission from the editor. © APM 2015 

APM, Ibis House, Regent Park, Summerleys Road, Princes Risborough, 
Buckinghamshire HP27 9LE United Kingdom.  
Tel: 0845 458 1944 Fax: 0845 458 8807 apm.org.uk

Cover price: £13.75. Annual subscription fee: UK: £56.50 Europe: £66.50 
International: £77 
PROJECT (ISSN 0957-7033) is published by the Association for Project 
Management in association with Think Publishing, Capital House, 25 Chapel 
Street, London NW1 5DH  Tel: 020 3771 7200 thinkpublishing.co.uk

JASON HESSE is the editor of Project.  
Email: editor@projectmagazine.co.uk

 ADVERTISE IN PROJECT MAGAZINE  Please call our sales team on 020 3771 7204. Alternatively, email mel.michael@thinkpublishing.co.uk

PROJECT

Welcome

C
O

V
E

R
 P

H
O

TO
G

R
A

P
H

Y
: W

IL
L 

A
M

LO
T

’ P
H

O
TO

G
R

A
P

H
: W

IL
L 

A
M

LO
T

; I
LL

U
ST

R
A

TI
O

N
: R

O
Y

 S
C

O
T

T/
IK

O
N

 

3

WINTER 2015 << PROJECT

WINTER 2015 << ISSUE 285



KICK-OFF

6 News 
 Our regular round-up of project 

management news in the UK  
and globally

10 ‘90 days in the life of’ column and 
dates for your diary 

12 Network  
Special coverage of events organised 
by APM members, branches and 
specific interest groups

COMMENT

17  Your view 
 Follow the debate both offline  

and online
19 Best of the blogs 
 Extracts from some of the most 

interesting blogs on APM’s website
21 Mike Clayton 
 What have you learnt from others in 

your career?
22 Legacies 
 Even with learning legacy plans, do 

our habits ever truly change?
23 For/against 
 Should small projects look at the 

lessons learned in large projects to 
help them succeed? 

82 Wrap-up 
 Professor Eddie Obeng asks whether 

bubble diagrams are the way to 
discover causality 

INSIGHT

24 Learning legacies 
 Find out how to leverage long-term 

lessons from large-scale projects
28 Profile: Chester Zoo 
 Behind the scenes of a major 

refurbishment project
32 International focus 
 Case study on the Macroeconomic 

Reform Programme in Nepal
35 APM Awards 2015 
 Discover the stories behind the 

winners of the 2015 APM Awards

TECHNOLOGY

69 Tech watch
70 Buying new technology
72 Protecting your project data

CAREER

74 From the bottom up
75 Mentoring project professionals
76 Are you stuck in a rut?
79 Career clinic and appointments
81 Bookshelf 

Inside

FIVE DIMENSIONS >> 
51 Reinvigorating projects in crisis  
54 Engaging your audience
56 Public sector tenders
58 Health-check your projects
60 Change management
62 Visual management tools
64 Assessing the cost of quality
66 Jargon buster; update on P3M3
67 Q&A with Susanne Madsen: Your project challenges answered

 P28 

 P43 

How project managers 
transformed Chester Zoo

PROJECTSPECIAL REPORTCONSULTANCY

 APM AWARDS/P35 

5

WINTER 2015 << PROJECT

WINTER 2015 << CONTENTS



Pull of the major project is leaving 
other regions low on skills

COMMENT
Anytime you have a big project like  

this, it’s all about how you divide it up 
and put it into manageable bits. I’m up 
there with the sheet music, making sure 
everybody is on the same note, at the 
same bar and same tempo 
BILL TUCKER central section delivery director, Crossrail

Crossrail drawing 
talent south 
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Talented project managers and 
engineering and construction 
workers are travelling hundreds 
of miles to work on major 
capital projects, leading to a 
skills shortage in other areas  
of the UK.

Out of the estimated 14,000 
people who have worked on 
Crossrail since the start of the 
project in May 2009, 4,000 
employees commuted or 
relocated more than 30 miles 
towards London and 2,100 
originally came from over 
50 miles away, research by 
recruiter Randstad shows.

“Britain’s construction and 
engineering skills gap has  
been a dilemma for decades, 
but now it is biting,” said Owen 
Goodhead, MD of Randstad 
Construction, Property & 
Engineering. “Employers  
want the right person for  
the right job – absolutely  
the correct approach – but  
this is unleashing a spiral  
of competition.”

Not only is Crossrail seen as 
an iconic project for any CV,  
but it also offers its own training 

and learning opportunities – 
and its own additional earnings 
premium, even in London.

The potential for greater 
earnings in London is clearly a 
strong pull. Workers in general 
Crossrail jobs earn £1,189 
extra per year. This is a total of 
£10,701 if the employee works 
for the entire duration of the 
project (2009-2018).

The difference in wages is 
even more significant when 
more specialist roles are 
examined. Tunnelling engineers 
working in the London area 
earn on average £25,000. Site 
manager jobs pay in excess of 
£30,000, while experienced 
project managers can see 
salaries of over £50,000.

“Filling quantity surveyor 
jobs and project manager 
jobs can be a challenge for 
employers right across the UK. 
But London is the white-hot 
core – where the same job titles 
command an even greater 
premium. Especially for high-
profile projects, employers are 
stumping up the cash to get the 
right skills,” Goodhead added.

CROSSRAIL IN NUMBERS

£42bn 
is the estimated 

amount that  
Crossrail will add to 

the UK economy.

34 
minutes will be  

the journey time from 
London Heathrow to 

Liverpool Street  
using Crossrail.

40
is the number of 

construction sites  
that 10,000 people 

work across.

90m 
working hours  

have been completed 
on the Crossrail 

project so far.

38m 
per day was  

the average amount 
of tunnelling  

progress made.

3m 
tonnes of excavated 

material from the 
tunnels was shipped 

to Wallasea Island  
in Essex.
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AROUND THE UK

HISTORICAL SITE WINS 
PRESTIGIOUS AWARD
The development of Advocate’s 
Close, a historical site within the 
heart of Edinburgh’s Old Town, 
has been awarded the prestigious 
Project of the Year at the RICS 
Awards 2015. The project was 
delivered by Thomas & Adamson 
surveyors and Morgan McDonnell 
Architecture for the Chris Stewart 
Group, to create a vibrant new 
quarter in what was previously a 
run-down part of the city.

The mixed-use scheme includes a 
new hotel, 50 serviced apartments, 
offices, restaurants, cafés and bars. 
“The Advocate’s Close development 
shows how a once neglected part 
of a city can be truly transformed,” 
said RICS regional director Lynn 
Robinson. “Not only has this part of 
the city been restored in relation to 
its historic buildings and architecture, 
it’s been brought right up to date 
with contemporary additions.”

AECOM TO DESIGN KEY 
SCOTTISH RAILWAY
Infrastructure services company 
AECOM has been instructed to 
deliver design services for the 
£170m upgrade of the Aberdeen-
Inverness line in Scotland. The major 
line enhancement, which is being 
delivered by AECOM client BAM, will 
introduce a half-hourly commuter 
service between Aberdeen and 
Inverurie and extra peak services 
between Inverness and Elgin.

Under the new contract, AECOM 
will deliver multidisciplinary design 
services as well as design support 
during the project’s construction, 
with the first phase due for 
completion in 2019.

Professional bodies: 
The key to trust
Professional bodies play an unsung role in promoting trust in 
British society, research by the Chartered Institute of Building 
(CIOB) shows.

CIOB surveyed more than 2,000 members of the public and 
150 MPs for their perception of professional bodies. The study 
shows that professional bodies are perceived to create value 
through the promotion of trust in society.

The public polling found that a vast majority of those who 
know something about professional bodies say that they 
would trust a professional more if they knew that he or she 
was a member of a professional body. 

MPs also said that professional bodies are effective in 
promoting robust standards of compliance, governance  
and ethics in their industries.

“This study shows that so much of the value professional 
bodies provide goes unnoticed,” said Chris Blythe, chief 
executive of CIOB. 

“A remarkable fact is that the structure of high-level 
professional education and qualifications has developed over 
many years with little – if any – taxpayers’ money.” 

n The full report, Understanding the value of professionals and 
professional bodies, can be found at goo.gl/IsoCDG

KEY FINDINGS  
OF THE REPORT 

61%  
of the public say  
professional bodies  
can help guide the 
government on policies. 

400  
is the approximate  
number of professional 
bodies in the UK. 

13m  
professionals are 
represented by  
professional bodies. 

59%  
of the public are  
unaware of the work that  
professional bodies do.

SHORTAGE OF PROJECT MANAGERS HOLDS  
BACK PLANS TO BOOST HOUSING
A severe shortage of construction professionals is holding back plans to alleviate the housing 
shortage across the UK. More than a third of companies (35 per cent) reported a lack of qualified 
candidates to fill vacancies in a survey by Lloyds Bank. 

The Building for Growth report reveals the skills shortage is most acute among electricians and 
site managers (both 34 per cent), with project managers (33 per cent), quantity surveyors (30 per 
cent) and architects (31 per cent) following closely behind – reflecting the supply chain-wide nature 
of the problem.

“This report sheds light on the key areas of support that firms in the sector need to ensure the 
long-term success and sustainability of the industry,” said Stewart Baseley, chairman of the Home 
Builders Federation. “A shortage of skilled people has become the biggest concern and the industry 
is investing massively in training.”



1 The case for business change  
Project management used to be about 

planning and coordination. But today the 
role is about driving change and cutting 
complexity. ‘I have new software’ is not a 
solution – meaningful change is. 

2 Rise of the versatilists  
Specialists with a deep breadth of 

specific knowledge will not be able to learn 
and change quickly enough to address 
business requirements. Increasingly, 
project management success will be about 
versatility, or possessing good leadership 
skills, strong working relationships, and the 
right contacts. 

3 Social teams  
With digital natives shaping the 

workforce, the new project management 
team is social – incorporating crowdsourcing 
as well as external and internal stakeholder 
collaboration. Increasingly, teams will 
be composed of assembled individuals 
participating virtually. Once the team 
accomplishes a short-term business 
objective, it will disband.

4 Complexity  
Today, 20 per cent of projects are 

considered very complex, with many 
interdependencies, mixed work types, and 
the ability to transform a whole business. 
Increased complexity begets an increased 
pace of change. 

5 One size does not fit all  
The days of creating re-usable practices 

and solutions are over and turnkey is no 
more. According to Gartner’s research, it  
is predicted that in future every project 
will be a first, even for the experienced 
practitioner. Projects will also rarely have 
a defined endpoint, and instead, will 
continuously evolve. 

6 The ‘everyman’ project manager  
As a result of greater demands on 

project managers’ time, by 2020 you can 
expect that every business manager will 
also be expected to have a basic project 
management skill set. Once this skill  
set becomes commonplace, there will  
be less need for professional full-time 
project managers.

WORK STARTS ON 
$11BN MEGAPORT
Tanzania is pressing ahead with 
its $11bn megaport at Bagamoyo. 
Tanzanian president Jakaya Kikwete 
said he hopes the megaport will 
spark an “industrial revolution” in the 
east African nation when it opens in 
an estimated three years’ time.

Construction of the port is being 
financed and managed by China 
Merchants Holdings, the world’s 
largest independent port operator, 
alongside Oman’s State General 
Reserve Fund. The first phase of 
work will see the quay, container 
yards, cargo terminals and all 
dredging work completed by the 
end of 2017. These facilities will then 
be expanded in stages over a period 
of 30 years, to give an eventual 
capacity of 20 million containers  
a year.

T&T TO BUILD 
SINGAPORE  
DATA CENTRE
Turner & Townsend has been  
awarded a contract by 
telecommunications provider Telin 
Singapore to provide project and cost 
management services for its latest 
data centre and telecommunications 
hub in Singapore.

The five-storey, 20,000m2, 
$115m facility will be the third 
operated on the island by Telin 
Singapore, and is set to complete 
in 2016. “We’re delighted to be part 
of such a groundbreaking project in 
Singapore,” said Turner & Townsend 
director Brian Shuptrine. “While the 
new data centre will offer cutting-
edge services, our work will also 
help the data facility meet the 
green building criteria set by the 
government of Singapore.”

AROUND THE WORLD

As technology continues to develop, so does the role of the project manager. Research by Gartner  
vice president Michael Hanford shows how the project manager’s role will evolve by 2020

6 ways project 
management will 
evolve by 2020

n View Gartner’s full research slides at goo.gl/HW8Q5F
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Major projects require more 
women at the top
A 12-month-long research programme will 
look to boost the number of women in major 
project leadership roles. Ashridge Business 
School’s research will look at why there is a 
dearth of women in major project leadership. 

Despite the UK being home to many 
multi-billion pound, politically-sensitive 
major projects, the leadership in these major 
projects is overwhelmingly male. Across the 
next 12 months, the research programme, 
run in partnership with KPMG, will work with 
organisations to make an impact on the issue. 

“It may take years to redress the balance, 
unless there is decisive and practical action 
from the top of organisations which is 
supported at every level,” said Gordon 
Shearer, lead partner for major projects 
advisory at KPMG.

Mounting evidence shows that diverse 
boards and teams make better decisions and 
get better outcomes, yet women continue to 
be under-represented. 

The gender pay gap is also very noticeable. 
APM’s Salary and Market Trends Survey, 
published earlier this year, revealed that 
nearly one third of female participants earned 

between £30,000 and £39,999 compared 
to the largest group of male respondents who 
earned £40,000-£49,999 per year. 

“It would be easy to say that major project 
delivery is a macho, male-dominated 
profession, one which just does not attract 
women, and leave it at that. But my personal 
experience suggests that this shouldn’t be  
a barrier to female participation,” said  
Manon Bradley, development director for  
the Major Projects Association. “Changing  
the way we approach this issue can make a 
real difference.”

Equals takes on 
refurbishment of 
Royal Opera House
The Royal Opera House in Covent Garden  
has begun preliminary site works on its  
£48m refurbishment, led by project manager  
Equals Consulting. 

The transformation of the 150-year-old 
building, which follows an earlier redevelopment 
in the 1990s, will see changes to the piazza 
entrance, a new ‘public forum’ on the ground 
floor, as well as the refurbishment of the 
basement Linbury Theatre and foyer. The  
project is due for completion by December 2017.

The Equals team is being led by Andrew 
Lumsden, who has compared the task of 
coordinating the team of architects, project 
managers, engineers and consultants to 
“conducting an orchestra.” For the Royal Opera 
House, the project manager is Sarah Younger. 

“This is an exciting project because it’s 
absolutely unique, both the client and the 
building,” said Lumsden.
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DESPITE THE UK 
BEING HOME TO MANY 
MULTI-BILLION POUND, 
POLITICALLY-SENSITIVE 
MAJOR PROJECTS, THE 
LEADERSHIP IN THESE 
MAJOR PROJECTS IS 
OVERWHELMINGLY MALE
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46%
of organisations admit to not 
fully understanding the value 

of project management, 
according to the Project 
Management Institute.

£6bn
is the size of the ‘black 

hole’ in Heathrow’s third 
runway plans now that the 
government has confirmed 

that it would not help pay for 
new surface infrastructure.

£44k
is the national UK average 

salary for a project manager, 
based on 2,086 project 

manager salaries surveyed 
by Glassdoor.



 

21 Jan 2016
Delivering Major Programmes 
of Work Within Operational 
Infrastructure, Birmingham

27 Jan 2016
Contracting Strategies  
and Behaviours, London

10 Mar 2016
Annual Programme 
Management Conference  
2016, London

17 Mar 2016
APM Presents…  
Project Management  
in Practice, Coventry

18 Mar 2016
Discovering Value, London

21 Apr 2016
APM Project Management 
Conference 2016, London

23 Jun 2016
Benefits Summit 2016, London

See the full list of diary dates 
and booking information online 
at apm.org.uk/events

How long have you been in your 
current job and what do you like 
most about it?
I have been a training aircraft 
project manager for two 
years, working on the MoD’s 
entire fleet of Hawk TMk1 
aircraft. I love the fast pace, 
where an issue may arise  
only days before the aircraft  
is due to return to a squadron. 
Overcoming these challenges 
is extremely satisfying.

What have been your biggest 
professional challenges over the 
past 90 days?
I manage the depth 
maintenance programme 
for the Red Arrows aerobatic 
display team and 22 Group 

(RAF), which is responsible 
for the Red Arrows. These 
are very demanding 
customers, and aircraft 
availability is paramount 
during the build-up to  
the main display season.

What is the most important 
lesson that you have learned 
over the past 90 days?
Trust your staff. My staff 
have taken on challenging 
problems that go beyond their 
experience and knowledge 
throughout the project but 
have delivered results which 
far exceeded my expectations.

 
 

Looking ahead to the next 90 
days, what will be the biggest 
challenges facing you?
I’m under significant pressure 
to have a complete awareness 
of the project finances. I need 
to ensure I have correctly 
identified the costs accrued 
to date as well as the future 
spending forecast. 

If you could spend 90 days with 
anyone – living or dead – who 
would it be and why?
As an enthusiastic cyclist, I 
would spend the time with 
one of the teams preparing 
for the Tour de France, then 
follow the team throughout 
the race. Not sure I could  
keep up though!

90 DAYS IN  
THE LIFE OF 

Project meets Paul Monis, training 
aircraft project manager for the  
Ministry of Defence’s UK Military  
Flying Training Systems Project Team

DIARY DATES

The APM Women in Project 
Management National 
Conference, held on 
September 24, was a huge 
success, seeing nearly 
200 project management 
professionals attend from 
across multiple industries.

The theme of the event, 
sponsored by BAE Systems 
and held at Dexter House in 
London, was ‘Driving The 
Future’, and was the Women 
in Project Management 
Specific Interest Group’s (SIG) 
most successful event to date 
– as well as APM’s biggest  
ever volunteer-led event.

The objectives of the 
conference were to reinforce 

the importance of women 
in the economy and in 
project management, provide 
opportunities from leading 
professionals and provide 
practical tools to help 
delegates drive their own 
objectives and achieve their 
own career goals.

Keynote speakers included 
Harriet Minter, the editor 
of the Guardian’s Women 
in Leadership section, and 
Amanda Clack, who is set to 
become the global president 
of the Royal Institution of 
Chartered Surveyors (RICS) 
in 2016. The day’s agenda 
was further packed with 
more stimulating talks and 

interactive debates that 
were designed to facilitate 
knowledge-sharing and  
fresh insight for attendees. 

In her keynote, Minter 
highlighted just how unequal 
a playing field the workplace 
can be. Shockingly, a woman 
carrying out the same type 
of job as a man can expect 
to earn £500,000 less by 
the end of her career. This 
disparity exists in project 
management, too, as shown by 
research carried out by APM. 
Indeed, while six per cent of 
male project management 
professionals earn at least 
£100,000 per year, this is only 
one per cent for women, with 

a disparity also evident  
within middle and lower 
career levels.

Commenting on the 
event, Teri Okoro, chair of 
the APM Women in Project 
Management SIG, said: “We 
are delighted that nearly 95 
per cent of delegates rated this 
event as excellent or good. Our 
WIPM National Conference 
is now a key APM fixture 
and second only to the main 
Conference. Well done to the 
volunteer planning team – a 
great personal development 
opportunity for them. We aim 
to attract a diverse range of 
project managers to an equally 
successful event next year.”

Women in Project Management: 
Highly-successful conference held 
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Held at the home of Scottish rugby, 
Murrayfield Stadium, the sixth annual  
APM Scottish Conference took place in 
September, on the theme of ‘delivering  
the dream’. Delegates at the event heard 
from expert speakers and business  
leaders, who examined the importance 
of leadership in ensuring the successful 
outcomes of projects.

There was much celebration at the 
conference about APM’s Salary and Market 
Trends Survey 2015, which suggests that 
more and better-paid jobs are coming 
to Scotland in the project management 
profession. Indeed, nearly 60 per cent of 
Scottish respondents expect their employer 
to grow over the next 12 months, and 
two-thirds of those expect to recruit more 
professionals in the next year.

The survey also revealed that contracts in 
Scotland tend to be longer and pay higher 
rates than elsewhere, with 60 per cent of 
respondents receiving over £400 per day, 

Scottish Conference 
celebrates good news

Battle of 
Britain site 
welcomes 
APM 
members
Members of the East of England branch 
joined APM chief executive Sara Drake to 
mark the 75th anniversary of the Battle 
of Britain in September. Guest speaker 
Stephen Carver, a lecturer in project and 
programme management at Cranfield 
University, entertained guests during a 
dinner gala held at Duxford Aerodrome, 
one of the few remaining Battle of Britain 
airfields. Carver offered insight into 
the world of project and programme 
management, demonstrating the softer 
skills required in the profession.

compared to the national average of 35  
per cent.

APM chief executive Sara Drake 
commented: “Our survey shows that the 
project management profession in Scotland 
is relatively well paid, well qualified and 
motivated. With more jobs to come, that has 
to be good news for the Scottish economy.”

The conference also welcomed the 
Cabinet secretary for infrastructure, Keith 
Brown MSP, who spoke on the importance 
of project management and project 
leadership in government.

“Government projects are diverse and 
we use them to turn the programme into 
reality,” Brown said, opening proceedings 
on the day. He spoke of the many large 
projects the government is involved in,  
from infrastructure to ICT projects, and 
major transformation programmes.

“When delivering projects, we must 
ensure that we make good use of every 
penny of taxpayers’ money, investing wisely 

in our people and our infrastructure so that 
we can continue to deliver benefits for the 
people of Scotland. And like all projects, 
their success is often best determined at 
their earliest, most formative stage. Project 
delivery doesn’t only take commitment 
and professionalism, it takes leadership. 
Leadership is the key factor in delivering 
successful projects – great leadership helps 
deliver great projects.”

From enjoying sparkling wine under  
the wings of the Concorde to an educational 
tour of the Duxford museum, guests 
also took advantage of the evening to 
network and discuss the range of current 
issues affecting the project management 
profession in the UK.

Members of the APM East of England branch were  
treated to a dinner gala at Duxford Aerodrome

Good times: 
Delegates at 
the Scottish 
Conference 
celebrated the 
forecast of  
job growth in  
the region 
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Call for case studies

Alison Aderyn, a committee member for the 
South Wales and West of England branch, has 
won a top project management award at the 
University of South Wales, Newport. 

Aderyn and Jonathan Pinkney were 
nominated as the joint best-performing MSc 
Project Management students for 2015, 
after achieving distinctions in their masters 
programmes at the university. The pair were 
also given APM certificates of achievement 
and prizes sponsored by the branch at a 
special prize-giving ceremony held at the 
university’s Caerleon campus earlier this 
year. The university’s masters in project 

management is accredited by APM and 
covers specific project management tools 
and techniques, as well as the softer skills 
that are associated with project, programme 
and portfolio management. 

Using competency frameworks and 
process-based methodologies such 
as PRINCE2®, the course aims to give 
students the change-management skills 
and leadership capabilities that are needed 
for project professionals. Students on this 
programme also work on real-life projects in 
order to enhance their skills and gain practical 
project experience.

Major award for branch 
committee member 

RECENT APM EVENTS 
FROM ACROSS THE UK

Eddie Obeng, a regular Project 
contributor (see page 82), opened 
the recent APM Benefits Summit 
2015. Hosted by the APM Benefits 
Management and APM Value 
Management specific interest groups, 
Obeng opened the summit by asking 
delegates why high-profile projects  
fail and if we are adapting to the  
ever-changing world of projects  
and programmes.

Topics covered by the conference 
included over-optimism in government 
projects, where Bridget Jones, audit 
manager at the National Audit Office, 
explained that there was a lack of 
decision-makers and incentives 
from organisations that affect the 
performance of government projects. 
Jones also provided key findings from 
the National Audit Office’s highly-
regarded reports to illustrate the 
consequences of over-optimism, 
particularly in relation to benefits 
estimation and realisation.

The APM Benefits Summit took the 
opportunity to review the successes, 
failures and lessons learned as well 
as looking at future plans for the 
profession. The date for next year’s 
conference has been set for 23 June.

The APM Corporate Members 
Leadership Group, which is made 
up of more than 30 of the largest 
APM corporate members, held 
their quarterly meeting at APM this 
summer. There was a focus on recent 
research publications, including the 
Conditions for Project Success and the 
APM Salary and Market Trends Survey, 
as well as other initiatives since the 
introduction of the research function 
earlier this year.

Current research projects that are 
taking place through the volunteer 
research fund were discussed and 
members of the group were invited  
to engage and participate on these.

 FOR A FULL LIST OF UPCOMING  
 EVENTS, VISIT APM.ORG.UK/EVENTS 
To find out more about the APM 
branches and SIGs, visit:  
apm.org.uk/groups

Last year, the APM Assurance Specific 
Interest Group (SIG) published A Guide 
to Integrated Assurance. This was the 
first guidance available to organisations 
that want to implement or improve their 
approach to integrating assurance activities.

The guide was well received, but the 
SIG has frequently been asked how best 
to implement an integrated assurance 
approach. The challenge this poses for 
the SIG is how to give useful advice when 
the precise approach taken – and the final 
assurance ‘picture’ – will differ significantly 
from one organisation to another.

The Assurance SIG would therefore 
like to present case studies that illustrate 
organisations in which the introduction of 
an integrated approach has been at least 
partially successful. 

Can your organisation help? If you think 
it can, the Assurance SIG would like to hear 
from you. The examples do not necessarily 
have to be based on the guide being 

implemented in its entirety – cases that  
only cover specific elements would  
be acceptable. 

“We want to build a bank of case studies 
that can be called upon depending on 
the scenario in question, and publish our 
findings in Project,” explained Roy Millard, 
chair of the APM Assurance SIG. 

“We can use these case studies to bring 
the topic to life. For this, we are looking for 
between five and 10 case studies, to cover  
all of the aspects of the guide. We are 
interested in all types and sizes of projects 
and project organisations.”

The APM Assurance SIG intends to hold 
a one-day conference in 2016 that will also 
be structured around the case studies, and 
will act as a follow-up to the integrated 
assurance conference the SIG held in 2009.

n Please contact Roy Millard, chair of 
the APM Assurance SIG, if you can help: 
ppasig@apm.org.uk

Jonathan Pinkney (second left) and  
Alison Aderyn (second right) received 
APM certificates of achievement
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Why did you decide to become a volunteer with APM?
I have been a member of the association for years, but have 
always been too busy to get involved. This year, I have been 
unable to work due to medical treatment, and volunteering 
for APM has essentially kept me sane. Work beckons again 
next year, but I intend to carry on volunteering, if for no 
other reason than I have made a great set of mates and have 
really enjoyed getting involved.

What benefits have you gained from being an APM volunteer?
Aside from keeping me occupied, it has introduced me 
to a wide variety of people from many different walks of 
life. Producing newsletters, writing blogs and organising 
webinars has enabled me to re-evaluate my practice 
and learn new skills. As a result of volunteering, I have 
made some good friends and learned a great deal simply 
by rubbing shoulders with some really talented and 
experienced people. It is impossible to overstate how much 

the network of volunteers has supported me during this 
particularly difficult time. It has been great to be able to put 
my skills and experience to good use and keep my instincts 
honed this year. In short, friendship, a great network of 
expertise and interesting things to do.

What would your top tip be to an APM member looking to 
become a volunteer?
Don’t put it off because you are too busy. The opportunities 
for learning and networking are immense and you can tune 
your level of involvement to fit with the time that you have 
available. Join a special interest group or local association 
group on the website and get in touch with the chair, letting 
them know what you are able to contribute.

Kesgrave High School academy is the first school in the UK to  
offer an APM-accredited course in project management skills.

The school has been delivering ‘An Introduction to Project 
Management for Secondary Schools – A Hands-on Approach’  
for the last three years, but the course will now be assessed for 
formal accreditation by APM.

Ipswich-based Concertus Design and Property Consultants 
has agreed to provide additional support to the school so it can 
continue to run an accredited course in project management skills.

“We are pleased to offer our support to the school and strengthen 
the APM-accredited project management course offered to year 
12 and 13 students as an enrichment option,” said Carl Lockwood, 
director at Concertus. “This is an innovative step in delivering a 
course that will give young people a key differentiator on their CVs. 
It will also set them up with skills transferable into their adult lives 
and careers and give students a unique qualification which  
no other student in the country can currently achieve.”

Name: Colin Parker
Membership grade: MAPM
Volunteer role: APM Programme 
Management SIG committee member

I HAVE MADE SOME GOOD FRIENDS 
AND LEARNED A GREAT DEAL 
SIMPLY BY RUBBING SHOULDERS 
WITH SOME REALLY TALENTED AND 
EXPERIENCED PEOPLE

Profile of  
an APM 

volunteer

NETWORK >> EVENTS

APM president Tom Taylor has been awarded the highest 
honorary position by the International Project Management 
Association (IPMA). Taylor collected his honorary fellowship  
at IPMA’s 29th World Congress in Panama City in September  
for his decades of exceptional service to the global organisation,  
the project management profession and to society.

“This is a very pleasant and most welcome surprise, honour 
and accolade,” said Taylor at the IPMA 50th Anniversary 
Ceremony. “I really do appreciate this special award. I felt very 
pleased and proud to be standing on stage in Panama at an 
IPMA World Congress to publicly receive 
this position. It is humbling to join such an 
elite group of IPMA honorary fellows.”

While fulfilling a leadership role in Buro 
Four – the company he jointly founded – 
Taylor has had a long and distinguished 
career at APM. Before being elected as 
president in 2013, Taylor previously held the 
post of chairman from 2004-2006, during 
a time in which he oversaw a complete re-
branding and the introduction of radical 
new governance arrangements at the 
association. He also served as 
executive board member, vice 
president, council representative, 
London branch chairman and 
branch committee member.

APM president 
awarded top honour
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STAR LETTER
PROJECT MANAGEMENT FAILING WOMEN?

We should encourage all good project 
managers in project leadership whether 
they are women or men. I’ve worked 
with several female project managers and 
bosses in the public sector – where there  
is more equality among the sexes – and 
they were all equally as good as men. 
Each gender comes with its own 
differences which we should all embrace 
and move forward with. In my experience, 
as a general observation, women are 
excellent at the fine detail and men at 
quantified, calculated risk-taking.

There is some disparity when it comes to women in senior 
positions, especially in the private sector, but I believe the boys’ 
club mentality is fast becoming outdated in these more competitive 
times. Better career choices at school with more enlightened, 
informed parents also needs to be encouraged for girls to take  
up engineering and project management career paths.
Antony Wedge, CEO, Integral Project Management

Your view
Please send your letters to editor@projectmagazine.co.uk  
Letters may be edited for publication

FOLLOW 
PROJECT  
ON TWITTER
www.twitter.com/projectmag_

LINDSAY SCOTT
@projectmgmt
How To Get Great Behaviour 
on a Project Team 
http://goo.gl/6ZVNMI 
#Projectmanagementskills 
#PMOT

GOWER PROJECT MGMT
@GowerPMOT
How to create a community of 
project managers? Jean Binder 
bit.ly/1jsmpEA  #gpmfirst #pmot

ROBERT KELLY
@rkelly976
Sad But True For Too Many 
Projects (Funny) http://ht.ly/
SAM5H #PMOT #IT

ALLEN RUDDOCK
@ARRAPM
When change happens, people 
want to know what’s in it for them 
http://dld.bz/dUVqr  #pmot 
#stakeholders

BRAD EGELAND
@begeland
How do you define project 
success? http://www.cio.
com/article/2993990/
project-management/
how-do-you-define-project-
success.html #pmot #pmp 
#pmi #pmo #projectmanager 
#qualitymetrics

CESAR ABEID
@PM4TM
Will a Project Management 
Certification Help Your Career? 
http://bit.ly/1EQkseB #PMOT

KEY TO DELIVERY
Project management has always been 
a blend of three things: organisational 
skills, people skills and common sense. 
With those, everything else is possible 
and by bringing them together, it leads to 
successful project delivery.

Too many people want to over-
complicate what we do or try to introduce 

unnecessary methodologies or processes 
simply to make a name or stand out. This 
distracts and misleads our community 
from its main goal: successful projects  
and project management now and in  
the future.
Mark Reeson, project management advisor, 
MR Project Solutions

n Mission: Impossible theme 
Ken Mauldin, CEO, Prodevia Learning

n The Long and Winding Road, by The Beatles 
Ron Leeman, mentor, The Highway of Change

n We Built This City, by Starship 
Owain Wilson, web manager, APM

n Under Pressure, by Queen 
Killian McDermott, product quality manager, Dyson

n Send in the Clowns, by Frank Sinatra 
Pat Weaver, managing director, Mosaic Project Services

n And the winner goes to… Bob Bones, director at ComVida CIC, 
for “Any song by PRINCE”.

On APM’s official 
LinkedIn Group, Peter 
Taylor, head of global 
PMO at Kronos, asked 
what is the perfect 
theme tune for a project 
manager. He suggested 
Monty Python’s Always 
Look on the Bright Side 
of Life. Here are some  
of the other answers  
that surfaced.

LINKEDIN  WHAT SHOULD A PROJECT  
MANAGER’S THEME TUNE BE?
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Another GCSE results day has 
come and gone. More students 
have received grade C and above 
and, yes, the girls outperformed 
the boys again. “But why,” the 
newscaster asked, “do the girls 
not fare as well as the boys later 
on?” A specialist commentator 
attributed this to the poor career 
choices girls make which do not 
provide brilliant job opportunities.

Fast-forward into the future, 
and some of those young, 
talented high-achieving 
students have chosen project 
management as their career 
of choice. It is encouraging to 
see more younger women join 
the profession – the recent 
APM Salary and Market Trends 
Survey indicates 37 per cent 
of respondents under 35 are 
female. But disparity in salaries, 
according to the survey, exists 
from entry level through to senior 
high-earners.

Organisations with specified 
entry-level pay scales 
commence with parity, but what 
occurs after this? And where 
there is no specified pay level, are 
young women disadvantaged 
from the start?

It is widely recognised that 
many women are not good at 
leveraging their achievements 
and capabilities to negotiate 
higher salaries. But the burden of 
achieving salary parity should not 
be the employee’s responsibility. 
Organisations should have 
policies in place that recognise, 
develop and reward talent and 
their achievements. The top 
employers for women do.

Young project managers 
in the profession are talented 
and should be rewarded with 
salary levels that recognise their 
abilities. There has been a recent 
call for full disclosure on salaries 
– will this help? Firms collating 
employee data should assess 
gender and pay parity. Will their 
findings attract diverse talent to 
their organisations, I wonder?

TERI OKORO 
is chair of 
the Women 
in Project 
Management 
Specific 
Interest 
Group

VALENTINA LORENZON  
is director at  
VL Project Management

Best of the blogs
Project learns what APM’s experts have been debating in these excerpts from 
their blogs. Read the blogs in full – and many more – at apm.org.uk/blog

HOW WELL ARE WE REWARDING  
OUR DIVERSE TALENT?
Posted by Teri Okoro on 25 August 2015

Posted by Valentina Lorenzon on 17 September 2015

Over the last decade, networking has turned into one of the most 
powerful ways to develop a career successfully. Many people dread 
it, for others it is second nature. 

Networking does not need to be a sales exercise and even those 
who consider themselves hopeless at it can learn how to network 
successfully. The opportunities – off and online – have increased 
exponentially. In both cases, there are a few best practices.

1Describe what you do 
confidently and clearly.  

Be ready to explain your role 
and your organisation’s work 
in a simple yet detailed way. 
It’s a good idea to prepare an 
elevator pitch; in this way, you 
will have a brief but effective 
description of your role always 
ready to go.

2Do your homework. 
Whenever possible, make 

sure that you are familiar with 
what your opposite number 
and his or her organisation 
does. This has two important 
purposes: showing that you 
have made an effort to know 
more about them, as well as 
being a good conversation 
starter and a useful source of 
information to find any points 
in common.

3 It’s about reciprocal 
benefits. When connecting 

with somebody, you need 
to make sure that they 
understand not only why you 

would be interested in building 
a relationship with them, but 
also how they can benefit from 
it. You need to stand out from 
the crowd and show them why 
you are worth both their time 
and interest.

4Keep engaging with 
your contacts. Getting 

introduced or connecting with 
someone is only the starting 
point. Thanks to social media, 
it is easy to keep in touch with 
your connections regularly by 
sharing content, commenting 
on their blogs/profiles or 
simply dropping them a line to 
see how they are. The key rule 
is not to get in touch only when 
you need something.

5 It’s about quality, not 
quantity. Finally, remember 

that networking is not about 
how many people you know, 
but about knowing the right 
people who might help you 
develop your professional 
profile or find your next job. 

THE POWER OF NETWORKING:  
MAKE IT WORK FOR YOU
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We are all products of our experiences. 
When I look back on my career,  
I can identify many people who have 
influenced my project management 
attitudes and skills. From each of these,  
I have taken away a key idea that we  
can apply to our day-to-day jobs.

I must start with my father, Gerald 
Clayton. When he died in 2010, I wrote 
four articles about what I learned from 
him1. One lesson stands above the rest: 
the ability to recognise the importance  
of risk management in everything we do. 

As a project manager, I am always 
cautious, alert and proactive in this  
area. It’s a way of life for me and no 
coincidence that my first project 
management book (Risk Happens! 
Marshall Cavendish International)  
was on the subject.

I spent my vacations in the early  
1990s volunteering for a charity, Campus 
Children’s Holidays. There, I met Craig. 
One day, he had a simple idea to please 
the children. In addition to jam, peanut 
butter, ham and cheese, we offered  
them Nutella as a sandwich filling. 

When we put the jars on the table  
with the bread, butter and other fillings, 
unexpected chaos ensued. Within 
minutes, the catering jars of Nutella  
had disappeared, along with a dozen  
or so children. The jars were later found 
empty. We discovered the children with 
Nutella all over their hands and faces. 
From Craig, I learned the law of 
unintended consequences.

My first employer after university was  
a small consultancy, where my boss was 

called Rob. Much of what I learned from 
him was the craft of consulting, rather 
than project management. But it was  
Rob who showed me that what I had  
been doing as a volunteer, an event 
organiser, and a consultant had a  
name, a methodology and a toolset.

Later, at Deloitte, I specialised in project 
and programme management. I worked 
with many excellent project managers;  
I will choose four. In Brian, I observed 
absolute project management 
professionalism in action, day after day. 

His calm, considered, collaborative and 
decisive manner remain a model for  
my image of professionalism to this day. 

From Judith, I learned my most 
valuable lessons on communication. We 
had very different styles and, working 
together, we had to find a way to make 
them mesh. When we did, our ability  
to deliver results leapt forward.

It was George who helped me learn  
to lead a team. He taught me that, as  
a project manager rather than a project 
specialist, my job is not to ‘do my work’ 
but to help others to do theirs. 

And from Rex, I learned to take this a 
step further. My true responsibility, when 
running a successful project, is to turn it 

into an opportunity for less able people to 
find success and thrive. When most of my 
team didn’t need much help, I used my 
time to help those who really needed it.

When I left Deloitte, in order to 
specialise in training, a project 
professional called David gave me  
my first opportunity to deliver project 
management training outside of the 
company. In developing that first course,  
I learned how to turn my understanding 
of project management into a story, and  
to transform project management from 
something that people feared, into  
a straightforward process.

Finally, I must mention Tony Quigley. 
He and I worked together: an ex-civil 
servant and a former consultant. We got 
on well, through a shared attitude to 
projects, from our science backgrounds. 
What I learned from Tony were many of 
his witty, pithy Quigleyisms. These sum 
up the wisdom gained from a lifetime  
of project management. 

They are, of course, his to share; not 
mine. So I shall limit myself to one that 
has informed my choices since: “The 
alternative to incremental development  
is excremental development.” 

 DR MIKE CLAYTON  
is a speaker, trainer  
and author, 
specialising in 
project management 
and personal 
effectiveness  
www.mikeclayton.
co.uk

At the heart of project 
management is the ability 
to work effectively with 
others. MIKE CLAYTON looks at 
the key ideas he has learned 
throughout his career

AS A PROJECT MANAGER, 
MY JOB IS NOT TO ‘DO 
MY WORK’ BUT TO HELP 
OTHERS TO DO THEIRS

1. Project Management Lessons from my Father: http://j.mp/LessonsFather
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The word ‘legacy’ has rather grand 
connotations. It has become 
commonplace in the national lexicon after 
being used so frequently in relation to the 
London 2012 Olympic Games, expressing 
the desire of the UK to host a global event 
with enduring positive benefits that lasted 
beyond the games themselves.

In the world of project management, 
however, the connotation of ‘legacy’ is 
slightly different. Rather than implying 
an indelible footprint, it suggests a 
work in progress – recognising room for 
improvement. Of course, this is exactly 
what we should be doing continuously 
as a profession, to drive through 
improvement and excellence, adding 
value to the role of a project manager. 

There is often a perception that a 
project review will focus on mistakes.  
In fact, it is equally important to identify 
what went right to repeat success – even 
more so when we consider that errors  
are accidental, while successes are more 
likely to have been planned. 

START WITH LEGACY
To be truly effective, the learning legacy 
process is not something that should  
be introduced as a project completes.  
It must be integral to the process from  
the outset, which involves our most 
precious resource, time, closely followed 
by what should be our most valuable  
skill, listening. 

All project management firms – and  
my own is no exception – have their 
preferred processes and procedures,  
and the temptation is to impose these  
on our clients because ‘it’s the way we  
do it around here’.

In fact, the enlightened among us will 
keep the client at the centre and adapt our 
ways of working around how to achieve a 
successful output. 

Spending time upfront with the key 
stakeholders in a project is vital to identify 
what success will look like, what the 
project comprises and then, within that, 
which elements are critical, which are 

flexible and where the risks and quick 
wins are.

We must never forget that we are a 
people profession too and it is wise to 
consider the chemistry of the team.  
This means ensuring that the right  
people are in the right positions to do  
the job and that they work as a collective. 

If we listen properly, identify agreed 
objectives succinctly and communicate 
consistently throughout a project’s 
duration then, in theory, any issues 
are dealt with along the way and 
amendments to systems and processes  

COLIN MORRELL  
is managing director 
of Artelia UK

Projects get completed every day, often with a learning legacy plan. 
But, asks COLIN MORRELL, do our habits ever truly change? 
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Room for improvement

TO BE TRULY EFFECTIVE, 
THE LEARNING 
LEGACY PROCESS 
IS NOT SOMETHING 
THAT SHOULD BE 
INTRODUCED AS A 
PROJECT COMPLETES. 
IT MUST BE INTEGRAL 
TO THE PROCESS FROM 
THE OUTSET

are embedded in real time rather than at 
the project’s completion. 

The way to really improve upon the 
lessons we learn is to be open-minded 
to continuous improvement throughout 
the duration of a project while still 
maintaining a ‘big picture’ view. This  
way, the discrepancies in the detail will  
be captured and dealt with immediately. 
In turn, this will avoid any escalation.

Projects are about the client; the role of 
the project manager is to realise their 
objectives and aspirations in the most 
efficient and effective way possible. We 
must continue to learn and improve for 
the benefit of present and future clients, 
as well as adding to our own knowledge 
and to the role of a project manager. 
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Do we really have a carbon copy of lessons learned to 
benchmark? Too much reflection could distract from 
the efficiency required and not necessarily address the 
applicable concerns.

With knowledge transfer, a linear comparison may offer 
generic lessons which typically gravitate towards people, 
communication, time, cost and quality. The true value 
must come from identifying ‘What would we do if we 
could do it again?’ 

However, while it could seem like a great idea to 
reflect upon a large project, are the observations still 
relevant? Are the lessons being teased out and are they 
overshadowing the ‘real’ lesson?

If we consider the variance of large and small projects, 
there will be differing governance due to the scale, 
complexity and political positions. If it is a physical project, 
the location, stakeholder engagement, risk-profiling and 
resources will present different applications irrespective 
of the size. Resources will vary, as will time, so a versatile 
team structure will be essential. Successful projects are 
about people; the most valuable lessons are retained by 
individuals, specific to their experience.

Significant lessons may be evident, but it could be 
considered that larger projects are built up of bite-size 
chunks and the lessons come from within the team, 
through strong communication and a quick platform  
for sharing knowledge and applying learning.

Lessons learned should focus on ascertaining a clear 
brief, understanding the people who offer the right 
experience (they will bring the lessons learned), ensuring 
good team dynamics (to transfer and offer efficiency) and 
capturing real-time learning to ensure success.

That’s why I’m a big fan of learning from the hard-won 
experiences of other people’s projects, including what 
went well for them and, crucially, what did not.

I’ve had the good fortune to be entrusted with 
progressively larger projects and programmes in my 
career, but I see no reason why seeking out ‘lessons 
learned’ shouldn’t be entirely valid for smaller projects – 
perhaps even more so, as resources can be (even) scarcer.

Projects are, of course, generally about delivering 
change through people. Smaller projects are no different 
and so will still have stakeholders. These stakeholders  
will (OK, should) include a sponsor (who wants it done),  
a project manager (making it happen), a supplier and  
a user (who’ll enjoy the deliverables). 

All of these people will have a view on previous 
projects they’ve been involved in, so why not 
start by asking them about that? They may also 
have contacts who have been involved in similar 
projects in the past, and who can offer valuable 
experience to save you time, cost and effort.

Equipping yourself with an insert-favourite-
brand-of-coffee-house-here loyalty card will 
likely be the single best investment you can make 
in your project, as people are happy to share their 
past successes, but need a little encouragement  
to discuss the things that didn’t go so well.

Armed with the knowledge of what’s important  
to your stakeholders, their learnings and also  
the ‘bear-traps’ to avoid, you can proceed with 
increased pace and confidence to get your 
smaller project delivered and move on to 
your next challenge, perhaps a bigger one!

NATHAN HOWELLS is regional framework  
manager at Willmott Dixon

 IAN LUDDINGTON is a senior programme 
management consultant at Vodafone
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First, let me declare an interest.  
I’m ambitiously lazy. I like  
delivering successful projects  
as quickly as possible, but with  
the minimum of effort.

Large projects do not automatically 
offer applicable lessons for smaller 
projects. As every project is unique, 
careful consideration of its specific 
needs is essential.

Should small projects look at  
the lessons learned from large 

projects to help them succeed?
Two industry commentators argue the case  for  and  against
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LEARNING 
LEGACIES:
The legacy of a big project is arguably as 
important as the project itself. The learning 
legacy, in particular, has the ability to save 
future projects millions of pounds by improving 
performance and efficiency. JO RUSSELL reports

In 1900, only 13 per cent of people lived 
in urban areas. Today, more than half 
the global population can be found in 
cities with that figure set to rise to 70 
per cent by 2050. Couple this with a UK 
population that has increased by over 10 
million in 50 years, and the ongoing need 
for greater infrastructure to support these 
demographic changes is clear. 

The UK’s reputation for delivering 
infrastructure and other large-scale 
projects has been mixed. A swathe of 
negative publicity followed the opening 
of the Jubilee Line extension, two years 
late and £1bn over budget. Likewise,  
the Scottish Parliament, where costs 
jumped from £40m to £400m, or the 
West Coast Main Line upgrade, which 
overshot its budget by a similar sum. 

London 2012, however, was 
celebrated as a showcase for UK plc,  
a multibillion-pound project delivered  
on time and on budget. 

Whether deemed a success or failure, 
there is a vast amount to be learned 
from each large-scale project in terms 
of process, best practice and innovation. 
With a greater number of such projects  
on the horizon, are those lessons  
being captured? 

Historically, no. While lessons learned 
on a project may be shared within the 
existing project team, once the project  

THE LONG-TERM LESSONS  
OF LARGE-SCALE PROJECTS

is complete, the knowledge literally walks 
out of the door.

“People and organisations coalesce 
around a project,” explains Tim 
Chapman, director at Arup. “The project 
will have legacies, but often that learning 
legacy dissipates quite quickly as people 
return to their own organisations. With 
a one-off project, the files close, and the 
only remnants of the learning are what 
people took away with them individually 
or what was published either explicitly  
by the team or by the press.”

Chapman believes that organisations, 
which procure long programmes of work, 
need to create a much stronger legacy in 
order to improve delivery.

“People on a project work towards the 
common goal, which is seen as finishing 
on cost, on time with as few flaws as 
possible. A large organisation may have 

WHETHER DEEMED A SUCCESS OR 
FAILURE, THERE IS A VAST AMOUNT 
TO BE LEARNED FROM EACH LARGE-
SCALE PROJECT IN TERMS OF PROCESS, 
BEST PRACTICE AND INNOVATION. ARE 
THOSE LESSONS BEING CAPTURED?
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1 Senior buy-in from within the organisation 
– ideally at board level.

2 Collaborative culture. People must see the 
benefits of contributing, in order to invest 
time in the process.

3 A dedicated team. A learning legacy  
will not happen ad hoc. There needs  
to be a structure led by a central team  
and supported by champions.

4 Relevant content. It should be peer-
reviewed and gathered as close to  
the event as possible.

5 Dissemination. Publication needs to be 
supported by events that spread the 
message. There is no point having the 
information if no one is aware of it.

FIVE 
MUST-HAVES 

FOR A  
LEARNING 

LEGACY
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100 renewals to do, but each team will 
be motivated towards their own outcome 
and will not be looking at the other 
renewals, which is a real impediment  
for future projects.” 

With a narrow focus on delivery, 
assembling a learning legacy has been 
put as a low priority. But the benefits 
are manifold. 

First, there are the cost savings.  
In research, knowledge management 
expert Pamela Babcock has cited the 
figure of $31.5bn as the amount lost  
by Fortune 500 companies per year 
through failing to share knowledge. 
Rather than reinventing the wheel, 
companies can start a step ahead, and 
invest greater time in fostering innovation.

For individual team members, 
transferring knowledge is a way to be 
recognised as an expert, helps towards 
continuing professional development,  
and looks good on a CV.

And there is a genuine thirst for 
knowledge. Karen Elson, the former 
learning legacy project manager 
at the Olympic Delivery Authority 
(ODA) says that the ODA was almost 
overwhelmed with requests.

“We had so many enquiries from 
researchers and people interested  
in our lessons learned that there was  
a fear that it would start to impact  
delivery. We needed a structured  
approach to respond to everyone’s 
requests in a proactive rather than 
reactive way,” she says.

HOW TO DO IT
The ODA’s response was to set up a central 
team that would pull together lessons 
learned, research and publications under 
one learning legacy. 

“Our objective was raising the bar in 
the industry and showcasing UK plc,” 
says Elson.

engineering – and help drill down further 
into the organisation. Capitalising on the 
role of lessons learned on site enabled 
us to take learning legacy down to the 
contractors and supply chain.  

“Finally, you need the carrot of 
publicity through publications, websites 
and a series of knowledge-sharing  
events and conferences.” 

A collaborative culture also helps. 
Chapman states that at Arup, one means 
of transferring knowledge between 
projects is through forum discussions. 

“It is critical that people believe they 
benefit from contributing. A lot of forums 
fail as people passively consume, grazing 
on articles. People need to realise that it is 
a strong pact, that if everyone contributes 
richly, everyone benefits widely, and the 
only way to achieve that is through a 
strong sense of community,” he explains.

“You need people who see that it is 
worthwhile looking at it regularly, who 

T5    
A BREAKTHROUGH  
LEARNING PROJECT
In many ways Heathrow Airport’s 
T5 was a huge success – a £4.3bn 
project delivered on time and on 
budget. But to most, it conjures up 
memories of a shambolic opening 
with thousands of lost bags and 
hundreds of cancelled flights. Both 
elements form part of a vital learning 
legacy, as Professor Andrew Davies’ 
research demonstrates. 

“In preparing for T5, BAA invested in 
extensive learning from other sectors, 
such as North Sea oil and gas, and 
projects such as Heathrow Express, 
looking at different practices that 
could be adopted. T5 became a kind of 
breakthrough learning project,” Davies 
says. “Others have learnt from it by 
reusing parts such as collaborative 
contracts or integrated project teams.”

Then there were the lessons from 
the opening, not least for Terminal 2 
and Heathrow Airport Holdings. “They 
captured the learning from T5 for the 
T2 project. Rather than opting for a 
‘big bang’ opening, they changed the 
routines, staggered the opening, and 

recruited Arup to help with processes 
and operational readiness,” Davies 
says. Project teams from London 
2012 were also visitors to the site. 
With a similarly high-risk, high-profile 
project, and an immoveable deadline, 
there were many valuable lessons. 
“It’s often the bad that people need to 
know about. They want to make sure  
it doesn’t happen again,” Davies says. 

To succeed, they needed buy-in from 
those at the coalface who had the learning 
to share. That meant that the project had 
to be led from the top. 

“It has to be a senior-led initiative and, 
at the ODA, it was led by Simon Wright, 
former ODA director of utilities and 
infrastructure. We also had a mandate 
from the National Audit Office that ODA 
should take the lead in sharing lessons 
learned from the Games,” she explains.

Secondly, you need to make it easy 
for people, with clear channels. “People 
are busy, and learning legacy will never 
be a priority. You have to put a support 
structure in, help them to identify and 
create their learning legacy and then 
provide them with simple templates, 
agreed timelines and ongoing support.  

“Then you need learning legacy 
champions who will champion particular 
topic areas – such as environmental 
management, risk management, civil 

PEOPLE ARE BUSY, AND 
LEARNING LEGACY WILL 
NEVER BE A PRIORITY. 
YOU HAVE TO PUT A 
SUPPORT STRUCTURE IN, 
HELP THEM TO IDENTIFY 
AND CREATE THEIR 
LEARNING LEGACY AND 
PROVIDE THEM WITH 
SIMPLE TEMPLATES

A
LA

M
Y
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are prepared to share knowledge, and to 
ask questions without feeling that they 
look stupid.”

WHAT TO SHARE
Elson is now the learning legacy 
programme manager at Crossrail, and 
is building on the lessons gained from 
her time at the ODA. 

Sharing knowledge of failures  
remains a perennial problem, despite the  
valuable lessons that can be learned. But 
people will be more willing to share if  
the culture is right.“You need to take 
blame culture out,” advises Chapman. “If 
you get into a position of trench warfare 
over what went wrong, it means you don’t 
find the solution quickly enough. People 
are more interested in assigning blame 
and looking to lawyers than finding the 
solution and sharing the experience.”

 JO RUSSELL  is a business writer and editor

IF YOU START LEGACY 
LEARNING EARLIER, YOU 
CAPTURE REAL-TIME 
INFORMATION WITHOUT 
RETROSPECTIVE BIAS. 
WHEN YOU LOOK BACK, 
YOU MISS THINGS 
OR TAKE A SLIGHTLY 
DIFFERENT VIEW

THE KNOWLEDGE 
HUB WILL PROVIDE 
A SOCIAL MEDIA 
PLATFORM TO ENABLE 
CONVERSATIONS ABOUT 
THE CONTENT AND 
GENERATE DEBATE, 
WHICH OF COURSE 
IS WHEN THE REAL 
LEARNING HAPPENS

One of the problems can be identifying 
issues in the first place, if people believe 
they will be found culpable. That is the 
value of champions, Elson believes. 
Ultimately there will also always be  
a PR element to consider. 

“At ODA, our advice was always to state 
the issue but focus on the learning and 
the recommendations for future projects 
and programme, so we have a positive 
aspect on what went wrong,” she says.

WHEN TO SHARE
In terms of when to set up a learning 
legacy and start disseminating 
information, the accepted view is  
‘as soon as possible’. 

At the ODA, the process began when 
the project was halfway through, with 
none of the information disseminated 
until 2011, following substantial levels   
of completion. 

This was still too late, however, 
to capture the learning from the 
procurement and design phases, and 
Elson believes that learning legacies 
should be set up much sooner in a 
project’s lifecycle in order to record 
valuable learning from the initiation  
and development stages of a project.

Professor Andrew Davies, professor  
of the management of projects at  
the Bartlett School of Construction  
and Project Management, agrees  
that codification at London 2012  
happened too late. 

His research into the management  
of megaprojects forms a part of the  
learning legacies for Terminal 5,  
London 2012 and Crossrail. 

“If you start earlier, you capture real-
time information without retrospective 
bias. When you look back, you miss 
things or take a slightly different view,”  
he says. “The legacy should start when  
the project starts and should be a 
staggered process – at the end of  
planning, of construction, of systems  
and integration, and the handover.”

Creating the legacy in realtime, Davies 
believes, would be a spur to collaboration 
and innovation across megaprojects that 
share similar problems. 

“If Thames Tideway [Tunnel] wants 
to develop low-carbon concrete for 
tunnelling, they may find they can work 
on that together with HS2 or Crossrail.” 

Some of the problems they identify 
where they might innovate within 
Crossrail could be shared across three 
projects investing in the process. In that 

way, learning can be active rather than 
just a legacy,” says Davies. 

Both innovation and collaboration  
are increasingly high on the agenda. 

Crossrail has created an innovation 
programme based on a collaboration 
through co-funding with the Tier 1 
contractors and a shared network of 
innovation champions. All members of 
the Crossrail team (client, partners and 
Tier 1 contractors) are able to submit 
innovations and ideas to the Crossrail 
Innovate18 portal where they can 
be shared, developed and, where 
appropriate, funded to enable  
further development or application  
on the project. 

In another example, Crossrail,  
along with HS2, Thames Tideway and 
Transport for London, is working with  
the Major Projects Association to create  
an interactive knowledge hub that  
will enable reference, exchange and  
debate of best practice and facilitate 
continuous improvement.

“The knowledge hub will provide 
a central portal to search across 
multiple learning legacies,” says 
Elson. “Importantly, however, it will  
also provide a social media platform  
to enable conversations about the content 
and generate debate, which of course  
is when the real learning happens.”

Evidence suggests that learning legacies 
are starting to become standard practice 
for government projects. 

Competition issues may mean that 
private sector organisations take a while 
to follow suit. However, as the benefits  
to the industry, to UK plc and to major 
projects become more prevalent, that  
day will surely come. 



Recreating the tropical  
environments of six  

south-east Asian islands in  
the north west of England  
is no mean feat, discovers  

JASON HESSE at Chester  
Zoo’s latest project

PHOTOGRAPHY: Will Amlot

THE ANIMALS 
MARCH IN 

TWO BY TWO
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“Never work with children or animals” is 
a trope first coined by the comedian 
WC Fields on the difficulty of their 
unpredictability. For Chester Zoo, 
however, both are essential components 
to the organisation’s success.

Founded in 1931, Chester Zoo has 
become the most-visited wildlife 
attraction in Britain, with more than 1.4 
million visitors last year. This summer, 
the zoo completed a £40m, 60,000m2 
project that has recreated the tropical 
environments of six south-east Asian 
islands, complete with wildlife. From the 
very beginning, this was always going to 
be a large-scale legacy project. 

“It’s been the hardest project I’ve 
ever worked on,” says Chester Zoo 
development director Simon Mann.  
“The sheer logistics of the project made  
it incredibly challenging.”

‘Islands’, as the project is called, is 
based on real islands – Panay, Papua,  
Bali, Sumba, Sumatra and Sulawesi –  
and includes the largest indoor zoo 
exhibit in the UK, an indoor monsoon 
forest. There are around 650 animals  
and 50,000 plants on the islands.

Chester Zoo is not afraid of thinking 
big. The registered charity initially had 
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 HAVE FUN 

 “WE HAVE ENJOYED EACH 
OTHER’S COMPANY AND 
HAVE BEEN CONSCIOUS 

OF PEOPLE WORKING 
ALONGSIDE WANTING 

TO ENJOY IT AS WELL,” 
CONCLUDES HEWITSON.

planned to develop a £380m ‘super zoo’ 
in 2008, with government funding, but 
the scrapping of regional development 
agencies by the coalition government put 
an end to the concept.

Yet Chester Zoo had already obtained 
planning permission by the time the 
‘super zoo’ project was shelved, so the 
zoo’s trustees agreed to go ahead with 
undertaking a smaller transformational 
development project. 

The concept for Islands was discussed 
in late 2010, to create a ‘wow factor’ 
exhibit with a storyline that would 
showcase the work that Chester Zoo  
does out in the field.

“Having previously obtained the 
planning consent gave us the confidence 
to do something on a grand scale,” 
explains Mann. “Based on the IUCN Red 
List, an international list of endangered 
and critically-endangered species, we 
wanted to build something that could 
have a lasting impact. A hotspot area for 
the Red List is south-east Asia, which led 
us to create Islands.”

In 2011, Turner & Townsend were re-
engaged by the zoo – the consultants had 
already been hired for the ‘super zoo’ –  
to run the project to its completion.



“The idea was to model south-east 
Asia, with native flora and fauna for each 
island. The design and architecture also 
had to match each location as accurately 
to real life as possible,” explains Stephen 
Watson, the lead project manager for 
Turner & Townsend (pictured). 

“Chester Zoo also made it clear from 
the get-go that they wanted to raise the 
bar for the animals. No new enclosure 
built for Islands could be smaller than the 
existing enclosure the animal was in.”

The project’s budget was £30m, with  
a target completion date of May 2015.  
The zoo’s trustees gave their green light.

STAKEHOLDERS
Key to any project’s success is getting the 
stakeholders’ buy-in. For Chester Zoo, 
this was no different. From local business 
groups and environmental action groups 
to associations, the zoo reached out to as 
many stakeholders as possible to ensure 
the project would be fully backed.

“The stakeholder engagement was 
second to none,” says Watson. “The zoo 
took a lot of trouble to ensure everyone 
was fully engaged and felt that they  
were a part of the new development.  
It was a very painstaking, Chester-wide 
consultation process.”

The stakeholder management plan  
was, to say the least, complex. The 
stakeholder spider map shows around  
40 different stakeholder groups, and 
the plan is broken down into those that 
needed a monthly update, a six-monthly 
update, with face-to-face meetings or  
by newsletter.

“I have given dozens of public talks 
with all sorts of groups, as well as a series 
of events all around Chester,” explains 
Mann. “If there were any concerns, we 
looked at how we could influence the 
design; if there were things we could 
tweak, we did. 

“We have to live with our neighbours. 
We’ve been here for 80 years and 
hopefully will be for another 80.  

We need to maintain our good 
relationship with the community.”

WORK PACKAGES
The architect hired to design Islands 
was Dan Pearlman, a German firm that 
specialises in zoo projects. Its brief was 
to take visitors on a highly-themed, 
atmospheric and immersive journey. This 
would include educational exhibits, play 
areas, restaurants and village-style food 
stands, as well as the design of the islands 
and the monsoon forest.

The indoor monsoon forest is a 
3,500m2, 50m high signature building 
made of steel and an ETFE ‘pillow’  
domed ceiling, similar to the Eden  
Project buildings, which features its  
own tropical weather system and 
temperatures reaching 26°C. 

“This required complex, high-
knowledge contracting,” explains Watson. 
“There were specific requirements for 
each species, such as the height of the 
fence and the type of environment they 
like to live in. The project couldn’t just 
be designed and built as we went along; 
it had to be a fully-designed project right 
from the start.”

Building the new exhibit inside of 
a fully functional zoo made it an even 
more difficult project, Watson adds, as 
there was very little space, which created 
a logistical challenge: “The logistics 
piece was enormous. There was work 
being undertaken on every single square 
millimetre of the site and we had to 
minimise any disruption to the existing 
zoo itself.”

This made selecting the right 
contractors essential. “We needed to  
work with professionals we could depend 
on, but also specialists who were flexible 
and light on their feet. We could not just 
go to one contractor for the whole thing,” 
Watson explains.

Using an NEC3 form of contract, Turner 
& Townsend split the project into different 
work packages. 

First, the civil engineering and 
infrastructure – this included the main 
civil engineering work, the shell and  
core of the monsoon forest house and  
the slabs for all of the other buildings. 
This was contracted to Laing O’Rourke.

Second, the design of all of the 
superstructure elements, which was 
undertaken by a local firm, Read 
Construction. Third, the fit-out of the 
monsoon forest. Fourth and finally, the 
theming and interpretation – that is, 
all the details that tell the story of the 
animals and islands.

“This was a tricky exercise. The zoo 
wanted the finished article from day one 
of the opening. This meant mature plants 
– and a lot of them,” says Watson. Some 
42,000 plants were brought in by the 
truckload, mainly from the Netherlands 
and Germany, including 10m high trees. 
“We just couldn’t go small scale and wait 
for them to grow.”

Working in conjunction with the zoo 
and the contractors, Watson decided 
to adopt the Royal Institute of British 
Architects (RIBA) Plan of Work model  
for the construction process, following 
the model’s costing at various stages, 
getting sign off from the trustees at  
each milestone and holding the 
contractors accountable.

This was a particular challenge when 
collaborating with the German architect, 
Dan Pearlman, Watson explains. 

“The German design regimen 
is different to RIBA in terms of 
documentation. I had to work closely 
with the project manager at Dan 
Pearlman to align the German work stages 
with the RIBA work stages, so that the 
various processes were synchronised.”

TWO-BY-TWO
The majority of the 650 different species 
of animals used in Islands were already 
being kept at Chester Zoo – and ‘just’ 
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 STAKEHOLDERS 

 “THE STAKEHOLDER 
ENGAGEMENT WAS 
SECOND TO NONE.  
THE ZOO TOOK A LOT  
OF TROUBLE TO  
ENSURE EVERYONE  
WAS FULLY ENGAGED,” 
SAYS WATSON

 LOGISTICS 

 “THERE WAS WORK 
BEING UNDERTAKEN ON 
EVERY SINGLE SQUARE 
MILLIMETRE OF THE SITE 
AND WE HAD TO MINIMISE 
ANY DISRUPTION,” 
EXPLAINS WATSON



JASON HESSE is the editor of Project

needed to be re-housed. Islands brings 
together a range of animals, including 
anoa, banteng, babirusa, Bali starling, 
cassowary, Indonesian rhinoceros 
hornbill, Indonesian wrinkled hornbill, 
lorikeet, Sumatran orangutan, saltwater 
crocodile, Sulawesi macaque, Sumatran 
tiger and Visayan warty pig. 

However, animals being animals –  
and perhaps this is where WC Fields 
had a point – the logistics of moving 100 
different types of species required a great 
deal of planning.

“It was much more complex than any 
of us anticipated,” says Mann. “Animals 
need varying periods of acclimatisation. 
Birds are more relaxed, but some animals 
are much more skittish and require 
more time. You can’t just drop tigers 
and orangutans in a new enclosure and 
have 10,000 visitors come by – these are 
sensitive animals that need time to settle 
into their new premises.”

COST CONTROL
Although the initial plan for Islands 
came in at £30m, the project cost £40m 
in total and opened three months later 
than planned, but Watson says this was 
expected. Simply because Islands was a 
one-off type of project – and therefore 
difficult to benchmark against others –  
it was difficult to pin down the budget.

“There is no doubt that there was 
scope creep in terms of what the zoo was 
expecting and what was delivered. It was 
hard to keep the lid on costs,” Watson 
explains. However, he maintains that 
developing over six hectares at £40m is  
“a very good deal”. 

The project was entirely self-funded by 
Chester Zoo. Due to preparations for the 
initial ‘super zoo’ concept, the zoo already 
had a significant amount of savings in  
the bank. 

“We’re a charitable organisation so 
holding onto money does not make sense 
– we need to further our mission. The 
appetite from the trustees was there,” 
explains Mann. 

He says the business case for Islands 
was conservative, showing an uplift of 10 
per cent in visitor numbers and keeping 

spend-per-head inside of the zoo at the 
same level. 

“We absolutely were conservative from 
the very start. But, you have to remember, 
the problem with zoo projects is that they 
are bespoke,” Mann adds.

The zoo’s trustees were kept advised of 
any cost control issues as they cropped up. 
“It was fully documented, and any uplift 
in cost had to go back to the trustees,” 
Watson explains. “We developed a very 
robust chain of control process, and any 
time there were any changes, we’d go to 
the project steering group.”

In some cases, the trustees would reject 
proposed changes, and in others, they 
would ask for more detail. 

“It was a very robust change control 
process, which was one of the positives. 
We really went to town for governance 
and change control,” Watson adds. “It’s  
a model project for control.”

The project even went so far as to 
implement a currency hedging strategy 
for the plants and animals that would 
need to be imported. 

“We were working with a number of 
European businesses, so the zoo bought 
euros in advance so that they knew what 
they would be paying,” says Watson. 
“We were fortunate that the project was 
tended in 2013. The timing was spot-on 
for getting the best value. Particularly in 
the north of the UK, it was a depressed 
market in 2013. If we were to tender the 
project today, big construction companies 
might not be interested as there is so 
much more work around.”

Is there further appetite for more 
development projects at the zoo?

“Our focus is on the core zoo now,” says 
Mann, “but we are also enabling works for 
the next project. It won’t be at the £40m 
mark, but maybe up to £20m, driven out 
of the master development plan. 

“But we’re still not finished with 
Islands. It was designed as a project that 
will improve with time. In three or four 
years, the landscape will have matured 
and it will be absolutely stunning. We’re 
not just going to leave it alone now, we 
will keep tinkering until our visitors feel 
like they’ve been truly taken out of 
Chester and into south-east Asia for a  
few hours.” 
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 WORKING WITH ANIMALS 

 “YOU CAN’T JUST DROP 
TIGERS AND ORANGUTANS 
IN A NEW ENCLOSURE AND 
HAVE 10,000 VISITORS 
COME BY – THESE ARE 
SENSITIVE ANIMALS,”  
SAYS MANN



KEEPING 
NEPAL 
AFLOAT
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Financial regulation is what keeps a country’s 
balance sheet in the black. JASON HESSE speaks  
to the senior project manager behind the  
Nepal Macroeconomic Reform Programme

Delivering a complex financial reform project in 
the world’s 16th poorest country can, to 
say the least, be challenging. 

Despite 2010 figures that showed 25 
per cent of Nepal’s population are living 
below the international poverty line of 
$1.25, the country’s financial services 
industry is booming: there are currently 
215 banks (compared with fewer than  
100 in the UK). However, this rapid 
growth has not been matched by 
sufficient regulation, which has allowed 
poor financial practices to flourish. 

Recognising the complex challenges 
facing the financial sector in Nepal, plans 
were developed by the World Bank, 
the International Monetary Fund and 
the UK Department for International 
Development to prevent and mitigate  
the effects. 

“The Nepali government asked 
international donors for a response 
package to provide technical assistance 
to help the financial sector,” explains 
Christopher Tomlinson, senior project 
manager at Adam Smith International, 
who led the reform programme. 

“Although attempts to rectify some  
of the underlying drivers of systemic risk 
in the financial sector in Nepal have been 
attempted previously, their impact had 
been limited.”

Adam Smith International was 
instructed to deliver a highly-targeted 
programme to help stabilise Nepal’s 
financial sector through assisting 
the government in implementing a 
challenging package of reforms. This  
was called the Nepal Macroeconomic 
Reform Programme.

At the heart of the programme  
was building the capacity of over 300 
government officials to improve their 
ability to regulate and supervise the 
financial sector.

CAPACITY-BUILDING
The core of the project was an update 
to Nepal’s financial reporting methods. 
Most countries today use International 
Financial Reporting Standards (IFRS) – 
this is the way that banks and companies 
manage their balance sheets and how 
they report their income, profit and 
turnover. In Nepal, they were using the 
Nepali Accounting Standards, which 
were outdated. The government decided 
to align itself to IFRS, and Adam Smith 
International was brought in to train the 
regulators on how to do their job using 
this international best-practice standard.

This capacity-building training project 
involved providing courses between 8-16 
weeks long. 

“This was a long time for government 
officials to show up for training,” 
recognises Tomlinson. “So we had to 
deliver the training at a scale where we 
could be very flexible in terms of their 
attendance at sessions.”

The project meant putting together a 
complex schedule where 300 government 
employees could drop in and out based on 
when they could attend. 

The training was separated into three 
parts: a module on basic accounting, an 
introduction to IFRS, and applied theory 
– this meant teaching officials how the 
new standards would affect their work 
day to day.

“We had to be very flexible and hands-
on, as well as conscious of their time 
and the limited capacity within their 
institutions to take time out for training,” 
Tomlinson explains. “We had to be very 
flexible and hands-on, as well as being 
acutely conscious of the cost to the 
institutions of releasing key staff to take 
time out for training.”

A BIG CARROT
In previous iterations, attempts to 
successfully deliver a change programme 
in Nepal’s financial sector have often 
failed because of a series of highly 
bureaucratic systems and processes  



 JASON HESSE is the editor of Project

KEYS TO SUCCESS

   Hands-on support: Several members of Adam Smith 
International’s core team were embedded within 
Nepal’s government to provide hands-on support. 
This gave the government the confidence to tackle 
the reforms, knowing that support was available at 
every step.

    Strong interaction: A high level of interaction with 
institutions and stakeholders created an environment 
of trust where the advice and inputs of project 
managers translate into the delivery of results.

  Incentive: Having the World Bank offer a $130m 
concessionary grant linked to the project being 
successfully adopted was a powerful tool that 
avoided blockages and bureaucratic inertia.

   In-depth explaining: A key training module for 
government officials was applied theory: What  
does the new reporting standard look like for you? 
How does it affect your day-to-day and how does  
it change how you do your job? This helped officials 
understand how the training worked in practice and 
encouraged them to implement the reforms.
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or financial interests and overcoming the 
inertia of the bureaucracy.

“These large grants provided cover for 
individuals to make decisions – they  
could tie their decision to the grant.” 

CONSENSUS
This was a key learning experience for 
Tomlinson. One of the main challenges 
was high staff turnover in institutions. 

“We would have worked with someone 
for several years and built a consensus 
– got them on board and activities were 
ready to roll out when, the next morning, 
that person has been transferred out and 
you needed to start again from scratch,” 
he explains. “To mitigate that, we’ve had 
to work with the individuals, but also 
with the institution: building a consensus 
with the institution as a whole.”

This was achieved by putting together 
committees that would sign off on an 
activity. Instead of relying on just one 
person’s decision, the committee could 
back it up.

“The rapid rotation of senior officials 
has emphasised the importance of 
investing the time to maintain contact 
with – and brief – a wide range of officials 
in the core institutions,” Tomlinson says.

Even though officials may not have 
currently been involved in a programme 

and a general inability to gain consensus 
among stakeholders.

Many projects provide governments 
with the assistance required to embark 
on reform programmes, but these all 
too often get stuck in a labyrinth of 
bureaucratic procedures and fail to deliver 
capacity flexibly and when it is needed.

To overcome this, explains Tomlinson, 
Adam Smith International’s Nepal 
Macroeconomic Reform Programme was 
linked to the World Bank’s multi-million 
dollar concessionary grant programme. 
The goal was to provide the Nepali 
government with a financial incentive to 
drive successful reforms.

The World Bank agreed a number of 
reforms for Nepal’s government to carry 
out that would increase the stability of  
the financial sector – as well as timings 
– in exchange for a $130m concessionary 
grant over two years, being released as 
reforms are successfully implemented.

“This was a very good incentive to carry 
the programme out,” says Tomlinson. 
“There was a big $130m incentive on the 
succesful completion of these reforms.”

The strong financial incentive provided 
the government with a powerful 
tool for change agents to champion 
reforms, avoiding blocking actions from 
individuals who may have vested political 

work stream, they could become 
responsible for it later or may be members 
of a collegiate body which would take the 
final decision on a proposed action – key 
to getting a reform accepted.

TWO YEARS LATER
The Nepal Macroeconomic Reform 
Programme has already delivered  
results and continues to do so. Nepal’s 
financial sector has taken effective steps  
to reform supervision and regulation,  
and more than 300 government officials 
have been trained to improve their ability  
to supervise the financial sector.

“Prioritising the financial sector is not 
a particularly sexy thing for donors to be 
involved in – financial regulation doesn’t 
give pictures of happy farmers. But it 
is integral for the economy. The risk of 
financial collapse had the potential to 
annul the gains that Nepal made in the 
last few decades,” says Tomlinson. 

“This has been a very successful 
programme and has contributed a lot  
to the country’s financial stability.  
We have even had unprompted follow-up 
requests from the government for more 
training – a sign that we must be doing 
something right.” 
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Here we introduce 
the very best in the 

project management 
profession. Meet the 
winners of the APM 

Project Management 
Awards 2015, sponsored 

by T-Systems

PROJECT 
MANAGEMENT  
COMPANY  
OF THE YEAR

Sponsored by: 20|20 Business Insight

WINNER:  
NATIONAL TRUST

RUNNERS-UP:
DHL Supply Chain UKI
QinetiQ
Thales UK

Responsible for more than 257,082 
acres of land and 775 miles of coastline, 
500 historic houses and, amazingly, 59 
villages, the National Trust plays a vital 
role in preserving the social, cultural and 
imaginative make-up of England, Wales 
and Northern Ireland. Today, project 
management is part and parcel of the  
way the trust maintains its enormous 
portfolio – it invests more than £180m  
in projects and programmes every year –  
but it wasn’t always this way. 

As recently as 2010, the National  
Trust identified a serious gap in its  
project management capability. To  
combat this, a project management 
framework was introduced and a project 
support office was established with a 
view to providing structure, support 
and guidance to the Trust’s work. After 
a carefully-managed implementation 
process, these initiatives have been fully 

accepted as standard practice at every 
level of the organisation. Perhaps most 
impressively of all, the National Trust can 
now track its projects carefully to ensure 
it hits its targets and, also, work out where 
it needs to improve. 

On receiving the Project Management 
Company of the Year award, the National 
Trust’s head of project management, 
Sharon Street, said: “The trust isn’t 
typically associated with professional 
project management so this is real 
recognition for us. What sets us apart 
is that we’ve worked with the whole 
organisation, from the execs to our 
volunteers, so that everyone understands 
the role project management can play in 
our organisation. We’ve come a long way.”

APM AWARDS << INSIGHT

APM 
AWARDS 
2015: 
WINNERS

APM Awards host, 
Radio 4 presenter 
Justin Webb

PROJECT  
OF THE YEAR
Sponsored by: QinetiQ

WINNER: 
MASS TRANSFORMATION –  
BAE SYSTEMS MUNITIONS

RUNNERS-UP:
Customer and You – Royal Mail
Collaboration on Oceanic Airspace and System 
Tools (COAST) – NATS
Guy’s Tower – Arup

While we live in a time of relative peace 
– UK munitions manufacturing has 

Adam Smith International’s 
Anasuya Prabhu (left) and 

Zane Kanderian (right)
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PROGRAMME  
OF THE YEAR

Sponsored by: Program Framework

WINNER: 
DELIVERY OF THE UK MINISTRY 
OF DEFENCE’S ROTARY WING 
STRATEGY 2009-2015 -  
UK MINISTRY OF DEFENCE, 
DEFENCE EQUIPMENT & SUPPORT

RUNNERS-UP:
Airspace Capacity Management Programme 
– NATS 
Renewable Energy Investment Programme  
– National Trust
Strategic MFT (Mobile Field Technology) – Sky

In 2009, the MoD realised it would be 
difficult to sustain helicopter capability 
and delivery into the future unless it 
radically rethought its strategy. A new 
plan was needed and so the Rotary Wing 
Strategy (RWS) was born. It was decided 
that investment in new aircraft was 
necessary, as well as a reduction in the 
number of helicopter types operated.

The RWS’s programme of work 
included purchasing new Wildcat  
and Chinook helicopters, modernising 
Puma, Apache, Chinook and Merlin 
helicopters and investing in training  
aids. All of the capabilities delivered so  
far have been done on time and to budget, 
despite a range of major upheavals in the 
external environment.

After collecting the award for 
Programme of the Year, UK MoD 
programme director, Ian Craddock, said: 
“I certainly wasn’t expecting this – it’s a 
huge honour to be recognised by APM in 
this way and a testament to the work so 
many people back at the ranch have done. 
They’ve shown huge resilience and huge 
courage to deliver a range of projects to 
time and to cost and this is a massive fillip 
for all of us.”

1
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PROJECT 
PROFESSIONAL  
OF THE YEAR

Sponsored by: Atos

WINNER: 
STEPHEN PROWSE – ARTELIA 
PROJECTS UK LIMITED

RUNNERS-UP:
Barbara Chomicka – Arcadis EC Harris 
Jonathan Flaherty – QinetiQ
Shane O’Connor – Turner & Townsend

Shrouded in secrecy for almost 40 years, 
the British intelligence base at Bletchley 
Park played a critical role in cracking 
German ciphers during the Second World 
War. The site had fallen into a state of 
disrepair so extreme it was almost beyond 
saving. Thankfully, the Bletchley Park 
Trust managed to secure £8m in funding 
and, crucially, the help of Artelia’s 
heritage project director, Stephen Prowse. 

been in steady decline since the Second 
World War – weapons and ammunition 
are still essential in safeguarding the 
nation. Back in 2006, with UK armed 
forces fighting in Afghanistan and Iraq, 
the Ministry of Defence (MoD) and 
BAE Systems Munitions recognised 
the need for a long-term, sustainable 
munitions manufacturing plan. After 
much planning, the £206m MASS 
Transformation project was born.

Creating a modern, efficient and 
fit-for-purpose infrastructure was an 
unprecedented challenge. It involved 
demolishing hundreds of factory 
buildings, establishing new facilities and 
updating existing infrastructure. The 
fact that UK forces were still engaged 
in combat during the project’s duration 
meant production output couldn’t be 
disrupted at any time. 

To single out just two of the project’s 
successes, the labour cost of production at 
one site was reduced by 20 per cent, while 
the capacity of another site was improved 
by 50 per cent. 

Collecting the award for Project of the 
Year on behalf of BAE Systems Munitions, 
transformation manager, Geoff Payne, 
said: “It’s amazing to be rewarded for such 
a vastly complicated piece of work with 
so many different facets. As a business, 
we hadn’t done anything similar to this 
for a generation, but we directed everyone 
towards the same goal and that’s what 
made it such a success.”
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OVERSEAS 
PROJECT OF 
THE YEAR

Sponsored by: Ramboll

WINNER: 
TAMKEEN SYRIA:  
CREATING CHANGE –  
ADAM SMITH INTERNATIONAL

RUNNERS-UP:
Nepal Macroeconomic Reform Programme – 
Adam Smith International
Nigeria Infrastructure Advisory Facility –  
Adam Smith International 
Sanofi Pasteur Dengue Vaccine Programme – 
Quintiles 

Over the last three years, 210,000 people 
have died in Syria’s brutal civil war, 
infrastructure has collapsed and many 
basic services have vanished. In response, 
Adam Smith International devised 
the Tamkeen scheme to support local 
governance and deliver vital services to 
some of the most devastated communities 
across the country. Since work started, a 
total of 156 projects with a value of $2.5m 
have been delivered, reaching 1.4 million 
beneficiaries. This has included repairing 
schools, providing communities with 
access to clean water and promoting  
self-sufficiency. 

As well as the obvious risks that come 
with working in a war-torn country, 
there have been challenges in distributing 

resources and organising the workforce. 
Despite this, the team’s unfaltering 
hard work, resilience and commitment 
have overcome the obstacles, delivering 
genuinely life-changing results. 

Adam Smith International’s director  
of Afghanistan, Middle East & North 
Africa, Zane Kanderian, received the 
Overseas Project of the Year award, 
saying: “It means everything to win.  
The whole process of getting the project 
up and running in a conflict zone was 
filled with uncertainty and when we 
began the project we didn’t know how  
we would make it work. It’s great to have 
our work recognised.” 

IT MEANS EVERYTHING 
TO WIN. THE PROCESS 
OF GETTING UP AND 
RUNNING IN A CONFLICT 
ZONE WAS FILLED WITH 
UNCERTAINTY AND 
WHEN WE BEGAN THE 
PROJECT WE DIDN’T 
KNOW HOW WE  
WOULD MAKE IT WORK

APM AWARDS << INSIGHT

WINNERS GALLERY
1 Project of the Year winner: BAE Systems 
Munitions; 2 Project Management  
Company of the Year winner: National Trust;  
3 Programme of the Year winner: UK 
Ministry of Defence, Defence Equipment  
& Support; 4 Project Professional of the 
Year winner: Stephen Prowse;  
5 IT Project of the Year winner: Heathrow 
Airport Ltd; 6 Overseas Project of the  
Year winner: Adam Smith International;  
7 The Mike Nichols Award for Inspiration 
winner: Mott MacDonald Ltd, trading as 
Cambridge Education; 8 Shell HSSE (Health, 
Safety, Security and Environment) Award 
winner: AECOM Ltd; 9 Geoffrey Trimble 
Award winner, Sandra Eaton, and Brian 
Willis Award winner, Nicholas Dewey; 10 
Sir Monty Finniston Award winner: IPMA 
(collected by Mary McKinlay); 11 Young 
Project Professional of the Year Award 
winner, Sarah de Boer

7
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9

IT PROJECT  
OF THE YEAR

Sponsored by: T-Systems

WINNER: 
HEATHROW TERMINAL 3 
INTEGRATED BAGGAGE FACILITY – 
HEATHROW AIRPORT LTD

RUNNERS-UP:
HM Revenue & Customs: A New System to 
Handle High Value Taxpayers - HM Revenue 
and Customs
Terminal 2 – Heathrow Airport –  
Heathrow Airport Ltd

A brand new baggage-handling facility 
means Heathrow’s Terminal 3 is now 

The aim was to make Bletchley Park 
a vibrant, world-class attraction where 
visitors could hear the incredible story 
of the code-breakers. Perhaps Prowse’s 
greatest success was devising a hybrid 
procurement plan that gave the trust 
a high level of cost and programme 
certainty before ground was broken. 

But he worked tirelessly to secure many 
other results and preserve the legacy of a 
national treasure, and since it opened in 
2014, the museum has welcomed almost 
200,000 visitors.

Reflecting on his success as he received 
the Project Professional of the Year award, 
Prowse said: “I couldn’t have done it 
without my team – I think we really 
engaged with the Bletchley spirit and it’s 
fantastic to be part of that story.”
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THE MIKE NICHOLS  
AWARD FOR INSPIRATION
Sponsored by: The Nichols Group

WINNER: 
LOWER SECONDARY  
CURRICULUM, ASSESSMENT 
AND EXAMINATION REFORM 
PROGRAMME, UGANDA (CURASSE) 
– MOTT MACDONALD LTD TRADING 
AS CAMBRIDGE EDUCATION

RUNNERS-UP:
Supporting Criminal Justice Reform in Jordan – 
Ministry of Justice
Dementia Carer Friendly Met Office Project – 
Met Office
Wallasea Wild Coast Project – Crossrail 

Brand new for 2015, the Mike Nichols 
award celebrates inspirational projects, 
programmes and organisations that 
transform the world for the better. The 
inaugural winner is Mott MacDonald’s 
CURASSE project, funded by the World 
Bank, which is working to reform the 
lower secondary school curriculum in 
Uganda and provide millions of children 
with an education fit for the 21st century.

As he collected the Mike Nichols Award 
for Inspiration, Cambridge Education’s 
technical director John Martin was 
keen to stress the pivotal role of project 
manager and colleague Laura McInerney, 
who was unfortunately not well enough 
to attend the awards: “I think it’s a 

wonderful expression of how well Laura 
managed the project, melded the team 
together and delivered the programme 
successfully. Our success lay in fusing 
together the international technical 
expertise and the local knowledge –  
that was very difficult.”

WINNING IS A REAL 
TESTAMENT TO ALL OF 
THE HARD WORK WE’VE 
DONE. WHATEVER 
THE ISSUE WAS, WE 
OVERCAME IT

SHELL HSSE (HEALTH,  
SAFETY, SECURITY AND 
ENVIRONMENT) AWARD
Sponsored by: Shell

WINNER: 
GLOBAL ALLIANCE – AECOM LTD

RUNNER-UP:
EC Harris Arcadis as service provider to 
GlaxoSmithKline to achieve health and safety 
excellence – EC Harris (UK) Ltd

AECOM picked up this year’s Shell HSSE 
award due to its unwavering commitment 
to safety throughout the course of its 17-
year alliance with BP, a point reinforced by 
the dramatic reduction in its Recordable 
Injury Frequency (RIF) rate, from 0.44 to 
0.08 over the last five years. In the UK, the 
team at AECOM also achieved three million 
man-hours without a day’s absence due to 
a work injury – no mean feat.

On receiving the Shell HSSE Award, 
AECOM’s operations director, Ross Shute, 
said: “We’re delighted – safety is our 
highest priority and to be recognised for 

home to the most sophisticated and 
effective system of its kind anywhere 
in the world. Naturally it requires an 
IT system that won’t let it down. When 
work started on the IT aspect of the new 
baggage system, a cross-organisational 
leadership team worked together to make 
it happen. 

The complexity of the project was 
not only compounded by the fact it had 
to be operational very quickly but also 
by considerable constraints on space, 
integration, construction, time and 
budget. Despite all this, the project was 
finished successfully – with 85 servers 
and 400km of cabling – resulting in a 
safer, faster, more efficient and more 
flexible baggage handling system. 

Collecting the award on behalf of 
Heathrow Airport Ltd, IT programme 
delivery leader, David Elliott, said: 
“Winning tonight is a real testament to 
all of the hard work we’ve done on this 
project. Suppliers, customers and IT all 
teamed up – whatever the issue was, we 
overcame it together.”
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IT’S A WONDERFUL 
EXPRESSION OF HOW 
WELL LAURA MANAGED 
THE PROJECT, MELDED 
THE TEAM TOGETHER 
AND DELIVERED 
THE PROGRAMME 
SUCCESSFULLY

TURN THE PAGE TO  
MEET THE FINALISTS OF: 
THE 2015 APM YOUNG  
PROJECT PROFESSIONAL  
OF THE YEAR AWARD

APM AWARDS << INSIGHT

BRIAN WILLIS 
AWARD

Sponsored by: BAE Systems

WINNER: 
NICHOLAS DEWEY – BABCOCK 
INTERNATIONAL GROUP 

The Brian Willis Award goes to the 
candidate who scores highest in the 
APMP: The APM Project Management 
Qualification examination. The winner, 
Nicholas Dewey, is a mechanical engineer 
at Babcock International Group.

HERBERT WALTON 
AWARD 

Sponsored by: BAE Systems

WINNER: 
SANWARA GUNASEKERA –  
ULSTER UNIVERSITY

The Herbert Walton Award celebrates an 
exceptional PhD dissertation at doctoral 
level. This year’s winner was Sanwara 
Gunasekera for The Development of a 
Framework for Assessing the Integration 
of Construction Supply Chain.

GEOFFREY TRIMBLE 
AWARD

Sponsored by: BAE Systems

WINNER: 
SANDRA EATON –  
MINISTRY OF DEFENCE

RUNNERS-UP:
Chris Diggens – BT Global Services
Caroline McGrath – University of  
Sunderland Faculty of Applied Sciences
Joanne Bradshaw – Department for  
Work and Pensions

Awarded to the best postgraduate 
dissertation written in the last year, 
the Geoffrey Trimble Award is named 
in honour of APM’s first president. The 
winner this year was the MoD’s Sandra 
Eaton for Understanding the Motivations 
of Senior MoD Change Leaders.

SIR MONTY  
FINNISTON AWARD

WINNER: 
IPMA

Awarded to those who show an enduring 
dedication to the profession, the Sir  
Monty Finniston Award is named after  
the great British industrialist, businessman 
and one-time APM president. This 
year, the award was presented to the 
International Project Management 
Association (IPMA) for its engagement in 
moving the profession forward.

IPMA was started 50 years ago, today 
representing more than 60 member 
associations globally, including APM. 

SOCIAL PROJECT OF  
THE YEAR AWARD

Sponsored by: Project

WINNER: 
EFOD NW GRAIN FOR GAIN 
FOOD STORE – ENGINEERS FOR 
OVERSEAS DEVELOPMENT

RUNNERS-UP:
Kennington Park Adventure Playground and 
One O’Clock Club – Artelia 
London Major Programmes Apprenticeship – 
n:gaged Limited
Solar Nigeria – Adam Smith International 

Grain for Gain was established by the 
Engineers for Overseas Development 
(EFOD) – a charity that helps some of  
the world’s poorest communities – by 
a team of 30 volunteers who wanted to 
provide a secure food storage facility for 
the Mam Riang Women’s Cooperative 
(MRWC) in Uganda. 

After initial scoping, research, detailed 
design and planning, construction was 
completed in September 2014. The 
42-tonne capacity storage facility is a 

brilliant example of a community-led 
fair-trade business that could be used  
to benefit other communities around  
the world.

our contribution to the BP alliance  
over the 17 years we’ve had the contract  
is fantastic. 

“For us, safety is a behavioural and 
cultural matter and I think that’s why 
we’ve got such a strong record.”

PROJECT
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“It was a genuine shock. I’d met the 
other finalists before, and they were so 
impressive – never in a million years did I 
expect to win,” Sarah said. “I’d even told 
my colleagues not to worry about making 
it down, that they should save themselves 
the trip.”

Twenty-six-year-old Sarah, who is a 
well operations engineer for Centrica 
Energy, stood out from the other finalists 
for her impressive project results and go-
getting attitude.

She is responsible for a project located 
some 300km east of Aberdeen, right in 
the North Sea: the Chestnut oil field. At 
the start of 2014, a formation of scale in 
one of the wells was discovered, and it 
was causing a steep decline in the amount 
of oil being drawn. 

As a result, the well had to be shut. 
Closing a well is a major cost for an 
energy company – for this well alone, for 
every day it remained shut, the company 
was losing nearly 2,000 barrels’ worth of 
production.

Leading a team of 40 people, Sarah 
took on the task of removing the scale 
and getting the well running again. 
By breaking down the necessary work 
and resources available, she excelled in 
identifying risks, producing a strategy and 
allocating resources.

The project was a great success for 
the company, and the well’s production 
was restored to a higher rate than before 
the scaling started. As a result of Sarah’s 

THE WINNER: 
SARAH DE BOER –  
CENTRICA ENERGY

When Sarah De Boer came down from 
Aberdeen to attend the 2015 APM Awards, 
held at the London Hilton Park Lane on  
2 November, she was expecting an 
evening of networking and spending time 
with peers. Her colleagues were expected 
to come down for the ceremony with her, 
but their flights were cancelled by fog. 

Sarah did not mind, though, as she did 
not expect her name to be called during 
the awards ceremony. So when her name 
flashed up on the big screens and was 
called out by sponsor Doosan Babcock, 
she could not believe it: she’d won.

leadership, around £1.5m was saved on 
the initial projected costs of the work. Her 
dedication and enterprising character is 
why the judges picked her as the APM 
Young Project Professional of the Year.

Sarah said: “To get so much recognition 
at this stage of my career is an honour and 
an inspiration – I really wasn’t expecting 
it. For me, the other people involved in the 
project were what really drove it forward. 
The stakes were high, but everyone was 
so invested that we couldn’t do anything 
other than make it succeed.”

THE LEADER: 
REBECCA SCOTT – NATIONAL GRID

This is a theme that echoes throughout 
the Young Project Professionals category 
– all four finalists showed strong 
leadership despite their young age, as well 
as an eagerness to get the project done, no 
matter what.

Take award finalist Rebecca Scott, a 
project engineer for National Grid. Aged 
just 29, Rebecca’s key project was to 
provide a new super grid transformer 
connection at New Cross, London – a 
14-month project with a value of £10m.

The project was part of wider works 
at New Cross to build a new substation, 
and Rebecca was brought in to fix what 
had become a failing project. Poor scope, 
immature design and knock-on effects 
of delays from wider site works meant 
Rebecca had to whip the project into 

MEET THE 
FUTURE 
OF OUR 
INDUSTRY

The 2015 APM Young 
Project Professional of 
the Year category was 
the strongest yet, but 
what are these young 
professionals doing 
differently to stand out 
from the crowd?

Sponsored by: 
Doosan Babcock
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shape very quickly. “The project was a 
steep learning curve which tested both 
my technical engineering knowledge  
and project management skills,”  
Rebecca explained. 

“It required me to step back, view the 
project holistically and demonstrate 
strong leadership in creating a 
collaborative work environment. I had 
to show resilience and determination to 
steer the project towards the end goal.”

Her approach worked and the project 
was turned into a big success which 
met both key customer and stakeholder 
requirements and was ultimately 
delivered below budget.

“This was a critical project for National 
Grid, to connect an important customer,” 
explained Rizwan Jafri, lead project 
manager at National Grid. 

“Rebecca delivered the project with 
ownership, tenacity and foresight. 
Her calm manner, eye for detail and 
methodical approach meant that issues 
were averted at the outset.”

THE PARTNERSHIP BUILDER: 
JOSEPH BRYAN – XPO LOGISTICS

The Young Project Professional 
finalists are also from a generation that 
understands the value of partnerships 
– collaborating with other project 
managers, clients and stakeholders to 
deliver the best outcomes in every project.
Take 27-year-old finalist Joseph Bryan, 

a project manager for XPO Logistics. 
Joseph was responsible for starting up a 
newly-acquired logistics site for one of 
the company’s most important clients, 
fashion retailer H&M.

In addition to the physical warehouse 
build, Joseph was responsible for the 
assembly of an operational team and 
the processes to deliver the launch of an 
ecommerce proposition in Belgium – a 
brand new market for H&M.

Basing his project around a ‘Four Ws’ 
document focusing on what, where, 
when, who (a streamlined version of 
a project initiation document), Joseph 
coordinated the entire project and worked 
directly with his client, H&M, to deliver 
the project on time and within budget. 
This was achieved, meeting all of the 
project’s KPIs.

Joseph’s success is important to 
highlight as it has delivered benefits for 
his own company. The project’s success 
has led to more business opportunities 
between XPO Logistics and H&M: 
“The extra business demonstrates the 
confidence that H&M has in us and how 
pleased they are with what we delivered.” 

THE COST SAVER:  
THOMAS CLARKE – LV=

Project managers help businesses run 
more efficiently, and the fourth finalist 
Thomas Clarke, 29, is a prime example. 
Thomas, a business improvement 
manager at insurer LV=, demonstrated 
strong project management skills when 
he led an important cost-saving initiative.

Chosen to deliver a project across 
the property claims department, his 
primary objective was to save the business 
unit a minimum of £3m, with benefits 
visible within three months, while also 
improving customer experience.

By running workshops, creating new 
workstreams, finding new suppliers and 
actively managing the project, Thomas 
drove its success. In addition to delivering 
£4.3m of annual benefits, customer 
satisfaction increased by 2.5 per cent.

“Thomas was a critical facet in this 
project. Without his input, we could not 
have delivered such a large amount of 
benefit so quickly,” said Tom Stephens, 
commercial claims manager at LV=. 

n These four finalists demonstrate how the 
project management industry is in good hands. 
This is a diverse group of people working on a 
diverse set of projects, but they do have several 
aspects in common: the will to succeed, but 
also the passion to improve project outcomes. 
This generation of project managers is one to 
look out for. 

TO GET SO MUCH 
RECOGNITION AT THIS 
STAGE OF MY CAREER  
IS AN HONOUR AND  
AN INSPIRATION
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Left to right:  
 Sarah de Boer, Joseph 

Bryan, Rebecca Scott  
and Thomas Clarke 
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Project managers often turn to consultants to augment or 
add specialist skills to a change initiative. MIKE SCOTT  asks  
how you can identify your requirements correctly 
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WHEN A PROJECT OR PROGRAMME MANAGER 
IDENTIFIES A REQUIREMENT FOR CONSULTANCY 
SUPPORT, IT WILL GENERALLY BE DRIVEN BY A 
GAP IN CAPACITY OR CAPABILITY  

With change and transformation agendas scaling, pivoting and adapting 
to fast-moving variables, it’s becoming increasingly common for 
project and programme managers to call in external consultants 
to support initiatives. 

Consultancy worldwide is a £150bn industry and project 
management is a growing dynamic on both sides of the buy-sell 
equation. Buying consultancy provides organisations the ability 
to better resource their projects, but understanding the paradigm 
shift and how to manage the model effectively is paramount. So 
when does a project manager need a consultant and, if the need 
is identified, what consultancy options are appropriate? 

GAP IN CAPACITY
When a project or programme manager identifies a requirement 
for consultancy support, it will generally be driven by a gap in 
capacity or capability.  

Capacity requirements result from a lack of numbers available 
from the permanent resource base. Many organisations over 
recent years have purposefully cut their permanent staff count 
and project hubs and practices have not been immune to the 
onslaught. This leaves teams unable to flex up easily in times  
of need. 

But when there’s a hill to climb, you need a bigger engine  
and there’s only so many man-hours an under-resourced team 
can stumble forward without creating a heightened risk profile 
for the project. It’s time to assess the capacity issue honestly  
and bring in consultants.

Hiring to cover capacity issues is great for augmenting a team 
over specific phases in the project lifecycle. This would likely 
be when a project is ramping up quickly or is at a critical time-
limited period. This need not become the late rush to resource  
as it so often is. With a mature programme-planning ethic, 
project managers should track these requirements well ahead 
of the pinch-point, allowing time to select an appropriate 
consultant or consultants. 

Not only does this ensure a better chance of augmenting  
with the right calibre consultant, but also avoiding being  
held to ransom by a contractor market that thrives on  
exploiting the causal link between desperation and cost. 

Typically, though, a project manager should have a couple 
of routes to resource. Most will have access to contractors 
through trusted agencies and internal resource teams. Astute 
organisations, in line with minimising their own permanent 
base, have also developed partnering arrangements with 
specialist programmes management consultancies.  

CAPABILITY
The other key instance when project managers would look  
to hire consultants is for gaps in capability. This requirement  
is more traditionally associated with consultancy support and  
is often used for technical skills and thought-leadership.  

The type of capability sought will depend on the level the 
project manager is operating to. If the scope under the project 
manager’s control is wide, then the type of consultancy required 
is more open-ended. Input to a future-banking project, for 
example, might require consultancy support from a subject 
matter expert or specialist in a particular element of fin-tech. 

Technical specialists are useful when the expertise 
is not available within the permanent resource base. 
This is most likely to be the case when the project 
in question is leading-edge, innovation-based and 
where the company is looking to break new ground 
to gain a competitive advantage. 

With new and emerging technologies intrinsically 
part of today’s digital disruption, the need to hire 
specialists is increasing. Whether the project is 

infrastructure based, eCommerce and digital or maybe exploiting 
the power of analytics, there will likely be a need to work with 
a consultant or partnership that can help deliver the vision, 
but whether this will be the responsibility of a project manager 
largely depends on jurisdiction of duty.

ASSESSING THE GAPS
As project management has professionalised as a discipline,  
a good project manager will better be able to assess any 
capability gaps in the project function. Aside from the subject 
and domain specialists, the astute project manager will also be 
able to identify capability gaps with the project functions such  
as planning, assurance and delivery.  

HIRING A CONSULTANT: 

WHO, WHEN, HOWPROJECTSPECIAL REPORTCONSULTANCY
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WITH NEW AND EMERGING TECHNOLOGIES 
INTRINSICALLY PART OF TODAY’S 
DIGITAL DISRUPTION, THE NEED TO HIRE 
SPECIALISTS IS INCREASING

The project may also have elements of software delivery  
that are potentially managed in a different way to the rest of  
the programme, in which case agile methodologies such as 
scrum will need to be adopted and embedded properly – by 
using specialist scrum masters or business analysts that can 
work with the business and development teams to ensure 
requirements/specs are well understood and defined. 

It’s increasingly likely that a project or programme manager 
will be responsible for looking towards the consultancy market 
in order to augment or add specialist skills to a change initiative. 
It’s important that requirements are identified appropriately and 
– whether for capacity of capability reasons – any consultancy 
acquired adds significant value to the businesses. 

TYPES OF  
CONSULTANTS 
HIRED FOR TYPICAL 
TRANSFORMATION  
AND CHANGE  
INITIATIVES 
INCLUDE:

n Technical specialist
Generally an IT subject matter 
expert, someone that is perhaps 
an expert on SAP systems, IT 
architecture, testing or software 
development. These are specific 
to the project or programme’s 
requirements and fulfil a precise 
requirement that is crucial to 
what is being delivered.

n Business analyst
Brought in to ensure there is 
an effective link between what 
the business requires and 
what is being delivered. The 
business analyst will be tasked 
with documentation, change 
management and working with 
both business stakeholders 
and developers or technical 
resources, making sure business 
and project objectives are aligned.

n Management consultant 
More likely to be found on larger 
strategic engagements, these 
consultants would be more 
aligned to deliver analysis and 
recommendations that directly 
help how an organisation 
performs. Also able to help 
with change management, IT 
operational models and process 
improvement type work.

n PMO/planning, assurance 
and delivery
The project management 
office is the control centre for 
all programmes and projects, 
ensuring consistent tools and 
methods are used and that 
projects are aligned to business 
objectives. Assurance, health 
check and audit professionals  
are also starting to become  
more important to organisations 
to ensure quality controls are  
in place.

“GOOD AFTERNOON, 
CONSULTANTS ‘R’ US, 

WHICH SERVICE DO  
YOU REQUIRE?”
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Consultancy firms need to deliver 
demonstrable added value to their client 
organisations, writes ANDREW GRAY
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The best management consultancy firms add value to their clients by 
working in partnership with them, providing clarity in decision-
making and increasing the probability of successful change.

One illustration of this added value is benefits management, 
where developments in integrating ‘systems thinking’ principles 
with P3M techniques pays dividends for both the consultant and 
the client.

‘Systems thinking’ denotes a framework to discover inter-
relationships and patterns, for looking at problems in their 
entirety, taking into account all the elements and variables  
and how they interact.

ROBUST DECISIONS
Most organisations today face a range of challenges, such as 
budget cuts, prioritising investment and aligning business 
objectives with operational delivery. Yet, if the business is not 
clear about why it is making changes, how can it know that  
the changes it is making are for the best?

Benefits management is a recognised technique for 
identifying and realising the value of lasting changes. However, 
as demonstrated by past failures, there are many hurdles 
to overcome before success can be achieved. Complexity, 
misinterpretation, over-optimism, poor evidence and difficulties 
in defining true benefits are all factors to be addressed. Faced 
with these challenges, many organisations reach out to the 

consultancy community to seek 
support and guidance on how to 
tap into the latest developments  
in benefits management.

JOINED-UP CHANGE
Benefits management cannot be 
considered in isolation – it is one 
facet of an overall approach to change, and a key perspective  
for considering the change environment throughout its lifecycle.

Because of the increasing complexity, constraints and levels of 
inter-dependency around many change initiatives, an integrated 
approach to benefits realisation is needed – an approach based 
on the principles of systems thinking.

Increasing levels of interaction across multiple stakeholders 
can exacerbate barriers, but a systems-based approach 
brings together the multiple perspectives of change (such as 
assumptions, risks, investments, controls, governance, etc)  
and places the focus on achieving the desired benefits. By taking 
this integrated systems approach, organisations can make robust 
investment decisions based on more certainty that benefits are 
achievable and realistic.

Systems thinking is not just about the thing that you are 
producing or the state you wish to reach – it’s also about the way 
that you get there and the people that make it happen (or not).

DELIVERING 

BENEFITS

Figure 1: Benefits management needs to take a fully inclusive and integrated view of the change environment
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SYSTEMS THINKING 
IS NOT JUST ABOUT 
THE THING YOU 
ARE PRODUCING 
OR THE STATE YOU 
WISH TO REACH 
– IT’S ALSO ABOUT 
THE WAY THAT YOU 
GET THERE AND 
THE PEOPLE THAT 
MAKE IT HAPPEN

BENEFITS
A systems approach provides a flexible framework and discipline 
that supports all the key elements of the P3M while creating 
a single-point-of-truth platform for robust decision-making. 
Using business architecture and analysis techniques, systems 
methodologies and P3M, an appropriate scalable representation 
of the change environment can be generated. 

This can then be interrogated as required, to provide the 
various perspectives that are needed, including the benefits 
perspective. This representation is maintained through the 
lifecycle, not only providing a baseline at initialisation, but a firm 
platform for continued justification of business cases through to 
final evaluation of organisational performance (Figure 1).

The benefits perspective refers to the views of the change 
environment that underpin the work of benefits management. 
Elements such as risk, assumptions, stakeholder parameters, 
objectives and milestones all have relevance to the definition, 
management and realisation of benefits.

Also crucial is establishing empathy with the client. Only 
by gaining trust with stakeholders and beneficiaries can a 
consultancy firm help to uncover the links and relationships 
– both explicit and implicit – that will make or break benefits 
management. Stakeholder engagement and analysis is then 
integral to benefits management, and the systems approach 
provides a single-point-of-truth foundation for both.

CROSS-SECTOR
The application of systems thinking to benefits management 
– and indeed to the wider change activity – is an example of 
how consultancy organisations can work with clients to deliver 
mutual advantage.

Working with a consultancy should be a form of collaborative 
partnership where both parties are aware of what they are 
gaining. In the case of the systems-based benefits management 
approach, clients not only obtain greater confidence and clarity, 
but also potentially gain insight and innovation from consultants 

who may have used the approach in 
other sectors. This can be a source of 
competitive advantage to the client.

For example, we’ve worked with the 
Ministry of Defence to put into place a 
benefits framework to underpin its work 
in a maritime system programme at the 
same time as supporting EDF in making 

benefits-based investment decisions across part of its portfolio. 
In both cases, the clients received the advantage of latest 
experiences in other sectors which was then transferred to their 
own staff and operations.

NETWORK POWER
Consultancies can also interact with wider communities of 
practice and provide alternative viewpoints on internal thinking. 
Consultancies invest in networking not only to advance their 
own internal capabilities but also those of their clients.

Many of our consultants are active members of professional 
bodies, and some sit on several APM Specific Interest Group 
committees according to their own specialisms. We also support 
the Joint Working Group on Systems Engineering, an initiative 
between APM and the International Council on Systems 
Engineering. By working as a conduit for cross-fertilisation 
like this, consultancies can provide a means of disseminating 
knowledge across different communities and sectors, and help 
clients connect further with these networks.

Consultancy firms have to deliver demonstrable added value to 
their client organisations. It is possible to get a win-win 
situation, where extra benefits are gained by both parties 
through working together. After all, a central tenet of systems 
thinking is that the whole is more than the sum of its parts. 
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Are there benefits for consultants 
to work directly at the client site all 
the time? CLARE BELSEY weighs it up
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THE CONSULTANT’S EMPLOYEES 
MAY NOT BE WORKING SOLELY 
ON THE PROJECT INVOLVED, 
WHICH CAN CAUSE FRICTION IF 
THEY ARE SITTING IN A CLIENT’S 
OFFICE BUT NOT WORKING ON 
THEIR PROJECT

THERE ARE ADVANTAGES: 
IT GIVES THE CLIENT 
COMFORT THAT WORK IS 
PROGRESSING AND ALLOWS 
FOR INSTANT ACCESS TO THEIR 
CONSULTANTS. IT ALSO HELPS 
WITH BUILDING RELATIONSHIPS 
AND BUILDING TRUST 

In recent years, there has been an increased trend towards the  
co-location of consultant and client teams or design and 
contractor teams. This seems expected for large, complex 
projects with multiple consultants, but is this the best way to go?

There are advantages: it gives the client comfort that work is 
progressing and allows for instant access to their consultants. 
It also helps with building relationships and building trust. 
Having the multi-discipline design team in one location is also 
expedient for the consultant, as interaction naturally occurs 
more than it would if the disciplines were in separate offices.

However, the disadvantages are also there. The client cannot 
keep control of what is being done, despite their initial thoughts 
to the contrary. Particularly for work based on an emerging-
cost basis, the client may instruct additional work on an ad-hoc 
basis, but this is very difficult for the commercial team to keep 
up with.

The consultant’s employees may not be working solely on 
the project involved either, which can cause friction if they 
are sitting in a client’s office but not working on their project. 
There is also a lack of privacy for the consultant to have internal 
meetings and open discussions and, of course, there is nowhere 
to hide if things aren’t going to plan.

‘CAN YOU JUST’ SYNDROME
The ‘can you just’ syndrome is a very specialist skill that 
requires years of training. Rather than going through the 
project management team (and potentially side-stepping any 
contractual obligations), a client will ask, ‘Can you just change 
(a) to (b) and add (c)?’

It is not really for the engineering team to decide whether this 
might be within the accepted scope, but a standard rule should 

apply to say that they need to check, and that the client should 
speak to the project manager. Formal project manager approval 
should be secured before any work takes place.

Failing to follow this can result in unapproved work, leaving 
the client in a very strong position not to pay you, even if 
you have the emails that asked for the work. If it isn’t agreed 
contractually, tough luck. Of course, if the project management 
team acquiesces to the ‘can you just’ question, then they  
only have themselves to blame when the client refuses to pay  
for something.

Needless to say, all of this can also affect your programme as 
much as your costs. Knowing how a new piece of work fits into 
the existing programme and what impacts it has can be a major 
factor in your quotation, and may end in the client deciding not 
to do the work.

In short, always get formal instruction for potential additional 
work. It may be difficult to do when time is precious, but the 
contractual paper trail is vital.

NOT ALL BAD
Co-location can, of course, work well – but often there needs to 
be some meeting in the middle.

Rather than the entire design team working from the client’s 
office, perhaps only the discipline leads need to go, but for 
only one day a week rather than five. Meetings can still happen 
outside of this, but the day could include a half-day workshop 
to give everyone the chance to discuss progress and any issues. 
It gives the client a feeling of instant access and confidence that 
work is progressing well or, if not, that mitigation is in place. 
Should a decision be made that the various project teams be  

CO-LOCATING 

CONSULTANTS
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co-located, being as near to the site as possible is – obviously –  
an advantage, although this will not be possible for multiple- 
site projects. 

A local site office may be preferential if the teams need to 
be on-hand and work solely on the particular project. To give 
some control, however, consider having clearly-defined areas 
(or floors) for each party. Try to have some neutral areas for 
general ad-hoc discussions, but have contractor or client-specific 
meeting rooms in their respective areas.

LOCATION
Location continues to be key. The wholesale co-location of a 
team can lead to poor morale, and as time moves on, attendance 
may drop and people will look for reasons not to go. 

Some resources may have a difficult journey to the co-located 
office, which can make the best of us grumpy. Some people 
move homes specifically to have an easier commute to work 
and a better work-life balance, so a different journey could lead 
to severe disruption. There is also the risk of greatly-increased 
business expenses. This is not a problem if it is built into the bid, 

CLARE BELSEY is a project  
professional with more than  
10 years’ experience of project  
delivery gained across rail,  
commercial and residential  
projects in the UK

but most likely it will not be. This can be a tricky decision to 
make on whether or not to rule out bids that insist on full-time 
co-location, or to come to an agreement on the additional costs 
(the chances for the latter are that you will lose that argument).

BACK TO THE OFFICE
When a project completes, it can lead to difficulties for 
consultants to return to the main office. Trying to fit in again, 
trying to feel like part of the ‘family’ and catching up on the 
comings and goings of the office can feel like being a new 
starter again.

For the majority of consultants, if you are told to co-locate 
there is not much choice about it. Yet there is the option of 
negotiating a split of weekdays between the project site and  
the main office.

Co-location can be expected to lead to changes in the project 
team, perhaps even leading to a higher staff turnover rate than 
would normally be expected – you will often hear people talk 
about how they ‘managed to escape the X project’. 

KEY POINTS

n Decide who should co-locate and for how many days a week
n Consider personal issues that your team may have
n Keep an eye out for the ‘can you just’ syndrome from clients
n If you do co-locate, keep a connection with the main office



When a project hits crisis point, the only way out is to get the people 
responsible for turning it around onboard with the recovery 
process. Their confidence may have waned in the face of faltering 
delivery, but if they are committed to working through the 
challenges and galvanising the ranks, stakeholders can steer  
a failing project back on to an even course. 

There are two circumstances for changing the current 
approach. Firstly, if the agreed business outcomes are not being 
met; secondly, when those outcomes no longer support the 
business case or stakeholder expectations.

Using best practices to recapture the integrity of the 
programme by addressing these outcomes will shore up 
stakeholder engagement and a successful recovery. 

FRAMING THE NATURE OF ENGAGEMENT 
The first step is to consider who in the organisation is affected  
by the changes brought about by the recovery, where they sit, 
and the degree of impact on them. 

A responsibility assignment matrix, also known as RACI, is 
useful for planning and monitoring the recovery programme 
as it identifies the interests, involvement and expectations of 
stakeholders, as well as the nature of the changes – for example, 
are they cultural or communicative? Stakeholders can then be 
assigned clear roles, responsibilities and accountabilities, with 
the RACI acting as a live document that is updated as roles are 
filled during project life cycle. 

This approach gives focus, minimises overlap and ensures 
people are not wrongfully directed based on assumptions over 
roles and responsibilities. 

Open and regular communication with stakeholders fosters 
a good understanding of the recovery progress. If this does 

How can stakeholders reinvigorate a project that is in crisis?  
PETER OSBORNE looks at how to turn failure into success

Crisis point
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PROJECT RECOVERY

WITH A SPONSOR IN PLACE, 
AND A RE-ENERGISED 
LEADERSHIP, INDUSTRY-
SPECIFIC OBSTACLES CAN 
BE ANTICIPATED AND THE 
APPROPRIATE SOLUTIONS 
DRAWN UP WELL IN ADVANCE 
OF MEETING THEM



 PETER OSBORNE  is managing 
director of LOC Consulting

52

PROJECT >> WINTER 2015

<< FIVE DIMENSIONS >> 
PROJECT RECOVERY

not happen, they can fall back on past assumptions and pull 
in different directions. In the same way, addressing the wider 
organisation with up-to-date literature will assist in garnering 
stakeholder support. 

LEADING WITH MORE THAN LIP-SERVICE
All recovery initiatives must be led by stakeholders at the head 
of the change programme. It is not enough to simply own the 
programme – true leadership means active participation in the 
steering of ideas and initiatives. A board is key to keeping the 
programme focused under the guidance of the leadership team, 
as operating within an established governance framework can 
expedite the resolution of escalated issues.

When a project is struggling to deliver its goals, it’s likely 
that management will feel anxious about making decisions 
and giving direction, and the team itself disheartened with the 
overall process.

Regaining clarity on the programme objectives in the context 
of the wider business is critical here. A business sponsor can 
make this happen, and the team must find and appoint a 
suitable one quickly in the recovery process. With a sponsor in 
place, and a re-energised leadership, industry-specific obstacles 

can be anticipated and appropriate solutions can be drawn up 
well in advance of meeting them. This framework will ensure 
the recovery process runs smoothly – and, vitally, with team 
confidence intact. 

MAKING CLEAR STAKEHOLDER VALUE 
Giving stakeholders a reason to be engaged is the next challenge, 
and can be done by listening to their views on the current status 
and recovery approach, then explaining the value of what’s 
being delivered. 

Influential business leads can be attracted by the business 
sponsor, which will highlight the project merits to stakeholders 
and the wider organisation. Aligning the project milestones and 
deliverables to business expectations will bolster the project’s 
chance of success and keep stakeholders and sponsors firmly 
involved in the recovery process. 

Stakeholders will want to feel reassured that they are shaping 
the direction of the programme. An engagement model will help 
with this by focusing attention on actions and decisions. The 
incorporation of an active management process will also allow 
for regular contact and review of the recovery with stakeholders. 
All actions, successful or in flux, should be reported. 

COMMUNICATING HONESTLY WITH FLAIR 
Communication is key to an effective recovery project. Both 
top-down and bottom-up, a steady flow of information between 
stakeholders, sponsors, management and the team through 
established channels will reinforce the collective commitment 
to the programme. Open dialogue from managers must be 
transparent and relevant, and, wherever possible, verbal.

Among the team, creative sharing will have more impact 
than traditional meetings and emails, and add value to each 
individual’s experience. Team-building exercises and ‘show and 
tells’ that improve awareness of the programme will support 
bonding – the natural antidote to deflation.

Finally, reviewing the governance, team structures and 
communication plan, and agreeing the message, medium and 
audience, will aid in motivating all stakeholders.

Project recovery relies on a well-defined stakeholder 
engagement strategy for success. It is the responsibility of the 
management team to understand the ‘who’ as well as the ‘what’, 
‘when’ and ‘how’, and to ensure all facets of the recovery are 
logically addressed. 

Witnessing the transformation of a failing project is a powerful 
experience. A strong culture that demonstrates a balance between 
structure and flexibility, coupled with a clear delivery mandate 
and creative panache in the approach, will secure the crucial 
engagement of stakeholders. Being able to adapt to new scenarios 
within a defined framework brings confidence and strengthens 
the worth of any organisational change programme. 

 IT IS THE RESPONSIBILITY OF THE 
MANAGEMENT TEAM TO UNDERSTAND 
THE ‘WHO’ AS WELL AS THE ‘WHAT’, 
‘WHEN’ AND ‘HOW’, AND TO ENSURE 
ALL FACETS OF THE RECOVERY ARE 
LOGICALLY ADDRESSED



GETTING PEOPLE TO WORK TOGETHER 
WAS A GREAT TEAM-BUILDING ACTIVITY 
AND WE HELPED PARTICIPANTS TO 
THINK ABOUT THE PROJECT LIFE-CYCLE 
AND THE IMPORTANCE OF PLANNING 
DURING THE INITIATION STAGE
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As soon as we try to cover anything project process-related we are 
met with glazed eyes. It also does not go down well when we 
have to deliver the news that people are carrying out project 
process activities incorrectly. The teams we work with include 
people from a scientific and software development background, 
and have not necessarily been exposed to formal project 
management before. 

In an attempt to create more understanding and to familiarise 
people with project processes, our company project workshops 
had been running for some time. They had been run very much 
as sit-and-listen exercises and attendance had been waning.  
The running of the workshops was handed to us and we realised  
we had to spice them up a bit. 

CHALLENGES
We faced a number of challenges arranging the workshops,  
one being to increase attendance from the waning attendance 
record of workshops in the past. 

Rather than continuing to call the sessions ‘project 
workshops’, we decided to create an element of intrigue, so  
sent meeting invitations out entitled ‘Surprise party’, ‘Is that  
your final answer?’ and ‘Bert the builder’. The titles attracted 
people’s attention and they became inquisitive, but we avoided 
answering any questions before the sessions. 

The intrigue helped and more people attended, so we  
now faced the new challenge of maintaining the higher level  
of attendance. We decided to inject an element of fun into  
the sessions (a challenge in itself) so people would continue 
coming back. We created fun scenarios to use as a basis for  
the sessions and they became interactive; no longer a time  
to sit and listen, but a time for people to get on their feet and  
get involved. 

Working in an organisation that has very specialist areas  
– for example, science and areas that are not always understood 

by all – we felt we needed to make the workshops accessible  
and appropriate to everyone. 

To overcome this challenge we ran themes during the 
workshops, hoping to engage attendees by drawing on 
experiences they are familiar with in everyday life. Who  
hasn’t built houses out of building blocks at some point in 
their life? Who hasn’t watched TV? We tried to connect this 
experience to the workshop task, using familiar children’s  
toys and game shows.

When delivering the workshops, we wanted to ensure  
they were worthwhile and that people did not just attend, then 
forget everything when they left the room. We were determined 
to get people to apply their new knowledge in their everyday 
project work. 

Research shows that having fun when learning results in 
information being retained. Psychologist Daniel Goleman  
notes in his book Emotional Intelligence, “Laughter… seems  
to help people think more broadly and associate more freely.” 
By injecting humour, getting them involved and ensuring people 
had fun – including some laughter – we succeeded. Of course, 
feeding them chocolate and cakes also helped!

TOPICS
There were a number of topics that we wanted to tackle  
during the workshops, including: risk management, roles  
and responsibilities, and requirements. 

Risk management During project meetings we review  
the project RAID log (risks, assumptions, issues and 
dependencies) and, on the whole, we were generally being  
met with a wall of silence and open resistance to suggesting  
any new items or to review and update progress on items that 
had been identified. 

The team members did not appear to appreciate the value  
of managing risks, so we set up a surprise-party-themed 
workshop to demonstrate the benefits. We were true to our word 
and themed our workshop as a party with balloons, food, music 
and a comedy party scenario. We set the attendees the task of 
carrying out risk management when planning a surprise party.

Roles and responsibilities In the process of carrying out 
project retrospectives, it was becoming clear that people did 
not understand who was responsible for certain aspects of the 
project, and the same questions of roles and responsibilities were 
being asked over and over. 

In an attempt to clear up any confusion, we ran a spoof quiz 
session based on the popular TV show where contestants answer 

Engaging your 
audience

Ever felt your mind wandering in a workshop? Engaging people with 
project management is no mean feat, CLARE ARNOLD and SUZI LOMAX explain



ACROSS PROJECTS WE HAVE SEEN  
A MARKED CHANGE IN THE ACCEPTANCE 
OF FOLLOWING PROCESS AND A REAL 
BUY-IN OF THE BENEFITS OF FORMAL 
RISK MANAGEMENT
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A FEW QUESTIONS TO FINISH
Did we achieve what we set out to do? Did we address the 
problems? Did people learn and understand?

Across projects we have seen a marked change in the 
acceptance of following process and a real buy-in of the benefits 
of formal risk management. Project team members are referring 
to project documents such as the RAID log without being 
prompted. They are no longer a tick-box exercise; they are being 
used as a useful project tool. 

The sessions were well received and we received some very 
positive feedback. People appreciated the effort we had made 
to make these different and it was a change from a third-party 
trainer – they were trained by someone who knew the projects 
and could give real working examples specific to the organisation 
that participants could understand. 

We are now left with the challenge of maintaining our 
reputation, as we have become known in the organisation as  
the people to put a bit of pizazz into training. So the next time 
you are planning a workshop or presentation – shake off the 
cobwebs, get your creative juices flowing and make the ordinary 
less ordinary. 
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questions building up to a £1,000,000 prize. The topic of the 
questions was based on project roles and responsibilities, but the 
delivery was far less ordinary. 

By basing the session on a familiar quiz format we created a 
fun and informative session. There were even handmade props 
for ‘phone a friend’ and ‘ask the audience’, and people really 
enjoyed making use of these.

Requirements As an organisation running projects we had a 
habit of setting off on development without fully knowing what 
we were setting out to achieve. 

The importance of requirements seemed to be lost on some 
people, so we established a building-themed workshop where 
the importance of requirements was demonstrated. The group 
was split into small teams, each team having a nominated 
foreman, and they had to build a house from plastic bricks 
following set requirements. 

This workshop also demonstrated the importance of change 
control, as we made last-minute changes to the requirements. 
Getting people to work together was a great team-building 
activity and we even helped the participants to think about the 
project life-cycle and the importance of planning during the 
initiation stage.

 CLARE ARNOLD  and  SUZI LOMAX  are 
project managers at Lhasa, a Leeds-
based educational not-for-profit charity 
specialising in life sciences software
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PUBLIC SECTOR TENDERS

HOW OPPORTUNITIES FOR SMES CAN BE IMPROVED
Our recommendations for change include:

n Standardised PQQs using either 
Constructionline registration to pre-qualify 
or the PAS91 standardised documentation. 
Only evidence of project-specific skills and 
experience would then need to be provided, 
radically reducing the time spent on PQQs.
n A defined set of accreditations, qualifications 
and professional memberships to ‘qualify’ 
SMEs for public sector tendering opportunities.

n Sensible cost banding of projects –  
clearly not all SMEs would have the  
resources to deliver a £100m project.
n A supply chain database. Currently  
there is no non-OJEU process for smaller  
work packages (such as school projects up  
to £1.5m, for example). There must be a better 
way to communicate these opportunities  
to SMEs.

 n Currently, even very small work packages 
go to the major supply chain partners on  
the frameworks because it is easier to tender 
that way, but this freezes out SMEs.
n More public sector clients need to actively 
and genuinely demonstrate a commitment  
to localism and support SMEs to make it 
possible for them to become part of the  
supply chain.

While the government’s intentions to improve localism and support 
SMEs have been noble, public sector procurement practices  
still wildly favour the largest multi-national project management 
consultancies over smaller practices. The same goes for the  
UK’s largest contractors winning over regional building firms.

A FLAWED ROUTE TO PROCUREMENT
At best, the current procurement methods for public sector 
construction schemes could be called severely flawed. 

Long before any pre-qualification questionnaires (PQQs)  
or invitations to tender (ITTs) are issued, public sector  
projects have to go through protracted internal governance 
procedures. Then there are the budget-setting cycles and 
complex sign-off processes. Time-sensitive projects often  
run behind schedule before they have even been approved.  
And going through the Official Journal of the European  
Union – the public gazette – can then add up to six more  
months to the procurement process. 

The system is broken. Public sector organisations are locking 
SMEs out by setting up complicated and unfriendly frameworks 
that favour their larger counterparts.

The biggest issue for SMEs is that no two public sector clients 
– whether it is an NHS trust, a local authority, a school or a 
university – use the same procurement approach. Each body  
will use its own format and framework, which means SMEs 
must reinvent the wheel for every single tender opportunity.  

UNDER-UTILISED SOLUTIONS
To give credit where it is due, the government has gone some 
way towards trying to simplify the process. It has launched 
Constructionline (CL), a procurement and supply chain 
management service, and developed PAS91, a publicly  
available, standardised pre-qualification questionnaire  
for the construction industry.

CL registration is a pre-qualification in itself: it is thorough 
and offers a common-sense approach. However, PQQs then 
continue to ask for the same information, which is not efficient 
for suppliers to provide in different formats over and over again. 
Instead, PQQs should ask whether you are CL pre-qualified;  
and if so, then only project-specific questions can be answered.

The introduction of PAS91 was another sensible development 
and an attempt to simplify procurement; and the time that  
could be saved for SMEs if PAS91 was actually used would  
be significant. 

Yet despite the availability of such a good document, the 
vast majority of public sector organisations still use their own 

Help SMEs win work
The existing public sector procurement system is not fit for purpose and 
must be changed to open up more tenders to SMEs, argues JAMIE BARRETT

THE BIGGEST ISSUE FOR SMES IS  
THAT NO TWO PUBLIC SECTOR 
CLIENTS – WHETHER IT IS AN NHS 
TRUST, A LOCAL AUTHORITY, A SCHOOL 
OR A UNIVERSITY – USE THE SAME 
PROCUREMENT APPROACH



 JAMIE BARRETT   is managing director  
of building consultancy Evolution5G
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forms – some of which were originally drafted as far back as the 
1980s – making each PQQ submission a bespoke, time-intensive 
document to produce every time. 

THE CHALLENGE FOR SMES
The huge challenge SMEs face is that large multinational 
consultancies and the major contractors have entire departments 
that are dedicated to working on PQQs and tender submissions. 
Simply, the average SME does not have these resources. Public 
sector procurement takes senior staff away from fee-earning 
work, which then puts significant pressure on these businesses. 

Plus, while submissions from SMEs may be technically excellent, 
when every document has to be bespoke it is near-impossible to 
compete against major companies with many more resources.

Worryingly, despite the government’s laudable determination 
to increase public sector work for SMEs, there is no appetite in 
the public sector to truly implement change and deliver on these 
ambitions. Public sector organisations have a strong tendency 
to ‘do what they’ve always done’, rather than look at alternative 
solutions and suppliers that could potentially offer better value.

Even if the first stage of the tendering is successful, there is 
a further lengthy and resource-intensive process to go through 
– another major challenge for SMEs. While frameworks for 
building services are largely populated by the biggest companies, 
these frameworks do not necessarily offer a best-value route  
to procurement.

Overall, public sector procurement lacks a strategic approach 
and is simply driven by the need to get suppliers on to a 
framework, to make the process quick and easy, avoiding the 
need for a protracted OJEU tender.

A SHOCKING STATISTIC
Our own experience can offer some insight. Despite working  
on more than 100 PQQs, taking expert advice on the quality  

PUBLIC SECTOR ORGANISATIONS HAVE 
A STRONG TENDENCY TO ‘DO WHAT 
THEY’VE ALWAYS DONE’, RATHER THAN 
LOOK AT ALTERNATIVE SOLUTIONS AND 
SUPPLIERS THAT COULD POTENTIALLY 
OFFER BETTER VALUE

of our proposals, requesting feedback for every one and 
ploughing that knowledge back into the next opportunity,  
we have been successful on zero tenders to date. Not a  
single one.

Yet our business is successful. Customer satisfaction scores 
across the board are outstanding – 100 per cent in the past year, 
and 99.4 per cent since Evolution5 was established in 2007.  
And 100 per cent of our customers – which include a high 
proportion of public sector organisations – say they would  
use our services again.

Surely this suggests that something is radically wrong with  
the public sector procurement system? 



USING THE TOOL TO CHECK THE HEALTH 
OF MULTIPLE PROJECTS WITHIN A 
PORTFOLIO GIVES A CONSISTENT, 
IMPARTIAL VIEW ON THE COMPARATIVE 
HEALTH OF PROJECTS, ENSURING THAT 
THEY ARE MEASURED AGAINST EXACTLY 
THE SAME CONDITIONS
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HEALTH CHECK

Over the last year, project managers across all industries have seen 
an increasing demand for support in organising projects and 
programmes into portfolios, as well as mobilising portfolio 
management offices. In doing this, clients seek to realise 
efficiencies in their resource and risk management while  
also keeping closer control of schedules and dependencies.

However, in order to help clients realise these benefits, it 
is essential to have a firm grasp of the current status of each 
ongoing project.

When working with public sector clients, to garner a realistic 
view of projects we often have to make rapid checks of a 
project’s health through a range of assessments, including risk, 
dependencies, budget status and resourcing. 

In turn, this allows us to model the impact of a range of 
scenarios that can support our clients to take steps to de-risk 
their project portfolios and subsequently improve performance.

As part of my work as a P3M consultant working in and 
around the UK Civil Service, we have used APM’s Conditions for 
Project Success to create a project health-check tool in order to 
determine the overall health of particular portfolios. Conditions 
for Project Success is a piece of independent research that seeks 
to identify the core factors that lead to the successful delivery of 
projects, programmes and portfolios and was launched at the 
APM Conference in March this year.

We recognised that a standardised tool – which all project, 
programme and portfolio managers could use to conduct a rapid 
health check – would be a positive labour-saving asset. By using 
APM’s Conditions for Project Success, we devised 60 questions 
around the 12 conditions laid out in the original research.

The questions were written and peer-reviewed by a group 
of our fellow project, programme and portfolio management 

consultants to ensure that any project manager would be able  
to respond to them rapidly. 

For example, one of the questions is: “Does the project  
have funding approved for its entire lifecycle?” Each question  
can be answered with ‘yes’, ‘no’ or ‘partially’ and the entire 
process is designed to take just a few minutes of the project 
manager’s time.

Once the full set of questions has been answered, the tool 
automatically produces an overall score that indicates which 
projects or programmes are most likely to achieve their 
objectives and reach a successful conclusion.

It also enables us to identify any common issues within 
the client’s organisation and helps us to make informed 
recommendations on the areas where a client may wish to  
invest in strengthening. These recommendations can be 
communicated through raw data or via simple visualisation  
tools that are built into the project health-check tool.

VISUALISATIONS
Through visualisations, we are able to identify areas of concern 
more quickly and, by using the visualisations as a means of 
communication, we are able to work with our clients in a more 
targeted manner to resolve issues.

Moreover, by basing the tool on published APM research, 
our clients can recognise the provenance of our analysis and 
have often pursued our advice enthusiastically. In this way, 
not only has APM’s Conditions for Project Success facilitated 
the analytical aspects of the project health-check tool, but it 
has also aided in the communication of the results, to ease the 
embodiment of any recommended changes with our clients.

Using the tool to check the health of multiple projects within 
a portfolio gives a consistent, impartial view on the comparative 
health of projects, ensuring that they are measured against 
exactly the same conditions.

Currently, the project health-check tool is operated within 
Microsoft Excel, in order to allow for compatibility with as many 
client sites as possible as well as for ease of data analysis. Many 
client sites run differing versions of the software, so the tool 
has been written in a way that is compatible for as many older 
versions of software as possible. 

The use of Microsoft Excel also enables easy CSV file 
downloads of the raw data to enable output into other systems 
that are used. For effective analysis of an entire portfolio, it may 
be necessary to migrate the tool into a database to allow for issue 
and progress tracking across all of it. 

Hunting weakness
Using APM’s Conditions for Project Success, BENJAMIN WICKINS has  

developed a simple health-check tool for project portfolios



BENJAMIN WICKINS 
is a senior consultant 
at BMT Hi-Q Sigma 
JANNENE OSBORNE 
is a consultant at  
BMT Hi-Q SigmaG
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The tool can also be customised for specific clients and 
the analysis and scoring aspect of the tool could be weighted 
according to the sensitivities of each organisation. For instance, 
in a risk-averse organisation, the score pertaining to a project’s 
level of exposure and management of risk could be given a 
higher multiplier than issues around the project sponsorship 
and capability.

Where appropriate, the project health-check tool will continue 
to be reviewed on an ongoing basis, and revisited and updated to 
ensure that our project managers can continue to ask the right 
questions and consequently help clients gain the best advice and 
insight possible. 

NOT ONLY HAS APM’S CONDITIONS 
FOR PROJECT SUCCESS FACILITATED 
THE ANALYTICAL ASPECTS OF THE 
PROJECT HEALTH-CHECK TOOL, 
BUT IT HAS ALSO AIDED IN THE 
COMMUNICATION OF THE RESULTS, 
TO EASE THE EMBODIMENT OF ANY 
RECOMMENDED CHANGES
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CHANGE MANAGEMENT

We always hear that phrase ‘70 per cent of change projects fail’, cited by 
IBM in 1993, with some saying it has never been substantiated. 
Successful change does happen, though, and the rate of 
technological change is exponential, said inventor Ray Kurzweil. 

Organisations without the ability to continually address 
change drivers find themselves in a repeating cycle of 
transformational and continuous change.

1 So after over 20 years why have we  
still not got it right? 

Perhaps it is the differing opinions on the right way to deliver 
change (we have counted and compared 17), or that the 
perception of successful change management has not ‘stuck’. 

2 Maybe it’s time to change the way we  
look at change?

APM offers best practice on how to deliver successfully managed 
programmes and projects – but are we too focused on installing 
inputs and outputs instead of implementing outcomes? Who is 
responsible among the project team for making success happen? 
Are we equipping our projects with the right capabilities to 
successfully output into the organisations that are looking to 
reap the benefits?

3 How can we better equip programmes  
and change projects to succeed? 

The APM’s fledgling Enabling Change Specific Interest Group 
(SIG) is on that journey, looking to improve the change capability 
of organisations, teams and individuals delivering projects and 
programmes. That means understanding the way change is 
currently delivered and identifying common success factors 
because, when it comes to change, one size does not fit all.

4 We aren’t doing this alone
We are change practitioners after all. It’s not just about 

newsletters and articles, we are asking the profession what 
matters to them. We have engaged existing practitioners to 
provide thought leadership through our themes and a coalition 
of 14 major blue-chip organisations that successfully manage 
and implement their change programmes. These are further 
organised into industry practitioner groups for transportation, 

public services and financial services. We have already set out 
what change methodologies are available, common terminology 
and the types of change that are engaging our members to direct 
future focus. 

5 Will a dedicated change manager  
make a difference?

Our collation of case studies identifies common best practice 
factors in successful change projects, and whether a dedicated 
change manager can influence the outcome. Existing APM 
research lists successful project factors, with half of these aligned 
to change management expertise: defining clear goals and 
objectives; gaining commitment to project success; providing a 
supportive organisation and gaining buy-in. 

Surely there is a case for equipping project teams to have best-
practice change capabilities which can provide a meaningful 
return on investment? Change is all about people: not just those 
who are receiving the change, but also those who are delivering 
the journey. 

To help project professionals with tools to identify and address 
the people and organisational dynamics that undermine project 
delivery, we have undertaken a study of cross-functional change 
projects. By diagnosing change readiness and resistance we 
expect to identify best practice on how behavioural obstacles 
could be navigated.

6 Who is delivering change in  
your organisations? 

Perhaps on larger, more complex or people-orientated projects, 
a dedicated change manager is needed, but with limited funding 
the role can be integrated with other team positions. By sharing 
experiences together, project managers can identify common 

Time for change?
Change management is nothing new, but as HANNAH MELVILLE explains,  

there is room for improvement

PERHAPS ON LARGER, MORE COMPLEX 
OR PEOPLE-ORIENTATED PROJECTS, 
A DEDICATED CHANGE MANAGER IS 
NEEDED, BUT WITH LIMITED FUNDING 
THE ROLE CAN BE INTEGRATED WITH 
OTHER TEAM POSITIONS
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themes among projects where exemplar change is or isn’t 
specifically managed. Either way, as well as being responsible for 
the engagement route to benefits realisation, the responsibilities 
and capabilities of implementing successful outcomes needs to 
be clear.  

Future-proofing change means the capabilities need to be 
explicit, measured, monitored and controlled. We have started 
to identify the knowledge, competencies and mind-set needed 
to introduce a benchmarking framework, using a professional 
horizons roadmap which sets out qualifications, membership 
and training available – aligned to the APM competency 
framework for ongoing performance management of key roles.

7 How do you control change as  
well as enable it? 

Transport for London has provided insight on how change can 
be assured at an organisational level. Its quick win has been 
to successfully integrate a business change framework with its 
programme and project management methodology, Pathway. 

CHANGE IS ALL ABOUT PEOPLE: 
NOT JUST THOSE RECEIVING 
THE CHANGE, BUT ALSO THOSE 
DELIVERING THE JOURNEY 

It has appointed its project community to consider the  
impact of its projects on people – at the point of inception.  
An online questionnaire prompts sponsors and project managers 
to consider the extent of likely people impacts, producing a 
dedicated ‘people change plan’ to manage the change activities 
where these are significant. This is used to drive a similar 
level of discipline to the change elements as those of projects 
installing the technical outputs, and is used to assure successful 
implementation of outcomes at each stage gate. 

There is a case for change within project management 
organisations and this transition has already started. The 
intention is to turn the perception of change from a 70 per  
cent failure rate to a 70 per cent success.

Given the coming festive season, and its focus on people and 
new resolutions – why not make a change? 

HANNAH MELVILLE is the methods 
and standards theme lead for 
APM’s Enabling Change SIG
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VISUAL MANAGEMENT

All project management professionals are familiar with elements of 
visual management: visual methods are a good way to represent 
large amounts of information or complicated concepts. 
We all use the Gantt chart as a means of articulating and 
communicating tasks, dependencies and timelines. 

Most will also be familiar with other visual tools – graphs 
showing earned value or comparing budgeted and actual 
expenditure, or diagrams illustrating concepts such as  
product flow.  

The common characteristic of all good visual tools  
is that they represent data in a way that conveys relevant 
information clearly and simply, enabling the right decisions  
to be made and appropriate actions to be taken.

The development of agile approaches, particularly in software 
projects, has also added a new dimension to visualisation. 
Not only do we have agile visual management tools like the 
Kanban board (a two-dimensional representation of work-
package status) and burn-down chart, but the nature of agile 
development has demanded new visual project management 
tools that support effective team collaboration.

Our experience of using these visual tools in agile 
environments has led us to realise that visual approaches 
could be more effective than some of our traditional project 
management tools in other projects.  

Particular features stand out. Information displayed in 
different ways is more accessible to team members (you don’t 
need to be an expert in MS Project to update your work plan); 
everyone has access to the same information, but it is displayed 
in a way that is relevant for them; and project managers can 
focus more on management than detail or process. 

VISUAL MANAGEMENT: THE SCIENCE
Information visualisation seeks to exploit the relationship of 
the human eye and brain to enable people to see, explore and 
understand large amounts of information at once. 

French cartographer Jacques Bertin developed many of the 
concepts upon which visual management is based. Effective 
visualisation of information involves two elements: visual 
variables and data organisation patterns. 

Bertin suggested that there are two types of visual variables: 
planar and retinal. Planar variables display two quantitative 
parameters of an object in flat dimensions (X and Y) – see Figure 1. 
Retinal variables enable us to visualise more than two parameters 
at the same time through the use of colour, size, shape, texture, 
orientation and format/saturation etc – see Figure 2.

Combining planar and retinal variables provides the 
opportunity to visualise many more dimensions at the same 
time. For instance, on the Kanban board example, we could  
use size to indicate the amount of effort needed, or colour to 
indicate who is responsible for each work package.

Additional information can be visualised through further 
combining planar and retinal variables with the basic data 
patterns: networks (relations/dependencies), timelines (when 
something is happening) and category (grouping according  
to type).  

In Figure 3, these elements are combined to show a  
portfolio of projects in a way that helps us to prioritise and 
decide which to do next. In this example, all potential projects  
(coloured shapes) are grouped vertically by their business  
value and horizontally by risk. Size represents the amount of 
effort or resource required for delivery, and colour represents  
the department or customer requesting the investment. It is  
clear that the small blue project in the upper right corner is  
a likely candidate to start next.

A range of visual management tools have been widely  
used in recent decades based around planning boards, card  
systems and, probably most commonly, white-boards and  
Post-it notes.  

The drawback with all of these has been the lack of  
flexibility and the overhead maintenance. However, modern  
software overcomes these problems and enables us to use  
the full range of visualisation tools to present data in different 
ways for different audiences, giving everyone the information 
they need.

A Kanban board can’t tell us much about time availability  
or interdependencies between work packages, but the flexibility 
of software enables us to easily switch to a timeline or a network 
view of the same data.

Take a look
Visual management tools can help demystify project management  

and empower team members, say DAVID HART and EGOR SVIRIDENKO

OUR EXPERIENCE OF USING THESE VISUAL 
TOOLS IN AGILE ENVIRONMENTS HAS LED 
US TO REALISE THAT VISUAL APPROACHES 
COULD BE MORE EFFECTIVE THAN 
SOME OF OUR TRADITIONAL PROJECT 
MANAGEMENT TOOLS IN OTHER PROJECTS



 DAVID HART   
is director and 
principal consultant 
at E AND H
 EGOR SVIRIDENKO  
is managing director 
of TargetProcess 
Germany

Figure 1. Kanban board planar example: the Y-axis represents work 
package priority and the X-axis its current status
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GETTING THE BEST 
OUT OF VISUAL 
MANAGEMENT

n Adopt an approach  
that fits with your 
organisational context.  
Visual management is 
particularly effective in 
organisations without  
a mature project  
management culture.
n Use the full range of  
visual elements available,  
but keep each view simple.
n Use visualisation to  
present complex multi-
dimensional data.
n Present summary 
information visually to your 
top team decision-makers.
n Web-based visual 
management software is 
great for collaborating across 
teams and organisations.
n Most people work well 
visually, but not everyone 
does. Tables and figures  
still need to be available.

Business  
benefit

£££

££

£

RISK HIGH MID LOW

Current status X

P
ri
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y
 Y

Figure 2. Retinal variables show multiple parameters at once

Figure 3. Using variables and categories to show the information 
needed for project prioritisation

VISUAL 
MANAGEMENT:  
IN PRACTICE
Visual management applies 
the techniques of information 
visualisation in a management 
context, giving project 
managers and teams more tools 
to understand the meaning of 
information and make the right 
decisions more easily.

The real benefits of visual 
management come from 
delivering projects and change 
outside of the traditional 
project management sectors of 
construction and engineering, 
usually in operationally-focused 
organisations and often in the public and not-for-profit sectors.  

Project professionals working in these environments often  
work with team members who may not be project management 
experts. Adopting visual management approaches can 
demystify what we do. It can empower team members to take 
responsibility for their own work and encourage collaboration 
through shared visual representations, while retaining the ability 
of the project manager to remain in control.

Visual management software enables a project manager to 
configure the processes and controls in the background (whether 
these be agile, PRINCE2® or bespoke methods) and deliver visual 
presentations (views) of information to people in a way that is 
relevant and meaningful to them. 

For example, a team member could see her tasks as a series 
of ‘cards’, perhaps organised by priority and grouped by status. 
When a task is complete she simply moves it to the completed 
category, updating the underlying data that also feeds the 
manager’s higher-level control views.

People respond to information presented in a way that is 
personal and seen as relevant. Robust and effective project 
controls and effective governance are critical to the success  
of projects. 

Visual management doesn’t in any way challenge the best-
practice tools and methods we already have. What it does do, 
though, is provide an alternative and complementary way of 
presenting information and enabling control, particularly in 
situations where implementing and maintaining good practice 
needs a more creative approach. 
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COST OF QUALITY

Juran first discussed the cost of quality analysis as far back as 1951. 
However, it is Feigenbaum who should be credited with the 
definition of the cost of quality (COQ), when he identified the 
four cost categories in 1956. These can be classified as prevention 
costs, appraisal costs, internal failure costs and external failure 
costs. Both concept and categories have been followed in 
basically the same format ever since. 

Prevention costs and appraisal costs are often defined 
using one of three terms: as the cost of control; the cost of 
conformance; or the cost of good quality.

Regardless of the label used, this refers to the outlay of  
setting up and managing a quality management team with 
clearly defined processes. Similarly, internal failure costs and 
external failure costs are also combined to be known as the 
cost of failure, the cost of non-conformance or the cost of poor 
quality. These are the expenses of defects and reworks arising 
from poor-quality management. 

Thus, the basic theory is quite simple; however, the challenge 
lies in defining and measuring each of the sub-components 
leading to the four major cost categories. As they say, the devil  
is in the detail. It is a bit like having a baby – easy and pleasing  
to conceive, but rather more painful to deliver! 

TRADITIONAL VS MODERN VIEWS 
The traditional view is that the cost of control increases and the 
cost of failure decreases until it reaches a point beyond which 
the total cost of quality increases. 

In other words, from this point, the cost of improving quality 
becomes larger than the derived benefits. This is sometimes 
called the ‘optimum point’ of quality effort (see Figure 1). 

However, with the application of Total Quality Management 
(TQM) and Six Sigma processes, the traditional view outlined 
above becomes challenged. Some precision manufacturing 
operations (and even service operations such as air transport) 
can accept zero-defect or Six Sigma standards. 

Furthermore, the traditional model implies that the cost of 
control is high in proportion to the cost of failure. Increased 
quality is not achieved by more inspectors, but instead by a 
culture of quality assurance underpinned by initial training. 
As time progresses they may incur some charges for additional 
training for improved processes; however, this will not be at the 
same rate as for the early stage of a quality programme. 

If we incorporate corrections from the total quality culture 
then the time-honoured cost of quality model would change  
to the representation as shown in Figure 2. 

It is true that there may not be enough data to validate  
the optimum point of the total quality cost. However, the 
significant savings generated by project-based Six Sigma or  
Lean Sigma programmes supports the fundamental argument. 
This is quite simply that a diminishing total cost of quality 
is achieved by following a sustainable continuous quality 
improvement programme. 

COQ IN THE CONSTRUCTION INDUSTRY 
Now we can reason that activities related to cost of quality  
are showing favourable results in both the manufacturing  
and service industries, thanks to holistic quality programmes. 

However, the picture is very different in the field of project 
management. A most significant gap in the project management 
body of knowledge is the cost of quality. The application of  
Six Sigma in major projects is also limited. Nonetheless, one 
project sector in which the potential of COQ is beginning to  
be recognised is construction.

While we appreciate the role of quality in construction 
projects, we do need to understand much more about how  
we can define and measure the dimensions of the cost of quality.

In particular, it is vital to gauge the external costs of failure  
due to poor-quality delivery during design and construction. 
In turn, these external expenses then affect the operational 
performance and outlay of assets post-handover. 

Anecdotal evidence suggests that construction project 
insurance accounts for 1.5 per cent of project costs. If we 
conclude that this is caused by a failure in quality then the  
figure we are looking at amounts to as much as 1.5 per cent  
of £120bn (ie £1.8bn) annually in the UK alone – an  
astronomical sum. 

More reassuringly, there are further nuggets of wisdom to  
be gleaned that will help us to ameliorate this sort of situation. 
In order to find them, we need to define and measure by 
empirical research the key metrics of COQ as applied to 
construction projects. 

THE COQ METRICS 
As a start, let us attempt to apply Feigenbaum’s four categories  
of COQ with some typical examples of the metrics of each 
category for construction projects. We would develop Table 1  
as an outline, as shown opposite.

The metrics in each category are shown as examples only and 
these are extended depending on the nature of the projects and 
quality specifications. 

At all costs?
The concept of the ‘cost of quality’ is not new. But is it  

time to revise how this is assessed, asks DR RON BASU



 DR RON BASU  is director of Performance 
Excellence and a visiting fellow at Henley 
Business School

Figure 1. Traditional cost of quality

Figure 2. Present cost of quality 

Appraisal 
costs

Examples of 
metrics 

Quality 
management 
staff 

Quality audits 

Quality training 

Review 
meetings 

Cost of control

Prevention 
costs

Examples of 
metrics

Quality 
management 
systems and 
procedures 

Quality related 
information 
system 

Iso certification 
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A KEY AREA THAT REMAINS 
NEGLECTED IS THE ASSESSMENT OF 
EXTERNAL FAILURE COSTS AFTER THE 
PROJECT HANDOVER. IT IS A CRUCIAL 
OMISSION, SINCE THIS IS THE ASPECT 
NEEDING MOST ATTENTION

Cost of control is usually easily measurable at the early stage 
of the project life cycle. Major construction projects have already 
started measuring and monitoring internal failure costs during 
the design and construction phases of the project. But a key area 
that remains neglected is the assessment of external failure costs, 
which occurs after the project handover. It is a crucial omission 
since, arguably, this is the aspect needing most attention.

The costs after the handover are likely to provide clients, 
designers and contractors with data in order to focus their efforts 
to improve the biggest contributors to the cost of quality. 

THE WAY FORWARD 
In order to make the ‘painful’ delivery process a success, here 
are some fundamental principles of quality and performance 
management. These include: 

n Each metric should relate clearly to one of the specific  
four categories. 
n The metrics must follow the rigour in objectives, rigour  
in measurement and rigour in use. 
n Each metric is unique, without any duplication or overlapping  
in the area of measurement. 
n Each metric should be clearly described with a definition, 
formula (if applicable), worked example and purpose. 
n The metrics should be tested in a pilot study before they  
are implemented. 
n Metrics in each category should lead to root-cause analysis  
by identifying whether it is design-related, process-related  
or people-related.   

Quality effort

C
os

t

Cost of failure

Cost of control

Total cost of quality

Optimum effort

Quality effort

C
os

t

Cost of failure

Cost of control

Total cost of quality

Optimum effort

Table 1: Cost of quality in construction projects



Jargon buster
Do you know your MVP from your M♥P? BRIAN WERNHAM explains  

why interim solutions matter

A minimum viable product 
(MVP) is the first live output 
from a project that needs 
to deliver in phases, and 
deliver quick wins fast. 
This is a concept that works 
well within both traditional 
programme management 
(with tranches of phased 
delivery) and in agile  
projects, which by their  
nature deliver incrementally.

Here’s an example. A recent 
government project had what 
seemed like insurmountable 
problems with IT security  
around money payments in  
a new benefit claims system. 
The programme manager 

much confidence in the 
technology, but it did work, 
and saved some time over 
the previous paper and ink 
application process. 

SO WHAT IS M♥P?
This is the minimum lovable 
product (MLP). It is an  
MVP that doesn’t suck. In 
other words, it has all the  
basic features, but it also 
inspires confidence in the 
team, technology and end 
vision of the programme.  
It is not a “cheap and  
nasty” stopgap, then, but  
a “cheap and cheerful”  
interim solution.

 BRIAN WERNHAM  is a main 
board member of APM. His book, 
Agile Project Management for 
Government, is published by 
Maitland & Strong
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P3M3 is agnostic, so it is 
independent of bodies of 
knowledge, which is why it 
has been so popular. It doesn’t 
measure APM, IPM, PMI or Axelos 
compliance; it assesses the 
effectiveness of the outcomes.

Since P3M3 version 2 was 
released in 2008, over 500 
assessments have been 
undertaken. In Australia and 
New Zealand, the governments 
mandated their departments 
to have capability assessments 
using P3M3, while in the UK, 
a softer approach was taken. 
Most central government 

departments, and many local 
governments, have benefited 
from an assessment, though. 
The evidence of the benefits 
were highlighted by Transport 
for London, which has claimed 
savings of £1bn from improving  
its maturity.

We are also now seeing 
companies accrediting their 
supply chain to support greater 
consistency, using it as an 
independent measure of contract 
success. Most organisations suffer 
with poor planning; training is 
often too generic, with inadequate 
focus on the organisation’s 

own approach. Knowledge 
management weakness is 
a fundamental obstacle to 
consistency and improvement, 
which is where P3M3 version 3 
comes in.
The key changes in the new 
model are:
n A greater alignment to the main 
bodies of knowledge.
n An introduction guide as a more 
sophisticated reference for users.
n Better coverage of 
procurement, contract and  
asset management.
n Greater diagnostic analysis, 
including a focus on areas such as 

behaviours, tools and techniques 
and knowledge management.
n Better coverage of Level 4  
and 5 maturity.
n An improved portfolio model 
that reflects the evolving best 
practice in this area.
n A revised self-assessment 
model provided as an  
online service.

Aspire Europe and Outperform 
UK were commissioned to 
develop P3M3 version 2, with the 
co-authors being Rod Sowden 
and Andy Murray. To find out 
more, see www.axelos.com  
or www.aspireeurope.com

P3M3 UPDATE 

The new version of P3M3 (Portfolio, Programme and Project Management Maturity Model) was released earlier this 
year and offers a step change in the breadth and depth of the model

An example of this  
is Mark Zuckerberg’s 
“Facemash”, which had just 
one function: “Hot or not?” 
Within 12 hours, he had 
gathered 450 users. Despite its 
dubious ethics, many people 
adored his MLP. Zuckerberg 
then launched his next version 
of the product, which he 
dubbed “Facebook”, and  
the rest is history. 

and his boss (the senior 
responsible officer) decided  
to deliver an MVP in just  
a few months for live use. 
It had the barest security 
features and no money 
payments, but it would  
still capture claimant data, 
improve service and save costs. 

How did they do this? 
By implementing a simple 
appointment-request system 
that would capture the 
minimum data to get started. 
Once received over the 
internet, the form was  
printed out and then retyped 
into an internal booking 
system. It didn’t inspire  
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SUSANNE’S ANSWER

Many project managers find themselves in the 
situation you describe. They want to do a good 
job but, in spite of working long hours, there is 
so much on their plate that only the most urgent 
requests get their attention. At the bottom of the 
pile are the more proactive and strategic activities 
that they never get around to. In the long run, 
this situation is dissatisfying and overwhelming, 
and can cause their projects to fail.

ASKING FOR HELP IS OKAY
Fortunately, there are several things you can do 
to improve the situation. To reap the benefits, 
however, you must be prepared to review your 
working patterns and even some of your beliefs. 

One of the beliefs that may be contributing 
to your plight is that “we are weak if we ask for 
help”. You may feel that it reflects badly on you 
if you push back or say “no” to an additional 
project. But, by taking on more than you can 
cope with, you are letting not only yourself 
down but also your clients, as you are not able  
to fully focus on your existing projects. 

Great project managers get results by giving 
their project the focus it needs. So, instead of 
a weakness, asking for help is really a strength 
because you are standing up for yourself and 
your project.

BEGIN TO DELEGATE
A great way to ease your workload is to get a 
project administrator on board or to delegate 
to existing team members. This will almost 
immediately free you up to focus on the most 
important aspects of your project. 

The administrator could help with low-level 
tasks such as time-sheet approval, financial 

 SUSANNE MADSEN  is an 
internationally recognised 
project leadership coach, trainer 
and consultant. She is the author 
of The Project Management 
Coaching Workbook and The 
Power of Project Leadership.  
For more information, see  
www.susannemadsen.com

 I find my workload as a project manager 
overwhelming. I don’t want to appear weak by 

saying ‘no’ to more work, but I’m finding it hard to 
cope. What can I do to get on top of it? 

tracking and weekly reporting. They could even 
manage a work stream. It is essential work, but it 
isn’t essential that you do it. If you need to justify 
the extra person, explain to your managers that 
it will allow you to add greater value and ensure 
that your big project is delivered successfully. 
The only way to expand and grow is to delegate, 
and the beauty is that, if done correctly, it will 
develop your team members in the process.

Many of us don’t delegate, either because we 
feel we have no one to delegate to, or because 
deep down we believe we have to know it all and 
do it all by ourselves. We have, for instance, been 
taught it’s the project manager’s responsibility 
to plan and track the project. But collaborative 
planning is a great way to engage the team and 
promote a shared sense of responsibility. 

Doing it all on our own is exhausting and 
inefficient, and it disengages the team. So look 
at how you are using the team. Are you planning 
the work collaboratively, are you taking joint 
decisions and is the responsibility for the project 
shared between all members? 

As you begin to share the workload, use the 
80/20 rule to identify your highest-value tasks: 
which 20 per cent of your activities add to 80 per 
cent of your project’s results? These high-value 
activities are where your focus should be.

SHARE YOUR CONCERNS
Most importantly, I would advise you to find 
someone to talk with, so that the situation doesn’t 
cause you to burn out or lead to project failure. 

If you aren’t comfortable approaching your 
manager without a solution, speak to a trusted 
colleague or mentor first. Or, if you would like  
to work it through in more depth, find an 
independent coach who can support you. No 
matter what you do, don’t ignore the situation. 

THE MOST IMPORTANT THING IS TO FIND SOMEONE TO TALK WITH, SO THAT THE 
SITUATION DOESN’T CAUSE YOU TO BURN OUT OR LEAD TO PROJECT FAILURE

DO YOU HAVE A QUESTION FOR SUSANNE TO ANSWER? PLEASE EMAIL HER AT MAIL@SUSANNEMADSEN.COM

Enjoy a 25 per cent  
discount on The Power  
of Project Leadership  

when you order the book  
from Kogan Page 

(www.koganpage.com).  
Quote code: PROJ25
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Planview Projectplace
Planview’s Projectplace is an online project 
management tool that combines Kanban 
boards, Gantt charts, document management, 
online meetings and social elements.

OVERVIEW
With 1.1 million users in over 177,000 projects, 
Projectplace by Planview is a popular all-in-
one cloud project management tool used  
by project professionals to execute projects 
and manage teams.

The tool aims to help project managers 
collaborate, organise, visualise and keep track 
of projects. Allowing users to share their work 
and their documents fosters collaboration 
among teams, ensuring the latest documents 
are used and avoiding version conflicts.

The software is available to use on mobile 
devices too, which allows users to work and 
stay up to date while on the go.

USER REVIEW
“At Trinity College Dublin, we use Projectplace 
for collaboration, communication and 
document management, but the project 
management aspect is becoming more 
important, as we’ll have up to 40 industry 
projects kicking off in coming months. The 
project office portfolio feature is very valuable 
for keeping an overview on all of these. 

“A number of our staff have already made 
Projectplace their web home page, which 
helps form the habit of using it as our primary 
discussion and information-exchange forum. 

“It is very simple to use. It has the 
essentials, but without the complexity  
of other project management packages,  
like Microsoft Project. It is the only system  
we evaluated that had all of the features  
we wanted in one place: project 
management, document management, 
collaboration and communication. 

“The ‘tag’ facility is especially useful, as  
it facilitates a rapid search of relevant posts. 
The project milestone reminders, and their 
visual prominence on the dashboard, are 
very helpful too. 

“However, there are some minor items I 
dislike. When ‘all members’ are mentioned in 
a post, each member receives an email alert 
notifying them of the item. Yet the subject line 
of the email gives no indication of the subject 
matter. Consequently, these alerts risk 
being viewed as spam. So the ‘all members’ 
function can only be used sparingly. 

“Overall, we’re very happy with 
Projectplace and the main challenge is to 

drive adoption throughout our organisation. 
This is not easy in a distributed research 
centre like ours, with staff across ten higher-
education institutes. It’s important to lead by 
example and show people the benefits of the 
tool if you are to achieve high adoption rates. 

“I have very few real dislikes, but there 
are extra features I would like to see – 
for example, the option to keep some 
conversations private. The level of technical 
support is excellent, and feature requests  
are regularly taken on board by the 
development team.”
 FRANK SMYTH  is executive director of 
CONNECT (the Centre for Future Networks 
and Communications) at Trinity College Dublin.

USER REVIEW
“We use Projectplace for online project 
collaboration across multiple sites, involving 
stakeholders from both within and outside 
our organisation. Additionally, we use 
Projectplace for performance reporting, 
prioritisation and workforce planning.

“I really like the intuitive user interface 
across multiple device platforms – it works on 
PC, Mac, tablet and mobile – and it is simple  
to maintain account and user permissions.

“It is also easy to use for maintaining 
project accountability, and great for 
responsive customer relationship 
management. There is a rich online user 
support community too, which is helpful for 
using it in the most effective way possible.

“Yes, it does occasionally suffer from 
erratic performance, but the continuous 
development cycle makes it a product 
that keeps on improving. I would definitely 
recommend it.”
 PAUL MACMILLAN  is organisational 
development and corporate affairs officer 
at NHS Hastings and Rother Clinical 
Commissioning Group (CCG) and NHS 
Eastbourne, Hailsham and Seaford CCG.

Tech watch
Each quarter, we highlight some products to look out for in  

the fast-moving world of project software 

“A number of our  
staff have already  

made Projectplace their  
web home page, which  

helps form the habit  
of using it as our  

primary discussion  
and information- 
exchange forum” 

WHICH PRODUCTS AND GADGETS ARE YOU USING? GET IN TOUCH AND LET US KNOW WHICH PROJECT MANAGEMENT TOOLS 
YOU HAVE TRIED AND TESTED. EMAIL EDITOR@PROJECTMAGAZINE.CO.UK
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There are 
so many different 

tools, particularly in 
project management, 

that claim to be the best, 
brightest or fastest, so 

you need to know what 
matters when you’re 

buying technology 

Buying new 
technology

<< TECHNOLOGY >> 
UPGRADING

Cloud, on-premises, hosted app rollout. 
Do any of these terms cause you 

confusion? Making technology decisions 
can be difficult even for IT teams, so for a 
project manager who is not a technology 
expert, it can be downright scary.

You know that investing in this area will 
help you, but where do you start?

There are so many different tools, 
particularly in project management, that 
claim to be the best, brightest or fastest, 
so you need to know what matters when 
you’re buying technology. There are five key 
areas to focus on that will help you obtain 
the efficiency you need as you shop around.

1 Where is technology crucial  
for your business?

You know, as do most project managers, 
that you need to invest in technology, but it’s 
hard to articulate exactly why and where. 
Ask yourself questions, such as ‘Which 
parts of my business need to work better?’, 
in order to narrow down your thinking. 
Beyond email, everyone uses applications 
differently, so figuring out your areas of 
need can prevent you from wasting  
any investment.

Additionally, consider your demands 
for technology. Does your team only need 
systems from nine to five, with minimal-
to-low usage outside of those times? 
Were you aware that certain applications, 
especially those that deliver services 
directly to customers, always need to be 
on? Understanding your needs helps  
you to know whether to seek guarantees 
about downtime.

These may seem like technical areas, but 
really they’re business questions – and that, 

ultimately, is the key to buying technology 
that meets your needs.

2 How can technology help 
project managers to work?

Once you know the systems that you need, 
you should work out how your team will use 
them. Are they usually on site or co-located, 
or do they work in the office?

Managing a mobile workforce 
requires different tools than managing 
one that occupies desks. Either form of 
management can be done with equal 
simplicity for you if you have the right tools 
in place. But you need to get the design right 
– from the technology infrastructure down 
to the specific applications. 

One of the crucial things to think about 
is the level of control that you want to 
maintain over authorised mobile devices, 
such as phones and tablets. Specifically, 
how do you plan to maintain a level of 

security over your important documents? 
Mobile device management (MDM) 
applications let you have a final say over the 
information on a device, including remote 
wipe if you think that it’s been lost or stolen. 

3 How important is access to and 
storage of your information?

This may seem like a strange question, 
but actually the laws around document 
management, security of information and 
cost are all affected by the answer. 

Knowing how often you need to access 
or back-up your documents will determine 
what type of storage you need. If you had 
paper documents, would you put them in a 
safe or a shoebox? Would you keep them in 
your office or in the garage? You can apply 
this same type of logic to determine what 
type of digital storage you need. Maybe you 
can store important documents or contracts 
on site and store other not-so-important 
documents in the cloud.

Then there are legal requirements for 
document storage: seven years for bank 
statements, three years for payroll, etc. 
There are also industry-specific laws, for 
example around contracts. And just one 
document missing could cause hundreds of 
thousands of pounds of damage. 

4 How can you make the most of 
your spending on technology?

This seems obvious, but it’s not just about 
watching the pounds now – it’s watching 
them in the future. Don’t rush out and 
buy all the kit, as a lot of what you need is 
available on demand. 

Cloud solutions, where documents are 
either stored somewhere else or operated 

Technology plays a vital role in project management, but it is not always easy to know  
what to buy. RICHARD WALTERS offers advice
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When 
someone else 

owns and operates 
the majority of the 

technology, you don’t 
have to pay someone to 
maintain it. With support 

coming from the cloud 
providers, your 

technology burden 
is eased

TAKING THE  
FIRST STEP
There is a lot to consider, but 
part of investing is knowing 
the right questions to ask. And 
there will always be someone 
to help you if you know your 
parameters. The ‘one-stop-
shop’ type of technology 
companies can simplify the 
implementation, so check out 
the range of what a provider can 
give you before you commit – 
and your new technology will 
bring you huge benefits.

5 How can you avoid being  
‘that company’ in the news?

You don’t know what you’ve got ‘til it’s gone. 
Security threats are everywhere – and 
worryingly, research has indicated that 95 
per cent of data breaches have human error 
as a factor. It’s not just the likes of national 
governments or multi-national corporations 
like Sony that are affected. The vast 
majority of hacks and breaches are small – 
sometimes unnoticed. But over the course 
of time the impact is significant. 

Email is one of the easiest ways for 
a hacker to get into a system, so make 
securing email a high priority and don’t take 
it for granted. 

Equally, make sure to instil security into 
the consciousness of every team member 
via single sign-on identity management, 
for instance. They don’t need multiple 
passwords to remember, so keeping the 
system secure is much easier. Security is a 
big deal, so check out the credentials of 
anything before you buy it.

RICHARD WALTERS is general manager  
of Intermedia

by someone else, are accessed over the 
internet and give you flexibility of use, 
ownership and cost. Pay for what you 
use, no up-front investment, and add new 
people when you need to. Most importantly, 
you stay up to date. You don’t have to 
replace your investments every six months; 
instead, the cloud provider executes the 
necessary updates. 

Operating this way also helps you save 
on your day-to-day resources. When 
someone else owns and operates the 
majority of the technology, you don’t have 
to pay someone to maintain it. With support 
coming from the cloud providers, your 
technology burden is eased.
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Protecting  
project data

<< TECHNOLOGY >> 
DATA SECURITY

Technology has transformed the way 
that project managers work with 

clients on projects, but technology risk has 
increased as well. Remote access, mobile 
devices, wi-fi… breaches are inevitable.  
But we can take steps to reduce risk.

As we have seen with the slew of data 
breaches in the news this year, many of the 
problems relate to poor management and 
the oversight of relatively junior individuals, 
rather than a fundamental failure of 
business security across organisations.

There is a growing groundswell of 
change in the way that data security is being 
approached. In a world where breaches 
– and the associated consequences – are 
inevitable, relying solely on your IT team 
is no longer viable. The project manager 
needs to be equally informed about keeping 
client and business data safe.

Security is often seen as a business 
disabler, rather than an enabler. It is 
sometimes seen as a costly nuisance to 
be avoided if it impacts the delivery or 
performance of projects. The responsibility 
for all security is often left to the security 
team, but this attitude is changing, with 
many project management organisations 
currently making a root-and-branch review 
of security.

We should all be aware that security 
is the responsibility of everyone in the 
organisation, but sometimes, in the  
heat of trying to achieve tactical  
business objectives, that responsibility  
gets overlooked.

We are in a time of rapid and brutal 
change in cyber risks and cyber-security 
failures. Below are some reminders of 

the kind of areas we need to revisit and 
review from time to time, to ensure we’re 
protecting the company and everyone’s 
jobs, including our own.

Although it is not possible to guarantee 
100 per cent defence against a data breach, 
it is still possible to defend critical data 
against breaches, if that data is identified 
and defended.

Define goals 
First, consider what data is really important. 
‘Everything’ is the wrong answer. The first 
priority is business-critical or business-
threatening information – and that often 

includes client data. Then decide what 
risk profile and associated costs you are 
prepared to accept to defend key data.

Protect the key data 
Decide how to protect key data, rather 
than just defending all assets and all of the 
perimeter. Breach defences need to be in 
place, alongside consolidation and regular 
reporting, as breaches are now taking 
longer and longer to detect. 

Project managers must not be scared off 
reporting any potential security issues – the 
earlier you know, the easier it is to manage 
the consequences.

Project managers are responsible for ensuring the  
technology that they use for client projects is secure.  

But what, asks IAN KILPATRICK, should you watch out for? 



73

WINTER 2015 << PROJECT

 IAN KILPATRICK  is chairman of  
Wick Hill Group

It may also move some defences and 
focus from broadline perimeter defence to 
specific areas. All key relevant stakeholders 
should be aware of the risk analysis and 
risk acceptance involved. This not only gets 
buy-in and increased security awareness, 
it also creates recognition that just having a 
defence doesn’t guarantee security.

Risk analysis and  
risk acceptance 
Before any mobile device, access, 
application, new technology or service is 
added to your consultancy’s network, it 
should be signed off as accepted by the 
board, and the proposing department or 
users, with a risk analysis as part of the 
sign-off. Interestingly, building in security  
as part of deployment rather than post-
event often provides better security at a 
lower overall cost.

Planning and deployment 
Planning for deployment should include 
security implementation and acceptance of 
the risk. Security needs to be deployed with 
the solution, not post-event. Deployment 
of security for mobile devices and remote 
access is a key element in protecting 
networks today. Web applications (and 
indeed the cloud) present some specific risk 
points. Understanding and securing data in 
these areas needs particular focus, based 
on the risk and consequences of failure. 

Policies 
Given that there is a shift from a belief in 
security to acceptance that there will/could 
be a breach, policies need to change to 
encompass this. 

Policies need to be clearly enunciated, 
not just contained in a policy document. 
Given the rapid shift in risks based around 

wireless, mobility and social media, co-
opting some younger staff members onto 
the team can provide enlightening insights.

Education and  
team involvement 
Security processes need to be clear, as do 
the consequences of not following them. 
It’s not sufficient to have security policies, 
if it is clear to the team that you aren’t 

managing them and that, actually, 
nothing will happen if they don’t 

follow the correct security 
procedures. Education 

and defence training are 
essential and should 

be ‘education’, not just 
a list of things staff 
can’t do.

This is an easy 
thing to say, but much 
harder in practice. It 

needs leadership from 
everyone. Given the 

jaded view, sometimes 
deservedly so, of IT security 

in some organisations, it is a 
difficult culture change to embrace 

security as everyone’s responsibility. 
Training needs to reflect that.

Monitoring and feedback 
It is crucial to not only monitor, but also to 
be seen to be monitoring mobile security 
measures. High visibility and regular 
feedback to all staff, on both success and 
failure, are very important. Reinforcement 
across all levels means that security 
awareness will grow across the company.

Analysis 
All the relevant stakeholders – including 
your clients – need to have regular reporting 
of the security landscape, so they are 
aware of the level of threat, and the levels 
of risk that they have accepted. Ideally, the 
board should also have a disaster plan to 
implement, in the case of failure.

Forensics 
After a breach, particularly for mobile 
devices, organisations want to understand 
what has happened, what the failure was 
and what action they can take. Forensic 
tools are key to success here. A post-
mortem with findings needs to be produced 
and delivered so that, assuming the breach 
wasn’t terminal, lessons can be learned  
and implemented.
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 STEVE MOLE  is managing partner  
of CPC Project Services LLP

This variety enables me to focus on 
running and expanding what has become 
a successful and independent business 
which I am immensely proud of, as well 
as delivering innovation and certainty to 
major projects for a variety of clients in the 
public and private sectors.

But, again, it’s really about people, 
people, people. By far, people are the most 
valuable asset in our business. If we can 
ensure they enjoy their jobs, feel valued  
and have a meaningful career path, then 
their enthusiasm will be reflected in 
the service they provide to clients and 
ultimately CPC. It’s a win-win situation.

One of my proudest achievements was 
securing the role of chief programmes 
officer for Metronet Rail in 2008, which 
at that time was in administration. My 
role was twofold: first, to oversee an 
£8.1bn portfolio of programmes that 
were investing £80m every four weeks, 
and second, to support the integration 
of Metronet Rail back into London 
Underground. While it was definitely a 
daunting role, it taught me how to deal 
with volume and scale, expenditure, 
managing large numbers of project staff 
and multiple stakeholders. This role truly 
set me up for the next phase of my career.

Being surrounded by experienced 
and knowledgeable advisers has been 
important. Peter Ward, a former chairman 
of CPC, has been a big influence. Appointed 
right after I became MD, he provided me 
with support and encouragement when 
I needed it the most. Sir Charles Shaw, a 

 
Do you have an interesting career  
story that you would like to share  
with readers of Project? Email  
editor@projectmagazine.co.uk

non-executive at CPC, has also become my 
mentor (yes, even an MD can benefit from a 
mentor!). He gave me the courage to make 
tough decisions during the recession as 
well as the confidence to form the LLP four 
years ago.

If I had to give advice to someone at the 
beginning of their project management 
career, it would be to develop a clear plan 
on what you want, then work tirelessly  
to achieve it. Maintain your professional 
integrity at all times, treat people with 
respect, and you’ll be successful. 

My first taste of project management was 
during a 10-week work experience 
placement at London Underground (LU), 
where my father worked. It was during 
the summer of my first and second year at 
Sussex University, where I was studying for 
an engineering and business management 
degree, but it set the course for the rest of 
my professional life.

From the get-go, I enjoyed working 
in LU’s project management team. 
So much so, that I returned for more 
work experience the following year and 
was then introduced to three project 
management companies that provided 
services into LU. I secured a job with 
CPC, a specialist project management 
consultancy, in November 1993 and  
have built my career at CPC to the  
present day.

In this time, I’ve learned that success 
depends on building strong and lasting 
relationships with the people you work 
with, as well as having the drive to  
deliver both professionally and personally. 
Working with great people – both in our 
business and client organisations – is what 
gets me up in the morning.

As managing partner of the business, 
leading a £15m, 150-strong consultancy, 
my role is about setting strategy, leading 
the partners, developing new business 
opportunities and driving results against 
the business plan. But I’m also lucky to 
continue delivering projects, too – I’m 
currently working on two major schemes 
for the University of Oxford.

PEOPLE ARE THE MOST VALUABLE ASSET IN OUR 
BUSINESS. IF WE CAN ENSURE THAT THEY ENJOY THEIR 
JOBS, FEEL VALUED AND HAVE A MEANINGFUL CAREER 
PATH, THEN THEIR ENTHUSIASM WILL BE REFLECTED 
IN THE SERVICE THEY PROVIDE TO CLIENTS AND 
ULTIMATELY CPC. IT’S A WIN-WIN SITUATION

From the bottom up
From finding project management while studying at university  
to overseeing an £8.1bn portfolio of programmes,  
STEVE MOLE shares the secrets of running a successful company

WHAT’S  
YOUR  

STORY?
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1 Have a clear purpose
It is essential that the reason for 

adopting a mentoring scheme is 
understood and supported by the whole 
team. It should be communicated as  
an improvement process to benefit the 
whole workforce.

Without a clear purpose, it is very easy 
for mentoring to become just another one 
of ‘those things that we do’. Set SMART 
(specific, measurable, attainable, realistic 
and timely) goals and objectives for  
both the mentor and mentee, to ensure 
each person is accountable for their 
individual achievement.

2 Mentors should be  
willing and properly trained

It is important that mentors are willing to 
perform the mentor role, and that it is not 
imposed as a general duty. It is also vital 

wrong duo is the biggest single threat to 
mentoring as a standard business practice.

When deciding on your mentor 
matching criteria, the overarching business 
objective should be a central component 
to any decision. There is no universal 
criterion that fits all situations and each 
objective will require a personalised 
criterion to select the right pair. For 
example, if your business objective 
is focused on building management 
competencies, match mentees that have 
specific competency gaps with mentors 
that excel in those areas.

5 There should be a clear exit 
strategy to the relationship

An exit strategy should be established at 
the outset to ensure that a dependency 
does not form between the mentor and 
mentee. Such dependencies can go both 
ways, and can be detrimental to the 
business and staff involved. 

Workplace mentoring has many advantages, particularly in a field such as project management, 
where inter-personal skills are essential. For some, mentoring is an informal process, but 
more consultancies are now investing in formal training programmes to help their teams 
meet personal aspirations, while supporting wider organisational goals. 

Mentoring is often associated with junior teams, but senior project managers can 
also reap the rewards. This is because people rarely succeed without additional support. 
Successful people have usually had someone behind them at critical points to encourage, 
guide, challenge and test them, and help them explore new possibilities.  

Mentoring is also recognised by professional bodies. The Chartered Institute 
of Personnel and Development recommends mentoring as a supportive form of 
development to help individuals manage their careers and improve their skills. 

Setting up a mentoring scheme is relatively straightforward. However, establishing  
an effective mentoring scheme can be challenging. Here are some ideas on how to  
get it right.  

Mentoring  
project  
professionals
Mentoring can help project 
managers develop their 
experiential and work skills 
and should be encouraged 
in the workplace, writes 
MATTHEW CHANNELL

that mentors are properly trained. A real 
risk for even the best-motivated mentors 
is that they ‘take over’ issues and actions, 
smothering the mentee that they are 
supposed to be supporting. 

3 Mentees should be  
properly briefed

Mentees should understand the mentoring 
relationship before it begins. Expectations 
should be properly managed to ensure 
positive personal development and 
measurable progression. Writing a 
mentoring contract is a good way to set 
and agree those expectations for both the 
mentor and mentee.

4 Crucially, mentors and mentees 
should be properly matched

It is crucial that the mentor and mentee 
are properly matched. Matching the 

MATTHEW 
CHANNELL is 
operations director 
at TSW Training



It’s easy to get stuck in a rut. Each day starts to 
seem the same. Weeks blur into months. 
Promotions never quite materialise. Work 
isn’t bad – just not quite what it once was. 
And soon there’s a creeping sensation that 
you’ve plateaued. 

Without action, it’s possible to drift 
indefinitely. So what to do? In fact, there  
are some solid ways to exit the doldrums.

Susan Howard, head of project 
management at Thales Learning & 
Development, develops ways to keep 
project managers thriving. In her view, 
those suffering from stalled careers often 
misdiagnose the causes.

“When you’ve been working in a field 
for a while, it’s easy to find yourself stuck 
in a career rut,” she says. “You’ve reached 
the top of the learning curve and from here 
there’s nowhere else to go but down, right? 
Not necessarily. 

“Even if you’ve mastered all the 
traditional project management skills over 
the years, there’s always more to learn and 
ways to grow. The trouble is that people get 
stuck in their thinking. They approach the 
issue asking, ‘what more can I learn about 
project management?’ When really the 
question should be, ‘how can I progress in 
my career?’ These are two different things.”

Her solution? “The truth is that 
progressing in your career may have 
nothing to do with learning a new project 
management skill. It may be looking  
at things such as developing your 
management and leadership skills,  
or exploring other roles within the  
project management sphere, such  
as bid management, planning or  
portfolio management. 

“It’s also worth looking at the type of 
projects you work in. Maybe if you primarily 
work in IT projects, then testing your skills 
in a change management programme 
could rekindle your enthusiasm. Project 
management is a huge industry and there 
are always new areas to explore. Innovate 
within your own company to see how 
things can be improved; just try new things 
and see what happens.”

It’s great advice. However, it can be hard 
for someone feeling frustrated to sense what 
option is best. Here’s where a career adviser 
can help.

Linda Naylor is a personal life coach. 
She helps clients think about their career 
direction. “A life coach doesn’t tell clients 
what to do,” says Naylor. “A coach’s job is 
to draw out from the client what they want 
and what is best for them. We then work 
with the client to achieve the result the 
client wants. Life coaching is client-led; the 
client is the expert on their life.”

Questions can tease out the best action to 
take. Naylor starts with some basics: what 
don’t you like about your current job, and 
what did you enjoy about the job when 
you first started? That leads on to further 
probing. It’s gentle, and – as she says – 
client-led.

“Anybody can set up as a life coach so 
I would advise your readers to check out 
the experience/qualifications of the person 
they are thinking of using,” warns Naylor. 
Life coaches charge around £75 per hourly 
session and a course of four to six sessions  
is recommended.

A FAMILIAR APPROACH
In truth, no profession ought to be better at 
solving career issues than project managers. 
Review and analysis are ingrained from 
day one of the PRINCE2® course. Careers 
transition expert John Lees, author of How 
to Get a Job You Love, says project managers 
should use this skill.

“Proper research means setting yourself 
the task of solving a puzzle,” he explains. 
“How do you find organisations and jobs 
that are completely under the radar? Act 
as if you were researching a career for 
somebody else, not yourself.  If you were 
being paid to find key information about 
companies, jobs, and work trends, you’d 
attack it and get great results.”

If only project managers could think 
about their issues dispassionately, they’d 
crack the problem in no time. 

“Unfortunately, doing it for yourself 
means that ‘me’ gets in the way,” Lees says. 

At some point in their career, everyone feels like 
they’re treading water. But if you’re stuck in a rut, 
there is a way out, says CHARLES ORTON-JONES

Stuck in a rut?
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WHEN YOU’VE BEEN 
WORKING IN A FIELD 
FOR A WHILE, IT’S EASY 
TO FIND YOURSELF 
STUCK IN A CAREER 
RUT. YOU’VE REACHED 
THE TOP OF THE 
LEARNING CURVE AND 
FROM HERE THERE’S 
NOWHERE ELSE TO GO 
BUT DOWN, RIGHT? 
NOT NECESSARILY

CAREER >> MOVING FORWARD



CHARLES ORTON-JONES is an award-
winning business journalist and editor
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SOMETIMES WE NEED TO 
ACCEPT THINGS WON’T 
ALWAYS GO TO PLAN. 
STOIC PHILOSOPHY IS A 
SIMPLE WAY TO THINK 
ABOUT THE TRAVAILS OF 
LIFE IN A RELAXED WAY 

1 FIND INSPIRATION 
Watch TED talks. The 
official TED website has a 
collection called ‘Talks to 
watch when you’re stuck 
in a rut’. Tim Ferriss’s 
‘Smash fear, learn 
anything’ is both practical 
and motivational.

2 LEARN TO QUIT
Humans are hard-wired 
for perseverance. That 
can be a problem when 
we are on the wrong 
path. Mastering the Art of 

Quitting: Why it matters 
in life, love, and work by 
Peg Streep reveals when, 
and how, to quit.

3 FIND A LIFE COACH
The International Coach 
Federation website will 
help you find someone 
with genuine experience 
and qualifications.

4 LEARN A NEW SKILL
Online courses can be 
reputable and thorough. 
Try Khan Academy, 

Coursera or Udemy  
for lessons created  
by professors from  
the world’s leading 
academic instutions.

5  BE PHILOSOPHICAL
The School of Life, co-
founded by philosopher 
Alain de Botton, offers 
wisdom inspired by 
classical philosophy  
and art. Lessons include 
a three-hour session 
called ‘How to cope  
with imperfection’.

“The fear of failure or rejection makes it 
easier to do nothing, to wait for the phone 
to ring.”

There is a serious footnote. Life can be 
tough. Struggling with work is perfectly 
normal. To forget this, or to believe that we 
should be happy all the time, is an error 
with potentially terrible consequences. 

THE PURSUIT OF HAPPINESS
A prevalent view in the United States is that 
we should be happy. After all, the pursuit 
of it is enshrined in the Declaration of 
Independence. Science writer Ethan Watters 
in his work Crazy Like Us: The globalization 
of the American psyche chronicles how this 
mindset hurts Americans.

And, as other nations imitate the 
American ‘always happy’ culture, they 
suffer too. In one startling insight, the 
American Psychological Association reports 
that most Americans suffer moderate to 
high stress. In 2014, 29 per cent said their 
stress levels increased in the previous year.

Sometimes we need to accept things 
won’t always go to plan. Stoic philosophy is 
a simple way to think about the travails of 
life in a relaxed way. Jonathan Newhouse, 
chief executive of Condé Nast, and business 
thinker Nassim Nicholas Taleb - author of 
The Black Swan, are devoted stoics.

In an interview with website Philosophy 
for Life, Newhouse said: “People devote a 
lot of time and emotional effort to things 
that are beyond their control – what other 
people do, how other people react to them, 
even the weather. And they set themselves 
up for pain, anxiety, disappointment and 
fear. The stoics recognised that it was 
foolish, or counterproductive, to attach 
oneself to things that are beyond one’s 
control, when there are things within one’s 
control – one’s thoughts, attitudes and 
moral purpose.”

The road to the top is always bumpy. 
Whatever the best course of action, it pays 
to remember it. 

TURBO BOOST!
FIVE WAYS TO IGNITE THE AFTERBURNERS  
ON YOUR CAREER 



 VINCE HINES  is 
managing director  
of Wellingtone  
Project Management, 
the APM career 
development partner

Well done to all the APM Awards finalists and 
winners. As a judge for several of the 
categories, I had the genuine pleasure of 
listening to a range of presentations from 
across the project management spectrum 
during our judging sessions.

All of these practitioners have great 
stories of complex and sometimes ground-
breaking projects, and who still achieve 
phenomenal success under pressure. One 
could not find a better range of projects 
and experience than demonstrated by 
these talented professionals. 

Judging provides a great opportunity 
to tap into their mindset. Questions such 
as, ‘What would you do differently?’, 
‘What was the greatest driver for success?’ 
and ‘What have you learned?’ provided 

pearls of wisdom. There was a very 
strong common message from all of the 
candidates – and it was the single most 
important piece of advice on the day – 
which I can summarise right down to 
one word: teamwork. You cannot achieve 
success on your own.

A successful project management  
career is about project successes. Project 
successes are driven by teams. Your greatest 
strength, and often challenge, is the people 
around you. My recommendation is to 
invest more time communicating and 
building relationships. 

This does not mean more emails. Go 
and meet people, build relationships and 
consider this as an investment in your 
future. You are bound to need help from 

Career clinic

Alcumus snaps up ex-British Lion
Former British Lion and England rugby international 
Rory Underwood has joined Alcumus as development 
director. Working with CEO Martin Smith, he will 
support Alcumus’s risk management growth 
strategies in the property, construction, retail and 
manufacturing sectors. In addition to his rugby career, 
Underwood previously spent 18 years in the RAF as a 

jet pilot and human factor trainer. “I’m delighted to be joining the Alcumus 
team and look forward to supporting the company’s risk management, 
compliance and certification service growth,” said Underwood.

National Infrastructure Commission appoints Lord Adonis
Lord Adonis has been appointed as chairman of the 
National Infrastructure Commission. The Commission’s 
role is to work on High Speed 3 with northern councils, 
the next public transport projects after Crossrail, and 
ensuring Britain has sufficient energy supplies. Lord 
Adonis, a former transport secretary, oversaw the 
planning for HS2 and the electrification of the railways 

in the west and north-west of England. This direct experience of large-
scale projects is expected to prove valuable. “Project management 
will be crucial in delivering the infrastructure Britain needs,” said APM 
chairman Steve Wake. “We welcome Lord Adonis to his role and stand 
ready to help the Commission.”

Sir Merrick heads Crossrail 2 Growth Commission
The Mayor of London has appointed Sir Merrick 
Cockell as the chairman of the Crossrail 2 Growth 
Commission, which has been established to support 
the mayor’s economic case for building Crossrail 2. 
“Sir Merrick continues to be a leading spokesperson 
on infrastructure investment. We’re pleased that he 
will bring his expertise and leadership to such an 

important project, not only for London but also the growth potential it 
offers the UK,” the London Pensions Fund Authority commented. Sir 
Merrick is chairman of Localis and a senior adviser to PA Consulting.

Appointments
Four appointments at Chalcroft

Specialist construction firm Chalcroft has expanded 
its team with four new appointments. Brendan Reilly 
takes up the newly-created role of commercial 
director, ensuring that projects are successfully 
and efficiently delivered. Declan Burke also joins 
as design manager to cover tendering and design 
development; Shaun Bedford (pictured) returns to 

Chalcroft as quantity surveyor; and Shaun Parnell is the company’s 
new financial controller, with responsibility for maximising process 
efficiency. “With more than 60 years of experience between them, our 
new recruits will bring new perspectives and varied expertise,” says 
Chalcroft MD Mark Reeve.

There is one key career lesson to be gained 
from the APM Awards, and that is the 
importance of teamwork, says VINCE HINES

some of these people later. The more you 
build relationships the greater your chance 
of project success. This then translates to 
career success. 

Building relationships is also networking 
and we all know we should be doing  
more of that. Meeting and speaking with 
the finalists and winners last month was 
another great networking opportunity, 
which I was delighted to attend.
Congratulations again. 

BUILDING RELATIONSHIPS IS ALSO NETWORKING AND 
WE ALL KNOW WE SHOULD BE DOING MORE OF THAT
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Bookshelf
Which books should be top of your reading  
list this winter? Project readers find out
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EMOTIONAL RESILIENCE 
Author: Geetu Bharwaney
ISBN: 978-1-292-07366-8
Price: £12.99
Publisher: Pearson Education

✪ ✪ ✪

CHOOSE YOUR  
OWN ADVENTURE

Emotional Resilience has a clear and 
understandable model: it is a choose-
your-own-adventure-style exploration 
into building your own personal and  
team resilience.

As project managers, we need to be able 
to thrive and achieve the best from diverse 
groups of people, dealing with negative 
emotions and becoming trusted. Author 
Geetu Bharwaney helps you achieve that 
while recognising we are all different. 
There are no quick-fix magic-bullet 
solutions, it is about changing your day-
to-day life to produce a tangible impact.

The biggest challenge for this book is 
that it is a book. For all of Bharwaney’s 
experience and skills, it feels as if some 
of the potential benefits have been lost in 
the writing, compared to direct face-to-
face time. This may mean that the book 
is categorised as ‘soft and fluffy’, when in 
fact it is far from that and is much more 
pertinent than first appearances suggest.
Reviewed by Ed Burney-Cumming

A PRACTICAL GUIDE TO DEALING 
WITH DIFFICULT STAKEHOLDERS
Author: Jake Holloway, David Bryde  
and Roger Joby
ISBN: 978-1-4094-0737-9
Price: £26.50
Publisher: Gower Publishing

✪ ✪ ✪ ✪ ✪ 

Clearly written by seasoned project 
managers, this book avoids being overly 
academic or mechanistic in its approach 
to stakeholder management. Instead, it 
is filled with battle-earned observations 
matched with pragmatic management 
suggestions that reference social 
psychology, theory and research.

As a relatively slim book (122 pages), it 
only scratches the surface of a complex 
topic, but the authors succeed in collating 
a useful, easy-to-read guide for any 
project manager to dip into in order to 
understand the impact that people and 
political issues may have on projects. 
Through proffering tactics to deal with 
stakeholders, it is a useful addition to 
entry-level, intermediate and experienced 
project managers alike.
Reviewed by Mike Rowley

A USEFUL, EASY-TO- 
READ GUIDE FOR ANY  
PROJECT MANAGER

BEING AN EFFECTIVE 
CONSTRUCTION CLIENT
Author: Peter Ullathorne
ISBN: 978-1-85946-576-9
Price: £40
Publisher: RIBA Publishing

✪ ✪ ✪ ✪ ✪ 

A MUST-READ NOT JUST 
FOR CLIENTS, BUT FOR THE 
CONSTRUCTION TEAM

This is the first book I have come across 
that successfully explains to clients what 
is expected of them and how deeply 
they should involve themselves in their 
construction project.

As its name suggests, the book provides 
advice and assistance to clients, helping 
them to better understand and participate 
in construction projects from inception 
through to completion.

Ullathorne has written the book so that 
its advice can be easily adaptable to any 
construction project. Indeed, one of the 
most important lessons readers will learn 
is that there is no substitute for proper, 
efficient and complete planning, starting at 
the inception of the project. This is a must-
read, not just for clients, but for the entire 
construction team, in order to gain insight 
into the issues that clients must consider.
Reviewed by Bryan Morgan

IF YOU WOULD LIKE TO REVIEW A BOOK FOR PROJECT, THEN PLEASE 
CONTACT EDITOR JASON HESSE editor@projectmagazine.co.uk

MEET THE PANEL
Ed Burney-Cumming is an experienced programme 
manager in the financial services sector 
Mike Rowley is a programme manager for Rolls-Royce, 
with 40 years’ experience in the aerospace industry
Bryan Morgan is a seasoned contract/commercial 
manager with extensive UK and international experience



My back hurts. I have, therefore, been sitting bolt 
upright and making cautious movements with the 
very best posture that I can achieve. In this way, I 
avoid the worst of the pain. 

Apparently, my back hurts because some of the 
mid- and lower vertebrae are being held in place 
tightly by muscles in spasm. Apparently, these are 
in spasm because they are trying to hold my pelvis 
in the right position. Apparently, my pelvis is being 
tilted because my hamstrings are tight. Apparently, 
my hamstrings are tight because of my calf muscles. 
And all this is because of a gruelling workout and a 
long run over a month ago, when I forgot to stretch 
as I rushed off to make a presentation.

Something similar is happening in the world  
of project management. It is being exacerbated  
by the vision of “creating a world where all  
projects succeed”. 

This vision makes us notice that our metaphorical 
back is hurting. Yet instead of finding out why and 
digging deep, there have been a plethora of articles 
and books on posture, and case studies of people  
who stood up straight and are no longer in pain – 
people who keep shouting: “Stand up straight!”

Instead of focusing on the symptoms, I’ve been 
trying to understand the chain of causality – trying 
to work out what are the underlying anchors that 
continue to make delivering projects through 
globally dispersed teams and online collaboration so 
difficult, despite these digitally enhanced times. 

I’ve been using a technique that I developed  
early on in my research career: BlowingBubblesTM. 
It’s a quick way of getting a picture of the  
entire problem.

One of my key starting questions was:  
“Why are we finding it so difficult to achieve  
online collaboration?”

Well, it turns out that there are five anchors that 
hold this problem in place. Firstly, your potential 

individual collaborators don’t “get it”, and genuinely 
believe that not collaborating is more effective than 
collaborating (plus it might give better promotion 
prospects). I call this “individual readiness”.

Also, people refuse to collaborate because it 
requires a level of trust in others that they don’t have. 
The team isn’t mature enough: “team readiness”. 

I’ve also found that no one is truly sure 
how collaboration is supposed to work, what 
accountabilities others have and what demands  
they can make of them: “lack of ground rules”.  
And, as you will know, Google Hangouts is “cool”, 
even though you mainly spend your time staring at 
each other’s foreheads and just chatting (“chatting” 
means no notes are taken or decisions made): “lack  
of appropriate kit/infrastructure”.

Finally, and this is especially important if the 
dispersed team covers significantly differing cultures 
or languages, there’s no one role-modelling and 
actively shaping the collaborative activities: “lack  
of proactive digital leadership”.

I’d like to invite all the thinkers and leading project 
management practitioners from around the world 
to join me and dig deep to the roots to explore and 
understand together the causality chains, so we can 
create a world where every project succeeds. 

Oh, and once I knew why my back hurt, all it took 
was a few painful sessions massaging my calf and I 
could return to my usual laid-back posture!  

 PROFESSOR  
 EDDIE OBENG  
is an educator, 
TED speaker and 
author of nine 
books, including 
All Change! The 
Project Leader’s 
Secret Handbook, 
published by The 
Financial Times. He 
runs open enrolment 
events monthly for 
forward thinkers 
to share ideas. 
For more about 
BlowingBubblesTM, 
visit: Pentacle.co.uk/
BubbleDiagram.htm
Contact Eddie 
on Twitter @
EddieObeng or 
read his blog: 
ImagineAFish.com 

I’VE BEEN USING A TECHNIQUE 
THAT I DEVELOPED EARLY ON 
IN MY RESEARCH CAREER: 
BLOWINGBUBBLESTM. IT’S A QUICK 
WAY OF GETTING A PICTURE OF  
THE ENTIRE PROBLEM
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