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Thank you very much for all the positive feedback that 
you have given me following the relaunch of Project in 
March. I was thrilled to get so many letters – and tweets 
– from readers commenting on what they like about the 
new-look journal. I have included a small selection of 
these comments on page 17, but there were many more 
that I would have liked to publish if only I had the space. 

Creating the conditions for project success is the 
theme of the summer issue and, as you can imagine, 
there’s an awful lot to say about this particular topic. 
We have been inspired by research undertaken by APM 
that is appropriately entitled Conditions for Project 
Success. The research highlights fi ve key success 
factors: planning and review; e� ective governance; 
clear goals and objectives; competent project teams; and 
a commitment to project success. You can read more 
about the research on page 51.

But our determination to get to the root causes of 
success doesn’t stop there. Elsewhere in the journal, 
a number of other authors tackle the issue of how to 
create the conditions for project success and, invariably, 
they have a range of di� erent views on it. 

Meanwhile, our regular columnist Eddie Obeng 
plunges into the debate of what exactly constitutes 
project success. He uses the example of rattlesnakes to point out that projects that may 
initially have appeared to be successful can have unintended consequences, which lead 
to them being branded as failures later on. Intrigued? See page 82.

This issue, we feature our technology special report where you will fi nd an account of 
a very lively roundtable that took place earlier in the spring. A group of industry experts 
got together in London to discuss the topic of collaboration and control in project 
management. Turn to page 42 to fi nd out the issues that were most fi ercely debated.

Summer is coming so I hope that you fi nd the time to relax over the next three 
months while continuing in your quest to make your projects great. And if you get 
a spare minute, please do write in and let me know the ingredients that make up your 
own special recipe for success.
Sally Percy 
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Why have programme assurance from Aspire Assess?

In today’s climate no successful organisation can operate 
in a sub optimal way, as such our Aspire Assess services 
can enable the evaluation of individual initiatives to 
ensure you are maximising your value for money.

How Aspire Assess can help

We have a strong track record and 20 years of 
experience, such as NAO programme experts for the 
2012 Olympics reviews 

Diagnostic tools that can help accelerate the assessment 
process and provide a less intrusive approach

We undertake a whole system review that enables a 
specifi cally designed approach to meet your needs.

Our specialism is business transformation and releasing 
performance benefi ts

“Aspire lifted the lid on the key issues, their 
approach provided insight and was delivered in 

a constructive non judgemental way” 
CEO pan European Merger Programme

Why have an Aspire Assess P3M3® assessment?
Through our Aspire Assess service brand, we have been at the forefront of P3M3® 
development for the last 8 years, delivering over 250 assessments on 4 continents.  
In collaboration with our strategic partners at Outperform we led the development of the new 
P3M3® 2015 enhanced version.  As P3M3® lead authors we are in a unique position to help you.

“It has been an enlightening and energising process and you have provided many interesting 
and important insights in to our work practises, which we would never have been able to see for 

looking”  P3M3® client, Global Defence Contractor

How Aspire Assess can help

● Gain insights from comparing your 
 organisation with our database of over 250   
 assessments (the largest in the world)
● Highlight your organisation’s strengths to   
 help you build on these whilst improving mo  
 rale and confi dence
● Identify and diagnose systemic 
 weaknesses and provide recommendations  
 to address these
● Support the development of a roadmap to   
 target the actions that will deliver maximum  
 business benefi t.

Contact us on 01275 
848099 or online via 

www.aspireeurope.com

P3M3®  is a Registered Trade Mark of AXELOS Limited.  MSP® is a Registered Trade Mark of AXELOS. Limited
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APM’s WiPM SIG has launched a video to highlight the 
successes of female project professionals

COMMENT
With 

manufacturers 
accounting for a 
quarter of FTSE 100 
companies, it is 
clear that we have a 
vital role to play in 
driving diversity. 
We are heading in 
the right direction, 
but still have a 
way to go.

“Women 
continue to be 
under-represented 
at every level, 
including 
apprentice and 
graduate-entry 
level, where our 
sector seeks its 
future stars 

 TERRY SCUOLER     
is CEO of 
manufacturers’ 
organisation EEF

Women on fi lm

6
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HIGHLIGHTS FROM THE EEF 
WOMEN IN MANUFACTURING 2015 REPORT

FOLLOW PROJECT 
ON TWITTER 
WWW.TWITTER.COM/
PROJECTMAG_

23% The proportion of 
women who hold positions 
on the boards of FTSE 100 
manufacturing companies 

7% The percentage 
of engineering and 
manufacturing technologies 
apprentices who were female 
and e mbarked on their 
apprenticeships in 2012/13

APM’s Women in Project 
Management Specifi c Interest 
Group (WiPM SIG) has created 
a video that highlights the 
successes of female project 
managers. The aim of the 
video is to attract new talent 
and address the gender 
imbalance within the project 
management profession. At 
present, only around a quarter 
of the profession is female – a 
problem the SIG is committed 
to resolving.

The video, conceived by Teri 
Okoro, the group’s chair, has 
been created to mark the WiPM 
SIG’s 21st anniversary. It features 
a number of young female 
project professionals speaking 
passionately about their careers, 
with a view to exciting and 
inspiring the next generation. 
They include Tamsin Millett 
from defence group BAE 
Systems, Gayatri Patel from 
space research company RAL 
Space, Natasha Edwards from 
Royal Mail, and Adetoun Abiola 
from Transport for London.

Drawing on their 
professional experiences, 

they highlight the range 
and variety of industries 
that are open to project 
managers, such as healthcare, 
education, banking, property 
development and many 
others, as well as the diversity 
of skills possessed by project 
managers, including planning, 
organising, communicating 
and managing change.

In addition, the video 
explores the challenges project 
managers face on a daily 
basis as well as the scope for 
learning and development. 
Among the perks of the job are 
a� ecting positive – and tangible 
– change. Millett, for instance, 
expresses the satisfaction she 
feels knowing the Royal Navy is 
out there using equipment that 
she has worked on.

The video is aimed at 
13-21-year-olds and it’s 
hoped that it will increase 
the number of female project 
professionals joining the 
industry. The UK is facing 
a skills shortage when it 
comes to project managers, 
and recruiting more 
women is an obvious way of 
addressing this. While this 
particular initiative is aimed 

at prospective female project 
managers, Okoro revealed 
that the WiPM SIG is planning 
another project, targeting 
corporates and employers, 
with a view to recruiting and 
retaining diverse talent.

The video will be officially 
launched on 18 June and 
available on the APM 
YouTube channel. You 
can also learn more 
about it on Twitter using 
#embracingdiversetalent

THE NATIONAL CONFERENCE OF WOMEN IN PROJECT 
MANAGEMENT WILL BE HELD IN LONDON ON 24 SEPTEMBER 2015. 
EARLY BIRD TICKETS ARE STILL AVAILABLE. 
TO FIND OUT MORE, SEE APM.ORG.UK/EVENTS

5 The total number of women 
on the board at Diageo, where 
women comprise 45% of its board 

68 The average age of the 
female directors on the board of 
British American Tobacco

0 The number of all-male 
boards within the FTSE 100
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AROUND THE UK

KEY FINDINGS OF KPMG’S GLOBAL CONSTRUCTION PROJECT 
OWNER’S SURVEY: CLIMBING THE CURVE

More than 50% 
of organisations have 
experienced underperforming 
projects in the previous year

90% of public-sector 
organisations have had 
projects that flopped

BP TEAMS UP  
WITH ACCENTURE
BP has launched a project to 
transform the experience that its 
customers get at the petrol pump. 
The oil giant has hired technology 
consultancy Accenture to help it 
to improve its product and service 
o�ering by using digital tools and 
advanced customer analytics 
models. Initially, the project will  
focus on Europe but it may be 
extended later. BP wants to  
increase its share of the fuels  
and convenience retail market.

KIER WINS KING’S 
CROSS BIDS
Construction firm Kier has won two 
new contracts with a combined value 
of £130m as part of the on-going 
regeneration of London’s King’s 
Cross area. One of these is for a 
new 45,720m2 o�ce development 
featuring two towers of more than 
10 storeys, retail space and a cinema. 
The other is a 60,960m2 scheme 
to construct a mixture of private 
and a�ordable housing with o�ce 
accommodation and retail space. 

TOP YOUNG TALENTS 
SCOOP AWARDS
The achievements of junior 
professionals from the engineering 
and construction industries were 
recognised at the fourth annual 
Duke of Gloucester Young Achievers 
Scheme awards ceremony at the 
Underglobe in London. The scheme 
rewards young professionals who 
have overcome barriers against the 
odds with mentoring and support. 
Among the winners was Nazma 
Uddin (pictured above), a consultant 
at Rise Management Consulting 
and a member of APM. She won the 
project management award.

£3.4bn: SSE's 
human capital
A landmark report commissioned by SSE has valued the energy 
giant’s ‘human capital’ at £3.4bn. The report, compiled by 
professional services firm PwC, is the first of its kind for a UK 
company. It measures the economic value of the skills and 
capabilities of SSE’s employees.

The value of human capital was calculated by assessing the 
expected lifetime earnings of each SSE employee, depending on 
their skills and qualifications. This figure was then adjusted in 
line with factors such as the length of time each employee was 
expected to serve. Since it employed 19,631 people at the time of 
the report, the average human capital per head was £173,000. The 
total UK human capital value constituted £1.82bn in England, 
£1.12bn in Scotland and £270m in Wales. 

The report also highlights the value to the UK economy of SSE’s 
investment in apprentices. For every £1 SSE invests in apprentices, 
there’s an economic return of £4.29. For technical trainees, that 
figure rises to £7.65.

SSE’s director of human resources, John Stewart, said: “This 
report shows in black and white how both a company and society 
benefits from investment in its workforce through increasing 
earnings for individuals and resulting increased tax payments.”

INDUSTRY 
LEADERS 
DEBATE 
PROJECT 
SUCCESS
In April, APM brought 
leading project 
professionals together at 
a roundtable to discuss 
its recently published 
research, Conditions for 
Project Success. 

Those in attendance 
included Jim Lu�man, 
project management 
director at engineering 
company Rolls-Royce, 
Julie Wood, global leader 
of programme and 
project management  
at engineering and 
design consultancy 
Arup, and Julian Foster, 
delivery director at 
Heathrow Airport.

The independent 
research was based on 
the views of over 850 
project professionals. 
It identifies the impact 
of project failure on 
the economy, the 
environment and 
society and it looks at 
ways of avoiding failure. 

Conditions for Project 
Success formed the 
basis of the discussion 
at the Goring Hotel in 
London, with participants 
touching on subjects as 
varied as planning and 
best practice, governance 
and decision-making, 
culture, social value, 
recruitment and the 
future of the field. 

Alan Macklin, APM 
deputy chairman and 
business development 
director at CH2M, said: 
“It’s taken us down 
routes I didn’t think  
we’d go down.” 
n The report can be 
read in full at apm.
org.uk/conditions-for-
project-success

SEVEN OUT OF TEN  
respondents did not meet the project timetable or budget

69% saw poor  
contractor performance as 
the biggest reason for project 
underperformance

82% expect to see  
greater collaboration with 
contractors over the next five years

06-07_ProjectSpr15_Kick Offv2.indd   7 11/05/2015   11:29



 

Engineering consultant 
Mott MacDonald is 
leading an international 
consortium to assess the 
impact of information and 
communication technology 
(ICT) in schools in Papua 
province, Indonesia, via 
its education consultancy, 
Cambridge Education. 

Commissioned by the 
provincial government 
of Papua, the project is 
funded by the Australian 

Department of Foreign 
A� airs and Trade as well as 
the European Commission 
through the Asian 
Development Bank.

Around 200 schools 
in the province will be 
evaluated, and initiatives 
include an education 
TV channel, web portal, 
mobile apps and a 
distance teacher education 
programme. Papua 
province has the lowest 

education attainment rates 
in the country.

Cambridge Education 
project director Carol Bellew 
said: “Indonesia’s most 
remote schools are in Papua, 
making data collection for 
this project challenging. The 
consortium is overcoming 
this by using a stratifi ed 
sampling methodology and 
employing data collectors 
from regional hubs to visit 
schools near each other.”

MOTT MACDONALD EVALUATES INDONESIAN EDUCATION

ARTELIA EXPANDS 
INTO BELGIUM 
AND ITALY
French project management 
consultancy Artelia Group has 
continued to grow its international 
footprint with two new acquisitions. 
It has taken the Belgian consultancy 
Sher and Italian engineering fi rm 
Intertecno under its wing. Between 
them, the two fi rms have 150 
employees and a turnover of €18m.

In the past three years, Artelia 
has also acquired Appleyards in 
the UK and DPG Plan in Brazil. The 
group employs 3,200 people and 
generated a turnover of €352m in 
2013. The company now has o�  ces 
in 42 locations worldwide.

WINDS HIT CHINA’S 
ENERGY INDUSTRY
Excessive wind turbine production 
in China will force manufacturers 
to look to international markets 
over the next fi ve years, market 
research fi rm CCM suggests. China’s 
windpower capacity grew by 58 
per cent between 2007 and 2013, 
but the production capacity of wind 
turbine manufacturers in the country 
has grown even more quickly and 
outstripped domestic demands. 
While Chinese manufacturers 
can now produce 40GW worth 
of turbines annually, the Chinese 
government’s target is to install 
only 20GW of capacity each year 
between 2015 and 2020.

ALL CHANGE AT CH2M
Global engineering fi rm CH2M 
has adopted a new brand and 
logo, dropping ‘Hill’ from its name. 
Chairman and chief executive 
Jacqueline Hinman explained the 
thinking behind the changes: “The 
last time we rebranded was in 
the 1990s. Since that time, CH2M 
has grown from 5,000 to 25,000 
employees, working in more than 
50 countries, with annual revenues 
of almost US$6bn. Our new look 
refl ects the energy and passion of 
the fi rm and its zest for bringing the 
smartest approaches to the markets 
and industries we serve.”

AROUND THE WORLD

Network Rail secures 
major Middle East contract

8
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KICK-OFF >> INTERNATIONAL NEWS

Network Rail Consulting is part of a British 
consortium that has been appointed by the 
Saudi Railway Company (SAR) to provide 
management and technical support for 
infrastructure, freight and passenger 
operations on the North South Railway. The 
contract is worth £120m over fi ve years.

At more than 2,750km long, the North 
South Railway is one of the largest rail 
projects in development worldwide. 
Once it’s up and running, it will carry 
passengers, freight and heavy haul. SAR is 
responsible for more than 4,500km of rail.

Network Rail Consulting is set to 
provide technical assistance, interim 
management and training for infrastructure 
management on the project. The contract 
includes capacity management, network 
planning, train planning, station operations, 
scheduling, engineering, asset management 
and maintenance management. 

Outsourcing company Serco will 
provide technical assistance, interim 
management and training for passenger 
services, while the Freightliner Group will 
do the same for freight operations.

Dr Rumaih Al-Rumaih, CEO of 
SAR, said: “In order to manage this 
new network, SAR went out to tender 
and invited a number of companies, 
based on their international experience 
in rail operations and infrastructure 
management, to support SAR.

“SAR’s vision is to implement world-
class railway practices and deliver the 
highest standard of technical, commercial 
and operational service excellence to 
customers. It also wants to ensure the 
transfer of technical and operating 
knowledge and skills, including training, 
to provide long-term employment 
opportunities for Saudis.”
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Sticky situation for UK 
oil and gas industries
A report on o�shore 
exploration, investment and 
production by an industry body 
has revealed the impact of rising 
costs, taxes and inadequate 
regulation on the international 
competitiveness of the UK’s oil 
and gas industries. 

The Activity Survey 2015 
highlights the urgency with 
which measures are needed 
to secure new investment and 
address the lack of exploration 
if the UK is to maximise the 
economic recovery of its 
untapped resources. 

The survey found that 6.3 
billion barrels of oil equivalent 
(BOE) are sanctioned or 
under development. There 
are another 3.7 billion BOE 
of potential investment 

opportunities, although fewer 
than two billion of these are 
likely to be developed. 

In addition to this, operating 
expenditure rose by almost  
8 per cent to £9.6bn in 2014. 
Falling oil prices meant 
revenue dropped to just over 
£24bn for the year, the lowest 
since 1998. Along with rising 
costs, this resulted in a negative 
cash flow of £5.3bn, the worst 
since the 1970s.

Cost over-runs and project 
slippage on a number of 
large projects pushed capital 
investment in 2014 beyond 
expectations to £14.8bn. As 
these projects move from 
the investment phase into 
production, there’s little new 
investment lined up to replace 

them. To compound the 
problem, exploration for oil 
and gas in the UK in 2014 was 
significantly worse than hoped, 
with only 14 wells drilled out of 
the expected 25.

Fusing the project world
Project events organiser 
eVa in the UK has 
announced that its autumn 
conference will take 
place at the International 
Thermonuclear 
Experimental Reactor 
(ITER) HQ in France. The 
event, scheduled for 
Thursday 3 and Friday 
4 September in Saint-
Paul-lès-Durance, France 
(pictured), will look at 
major complex projects, 
organisational maturity, 
international collaboration, 
and organisational change  
and governance, among 
other topics. 

Speakers will include 
Bernard Bigot, director 
general of ITER; Professor Steven Cowley, CEO of the Atomic 
Energy Authority; Roberto Saban, head of engineering at CERN 
(the European Organization for Nuclear Research); and Stephen 
Carver, a lecturer at the Cranfield School of Management. Tickets 
can be booked online at http://bit.ly/1ELh2Yi

APM RELAUNCHES 
FRAMEWORK 
APM has relaunched its 
Competence Framework, 
which features 27 competencies 
and 14 role profiles, making it easier  
for organisations and individuals  
to adopt. 

The new-look framework also includes 
a simplified scoring system to help with 
team building, self-development and 
accreditation activities. 

Gill Hancock, interim head of 
professional standards and knowledge  
at APM, said: “The new framework has 
been produced by the profession, for  
the profession, with input sought from  
a range of practitioners.”

The framework is suitable for all 
organisations engaged in project work, 
regardless of size, sector or location. 
It is designed to help organisations 
and individuals to quickly assess their 
project-management expertise.

To find out more, visit apm.org.uk/
competence-framework.
n To find out more about developing 
talent, see page 72 
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71%  of UK organisations 
are spending 10 per 
cent of their budget, 

or less, on cloud 
services, according to 

research by KPMG

 53,317 
The number of 

imported X3 models 
that BMW will  

recall from China 
because of a fault  

in the engine wiring 
harness and  

fuel-supply system 
$248m 
The post-tax loss 

made by Gulf 
Keystone Petroleum 

in 2014
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How long have you been in your current 
job and what do you like most about it? 
I am approaching my two-year anniversary 
with Mott MacDonald. My time is split 
between the o�  ce and site visits and I 
really enjoy the diversity of everything I am 
involved in. Seeing a project develop from 
an initial idea through to completion can 
be quite exciting. As women are under-
represented in the industry, I embrace 
the opportunity to encourage other women 
to pursue a career in construction, and 
shape the future of the industry.

What have been your biggest professional 
challenges over the past 90 days?
I am involved in public-sector projects. 
As there are no approvals during the 
pre-election period, it meant that certain 
project milestones that required ministerial 
approval had to be achieved earlier than 
forecasted. It was vital to manage all 
required deliverables to meet deadlines as 
there was no possibility of an extension.

What is the most important lesson that you 
have learned over the past 90 days?
Things can change quickly – no matter 

how well you plan. You need to be able to 
think fast and react to problems as they 
occur. I believe issues are resolved much 
quicker, and more e�  ciently, when the 
project and client teams share the same 
vision and goals, and work together.

Looking ahead to the next 90 days, what will 
be the biggest challenges facing you?
Unknown challenges are the most testing! 
What seems like a challenge now may 
turn out to be nothing compared with 
something that suddenly presents itself. 
But, whatever it is, we can resolve it.

If you could spend 90 days with anyone – 
living or dead – who would it be and why?
If I had the ability to travel through time, 
it would be interesting to spend some time 
with my parents as teenagers. I would 
be able to fi nd out what they were like – 
especially my dad, who is not with us. It 
would help me to understand them and 
myself better – I would enjoy that. 

 WOULD YOU LIKE TO FEATURE 
 IN 90 DAYS IN THE LIFE OF? 
Email sally.percy@projectmagazine.co.uk

Property professionals 
from across the world 
gathered in Cannes for 
Le marché international 
des professionnels de 
l’immobilier (MIPIM) 
in March. 

Representatives 
from 93 countries 
were present at the 
conference, which 
boasted 22,000 
registered delegates and 
was the busiest it had 
been since the global 
fi nancial crisis struck.

But while the 
property market 

appea rs to be booming 
again – with more 
people apparently 
buying than selling 
– the conference 
served to highlight the 
growing talent shortage 
in the industry.

Andrew Moore, 
senior director of Sweet 
Group, a provider of 
professional services for 
infrastructure projects, 
said: “Our biggest 
challenge currently is 
the competition for 
talent. The recession 
resulted in a lack 

of entrants into the 
industry and, as a result, 
mid-ranking resources 
are now at a premium.” 

He added: “There is 
also a general rise in 
salaries. In contrast, we 
haven’t seen fees rise as 
quickly.” He predicted 
that companies would 
become “more focused 
and selective as to 
which projects they 
choose and for whom 
they work for in order 
to ensure that margin 
and cash-fl ow matters 
are addressed”. 

Bill Phelps, director 
of property and 
asset management at 
project management 
consultancy Artelia UK, 
identifi ed two factors 

driving the resource 
challenge: “One is the 
increase in market 
activity and the second 
is diversifi cation into 
di� erent sectors.” 

MIPIM

 

9 June 2015
Getting a 
Bigger Bang 
for Your Buck: 
Organisational 
Change 
Management,
Manchester

11 June 2015
The PMO 
Conference,
London

16-17 June 2015
Putting Down the 
Roots of Good 
Governance 
(EVA20),
London

24 June 2015
Successful 
Project 
Leadership 
Through Applying 
Insights From 
Neuroscience,
Manchester

3-4 Sept 2015
Fusing the 
Project World 
(eVa in the UK),
France

11-12 Sept 2015
Underground 
Design and 
Construction 
Conference,
Hong Kong

24 Sept 2015
National 
Conference of 
Women in Project 
Management,
London

2 Nov 2015
APM Awards, 
London

12 Nov 2015
Project Controls 
Expo 2015,
London

See the full list at apm.org.uk/events

90 DAYS IN 
THE LIFE OF 

Project meets Arleta Andreasik, 
project manager at Mott MacDonald

DIARY DATES

FOCUS ON...
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‘Innovation through raising money for 
charity’ was the theme for this year’s  
APM Scottish Project Challenge, which  
saw the finalist teams raise approximately 
£10,000 for a variety of charitable causes. 

The competition involved teams 
undertaking a range of activities, including 
a weather balloon launch, producing 
sustainable carrier bags, an online auction 
and the virtual sale of bricks and mortar to 
build the equivalent of a house in Tanzania. 
This was all in their quest to raise money 
and awareness for their chosen charities. 

On 26 March, the APM Scotland branch 
hosted the finals in Aberdeen, won by a 
team from brownfield services company 
Wood Group PSN. The event was kindly 
sponsored by consultancy 20|20 Business 
Group and defence giant BAE Systems.

The winning team consisted of Terri 
Davidson (planner), Laura Duckworth 
(project manager), Sean MacKintosh 
(cost controller), Jack McCracken (risk 
manager) and Andrew Wallace (IT and 
communications). Overall, £6,902.22 was 
raised for their charity, the Vine Trust. 

The Wood Group PSN team was one of 
four shortlisted for the finals evening, and it 
faced tough competition. The other finalists 
represented Robert Gordon University and 
electronic companies Selex ES and Thales. 

Prior to the concluding event, each 
finalist team was required to prepare and 
deliver a project of their choice in order 
to raise money for their chosen charity, 

RECENT APM EVENTS FROM ACROSS THE UK

APM’s Scotland branch hosted 
70 enthusiastic volunteers from 
all over the UK and APM’s Hong 
Kong branch when they attended 
the APM Volunteers' Forum in 
Glasgow on 20-22 March. 

New APM chief executive Sara 
Drake opened the forum. She 
described her extremely busy first 
month at APM, which culminated 
in her meeting many of the 
volunteer branch and Specific 
Interest Group o�cers who 
have created many high-quality 
events, webinars and publications 
for the profession over the past 
year. APM chairman Steve Wake 
updated the attendees on the 
initiatives being developed to 

bring APM closer to its vision – a 
world where all projects succeed.

Forum sessions explored 
APM’s global working, the 
various volunteers’ research 
projects, and suggestions for 
improved ways of working. 
Volunteers were keen to discuss 
and share good practice.

In February, APM’s Midlands 
branch was treated to a seminar 
on how to keep programmes on 
track and teams inspired during 
a period of change. Martin Taylor 
and Elisabeth Goodman from the 
Enabling Change SIG discussed 

how managers could help their 
teams to be ‘inspired’ during 
changes that a�ect the team. 
These changes can ‘hit’ the team 
at any stage of its development, 
whether the team is newly 
formed, already storming, or  
in full, high-performance flow.  

The seminar discussed how 
the programme manager should 
adopt the situational leadership 
approach, being highly directive 
during periods of uncertainty and 
ensuring members of the team 
have one-to-one time to discuss 
concerns and explore their ideas.  

Programme managers can thus 
help team members to become 

‘navigators’ rather than ‘victims’ or 
‘stoical survivors’ of change, and 
so take on more of a leadership 
role within their own domain of 
responsibility, and ultimately be 
more creative and inspired.

For more on enabling change, 
see pages 58-61.

In March, National Trust 
project manager Richard Hill 
presented to London branch 
members on the trust’s work. 
In particular, he highlighted the 
challenges that he encounters 
through dealing with historic 
buildings and materials, as 
well as managing and meeting 
stakeholder expectations.

Innovating 
for charity

 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

The winning team from Wood Group PSN, from left to right: 
Andrew Wallace, Laura Duckworth, Terri Davidson, Jack 
McCracken and Sean MacKintosh, with judge Peter Benton

using core project management skills. 
They had approximately eight weeks to 
complete their project before presenting 
it to a panel of judges and audience who 
voted for the winning presentation. During 
this time, they had to oversee everything 
from planning and delivery through to 
production of a five-minute video and 
group presentation.
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EVENTS << NETWORK

Kent County Council 
hosts organisational 
development 
workshop
Members of APM’s South East branch were 
guests of the Kent County Council (KCC) 
organisation development team for a 
half-day workshop on 31 March. The 
delegates enjoyed an excellent lunch and 
spent valuable time networking and fi nding 
out about each other’s organisations.  

Today, all organisations need to adapt to 
survive. The ability to ‘think commercial’, 
particularly in local authorities and 
organisations such as Network Rail, is 
essential. Speakers from KCC, as well as 
Andy Stiles, a business change manager 
from Network Rail, talked about ways that 
they measure and understand competence 
within their organisations and people. 
This plays a key part in forming strategic 
thinking and planning e� ective change, 
from winning hearts and minds through 
to operational processes. 

Both the organisations operate in 
highly complex environments and 
have experienced signifi cant change. 
They function in worlds with many key 
stakeholders, including customers, 
regulators, the government, suppliers 
and internal groups with distinctly di� erent 
requirements, many of whom consider 
themselves expert in the running of 
public services and railways, from the 
user perspective.

Eileen Roden, a director at Chalk 
House Training, facilitated the fi nal 
session. Under the Chatham House Rule, 
delegates were able to ask questions, 
discuss problems and share experiences, 
which resulted in valuable 
insights being aired. 

The best form of defence
In March, the APM South Wales and West 
of England branch hosted a fascinating 
event at the Friends Life Centre in Bristol 
with Nick Brown, engineering project 
manager within defence equipment and 
support at the Ministry of Defence (MoD). 
He shared his experience of introducing 
new technology into service with the 
MoD, specifi cally the Black Hornet, a tiny 
unmanned aerial vehicle (UAV). 

Brown explained that the advanced 
technology in use by the MoD today can 
be traced back to the end of the Cold War 
and the fall of the Berlin Wall in 1989. 
Until then, technological developments 
were driven by the need to maintain an 
advantage over the enemy. But with this 
need partly removed by the end of the Cold 
War, and cheap manufacturing developing 
rapidly in places such as China, the 
consumer electronics market boomed.

Today, the MoD’s budget for research 
and development has shrunk and it invests 

primarily in highly specialised areas such 
as aircraft, submarines, missiles and tanks. 
One example of this is the Black Hornet, 
a UAV that looks like a tiny toy helicopter. 
Designed to improve the awareness and 
surveillance of troops in Afghanistan, it 
can be fl own for up to 20 minutes by a 
single operative and it is fi tted with three 
cameras that can take stills as well as 
videos. The technology that it uses is based 
on pre-existing mobile phone cameras and 
a global positioning system developed for 
commercial use. At a height of 20m, it can’t 
be heard, and, at 100m, it can’t be seen.

In the early stages, market research 
identifi ed the potential of UAVs, but 
questions lingered over their operational 
safety, weight and soldier integration. A 
range of UAVs were considered, with the 
Black Hornet being chosen for its speed, 
range and user-friendliness, not to mention 
its subtlety. The British Army now has more 
than 300 of them.

PROJECT DELIVERY: MORE FOR LESS
On 18 March, David MacLeod, of training provider Crystal Ball Projects, gave a 
presentation to APM’s Scotland branch entitled 'Project delivery: more for less - 
no pressure then?'.

MacLeod’s presentation dispelled the myth of motivation by deadline. He said 
that often budgets and deadlines are infeasible and he explained how these, in 
essence, destroy both organisational capability and individual motivation.

His presentation enabled delegates to recognise the impact of ‘pressure’ words 
on behaviour, learn why deadlines do not achieve the desired results, and understand 
why the delivery of ‘more for less’ requires trust and honesty.

M
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which resulted in valuable 
insights being aired. 

on behaviour, learn why deadlines do not achieve the desired results, and understand 
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Why did you decide to become a volunteer with APM?
After a successful career as a project, programme and 
change manager, which I thoroughly enjoyed, I was struck 
forcibly about the lack of 
knowledge of what project 
managers actually do within 
the teaching profession. 
Therefore, there is a lack of 
knowledge about project 
management as a career option 
for schoolchildren. This is my 
attempt to rectify that situation. 
I have seen the benefi ts as 
teams of schoolchildren have 
delivered their project for the BOC Environmental Challenge, 
which relates to measuring the carbon footprint of their 
school or college and making it greener.

What benefi ts have you gained from being an APM volunteer?
It has forced me to work on that essential project manager’s 
skill of imparting complex ideas in a simple, easily 
understood way, omitting the jargon. I have met many 
dedicated teachers and presented them with another 
career choice to o� er to the children they teach – a 
career with standing and professional status.

What would be your top tip to an APM member looking 
to become a STEM (science, technology, engineering and 
mathematics) ambassador and APM volunteer?
Be enthusiastic about project management, remember how 
little you knew about project management when you were 
their age, and talk to them as equals. You will be amazed at 
the knowledgeable questions that children ask.

Neil White, a change management specialist and secretary 
of the APM Benefi ts Management SIG, gave a presentation to 
APM’s Thames Valley branch at the end of February. In 'The 
need for why and the importance of how', White described how 
answers to these two key questions help to pave the way for 
successful change outcomes. 

The backdrop for the talk was the rate and scale of world 
change. White described how so much change is a product of 
capitalism and that, as long as profi t is favoured over societal 
values, we must be prepared to tolerate continual change.  

We are increasingly exposed to world events that we have 
little warning of and no control over. Yet we have little choice but 
to respond. Globalisation (enabled through technology) is one 
of today’s greatest change drivers. Our customers are now our 
competitors; they have learned to innovate for themselves. But 
where the wealth is down to technological progress, it almost 
always increases the wealth of the already wealthy.

White referred to a number of specifi c change management 
principles to describe the reason why the question ‘why?’ is so 
important to stakeholders. He emphasised that people must be 
increasingly respected as the most powerful and long-lasting 
tool in the armoury.

Such is our need for shorter and more dynamic change life 
cycles that an organisation’s people should not only be involved 
in the change process, but also enabled to resolve 
how objectives are to be achieved.

The importance of benefi ts management during any 
organisational change was discussed, as the success of any 
change project is directly related to the identifi cation of people 
who will take on responsibility for the realisation of benefi ts.  

White explained that we already have the tools and 
disciplines that we need to e� ect organisational change 
successfully, but success depends on how our organisations 
choose to implement them.  

Name: Neil Runciman
Membership grade: Fellow
Volunteer role: STEM ambassador

You will be 
amazed at the 
knowledgeable 
questions that 
children ask 

Profi le of 
an APM 

volunteer

NETWORK >> EVENTS

PMOs AND ASSURANCE
‘Everything you wanted to 
know about PMOs and audit 
assurance, but were too afraid 
to ask’ was the topic of an event 
organised by APM’s South 
Wales and West of England 
branch in conjunction with the 

Project Management O�  ce 
(PMO) and Assurance SIGs.

Over 90 delegates attended 
the March event, which explored 
the role of PMOs and assurance 
in delivering successful projects, 
programmes and portfolios. 

Speakers examined current 
practice, the latest thinking and 
actual case studies.

Delegates heard that ‘one size 
does not fi t all’ when it comes to 
PMOs – every organisation must 
design its PMO on the basis of 

its own business needs. They 
were also reminded that good 
assurance is both independent 
and proportionate to the risk 
involved. The main challenge is 
to convince project professionals 
of the benefi ts of assurance.
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Sustaining Agile in the Organisation 
6th & 7th October 2015 - London  

Agile is at the forefront of forward-thinking businesses and those organisations who strive for 
innovation.  It helps them to embrace and nurture change whilst sustaining their identity and 
passion for success.  Agile continues to support these organisations and positions them to 
establish powerful strategies to manage all manner of challenges in our ever-changing world. 

Join us at this year’s Conference to hear how some organisations have challenged the older 
values to enable greater flexibility and participation.   Highlighting the process of change and 
focussing on how the implementation of Agile has shown huge benefits. 

• The Agile Enterprise 
• People -The Key to success
• How To...?

www.agileconference.org info@agileconference.org @agilebc15

Register now for Early Bird rates

10% Discount code for APM Members: APM2015 

Keynotes  |  Presentations  |  Workshops  |  Interactive Sessions  |  3 Tracks

Organisers:

015_APM_Jun_15.indd   15 11/05/2015   15:22



Project 
Management  
at Manchester

The School of Mechanical, Aerospace and Civil 
Engineering at The University of Manchester 
is a global leader in the delivery of project 
management education. With over fifty years 
of experience in the postgraduate education of 
project managers, we continue to enhance our 
delivery, which in turn shapes future practice.   

Project Management  
Professional Development Programme  
(Blended Learning) 
Accredited by APM, GAC-PMI and ECITB  

Our flagship programme, which is led by Rolls-Royce, AMEC 
Foster Wheeler, Sellafield, E.ON and UTC Aerospace Systems 
(UTAS), has graduated over 450 students since 2003.

Due to the success of the programme in Manchester, it is now 
delivered in partnership with institutions in Singapore and Brazil.

Rather than simply acquiring knowledge and theory, the course 
focuses on the practical aspects of managing projects. This 
facilitates the development of critical thinking and reflective 
practice, which adds value to students and their companies. 

The programme’s blended learning approach combines  
face-to-face teaching with web-enabled technology through 
our virtual learning environment. Students attend two-day 
plenaries every six months and two one-day mid-term events. 
This provides significant networking benefits across a wide 
range of industry sectors, including aerospace, nuclear, energy, 
construction, IT and finance. 

Students build their course of study by registering for modules 
individually. Study can be for CPD, Postgraduate Certificate, 
Diploma and/or MSc. Students have typically been sponsored 
by industry; however, we now accept applications from suitably 
qualified and experienced individuals. 

Project Management is part of a suite of professional 
development programmes that we offer at Manchester. 

For further information, please contact Michelle Fox:

email: pdpmanager@manchester.ac.uk  
tel: +44 (0)161 306 8965
 @UoM_pdp
www.mace.manchester.ac.uk/pdp

School of Mechanical,  
Aerospace and  
Civil Engineering

CPD/PGCert/PGDip/MSc
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STAR LETTER
PROJECT IS BEST READ ALL-ROUND
The spring issue of Project was one of the best magazines I have read across the board. Every 
page was full of really useful information, advice and views. I read many magazines each 
month on housing, personnel, local government, IT, construction and housebuilding, the 
voluntary sector and the charity sector. Project stands out above many titles and the spring 
issue is truly outstanding and worth retaining – which is exactly what I will be doing. I will 
be using it as a learning resource for a long time. Thank you and congratulations.
Duncan Aitkens, housing services director, Arneway Housing Co-op

Your view
Please send your letters to Project’s editor, Sally Percy, at 
sally.percy@projectmagazine.co.uk. Letters may be edited for publication

FOLLOW 
PROJECT 
ON TWITTER 
TODAY
www.twitter.com/projectmag_

AFINITI LIMITED
@afi nitiltd

 @SPercy_Project We are 
all reading the new Project 
magazine here today – congrats 
on a great fi rst issue! #pmot

PM.INC
@PMinCornwall

 Loving the new look and feel 
(tactile paper stock) of the new 
#spring edition of @projectmag_ 
@APMProjectMgmt #pmot

ALLEN RUDDOCK
@ARRAPM 

 What steps can you 
take to learn #leadership 
http://dld.bz/d9fyy  #pmot 
#projectmanagement

LINKY VAN DER MERWE
@virtualpm

 Project Management: Pulse of 
the Profession 2015 http://www.
virtualprojectconsulting.com/
pulse-of-the-profession-2015/ 
… #pmot

JOSÉA MARTÍNEZ BUENO
@MartinezBuenoJA

 You Should Know This, But 
You Don’t. #ProjectManagement 
#pmot http://ow.ly/LnnyF  vía 
@pmhut

             LINKEDIN / UNDER OATH
>> THE ISSUE
On APM’s o�  cial LinkedIn 
group, Benedict Pinches, 
associate director at 
RocSure, asked an 
interesting question about 
oaths: “In 2009, a bunch 

of MBA students at
Harvard made an oath 
that committed them 
to act in certain ways. 
Should project managers 
construct a similar oath 
to guide them?”

>> THE REACTION
“No. Actions speak louder 
than words. I don’t need 
to take an oath to manage 
with integrity. Oaths 
are no substitute for 
e£ ective leadership.”
Iain Meyrick, 
operations manager

             LINKEDIN

Follow Project’s editor, 
Sally Percy, on Twitter. 
www.twitter.com/
SPercy_Project

AGILE ISN’T EVERYTHING
I read the article on ‘Lessons Learned from 
2014’ (see Project, January 2014, page 14). 
But I believe that Project is ignoring the fact 
that the agile development approach has 
been used on major database projects and 
has failed more than any other approach.

What is strange is that the article ignores 
the use of agile on a failed project (NHS 
patient record system) and suggests agile as 
a solution for future projects of this type. 
We have seen the same reporting in 
America, on failed healthcare database 
projects. Agile was used, failed, and is 
now suggested as the future solution.

Last year, Adrian Dooley wrote an 
excellent APM blog entry entitled ‘Agile 
with everything’. I made the following 
supporting comment: “‘Technical debt’ 
(an agile term for fundamental rework 
in the future) is growing because of 
insu�  cient design upfront. The practice 
of agile development alone is dangerous 
and that is why it has not been adopted 
on engineering and other critical projects. 
Do not blame the training companies; 
they follow the fashions.”

SUPPORT THE SPONSOR
I would echo the sentiments in Nick James’s 
letter (see Project, spring 2015, page 16) 
regarding the role of the sponsor. But I did 
get the feeling that through the checklists, 
the sponsor was seen as part of ‘process’ 
and not part of governance.

In the project world, we can all get 
bound up in ways of doing things. What I 
see neglected is the role and support that 
the sponsor receives. It can be a lonely 
experience, and yet I don’t see enough 
space dedicated on the web, and in print, 
to the sponsor. He or she is an integral (and 
sometimes maligned) part of the project 
or programme. I feel that there should be 
space within our organisation to specifi cally 
cater for the sponsor community. Perhaps 
like-minded people could get together to 
champion the role of the sponsor. What do 
other people think? Ian Koenig, managing consultant, 

Quality IS Projects, Inc Andrew Spiers, senior scheme sponsor

PROJECT
CASE STUDY: PROJECT GUARDIANTackling o� enders with the British Transport Police

8-PAGE TRAINING SPECIAL
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HOW TO CONTROL CHANGE IN A PROJECT
Posted by Paul Naybour on 23 March 2015

In a well-planned project there will 
be scheduled milestones and regular 
formal reviews, which allow those 
involved to assess progress, discover 
new risks and identify issues that might 
require a change to the project, such as:
n Inadequate business requirements;
n New information coming to light;
n External changes in the market;
n Changes in organisational strategy;
n Availability of new technology; and
n New regulations being imposed.

As a result, it may be necessary 
to change the project scope or 
requirements. These changes need 
to be managed very carefully and 
uncontrolled changes to the project 
plan can cause chaos and confusion 
within the project team. So, just how  
do you implement alterations in a 
way that will not risk losing control 
of changes, but still ensure that the 
project is viable and can meet the 
business goals?

A change control process is simple, 
but needs to be followed rigorously;  
it provides a way to document,  
assess and prioritise changes so that 
each change has a defined, measurable 
purpose in contributing  
to project success.

The basic elements of a change 
control process are:
n Submit change request. Document 
each issue separately in a log because 

the chances are that you will have to 
prioritise them if inadequate resources 
are available (which is quite likely).
n Initial review. Determine if the 
change should be considered at all; 
each change must have a single,  
clear problem that will a�ect the  
project outcome.
n Detailed assessment. What would 
be the outcome if the change were 
not implemented and what will be 
the impact on time, quality, cost and 
benefits if it is implemented?
n Recommendation. Decide whether 
to approve, reject or defer the change, 
giving reasons for the decision.
n Modify the plans. Communicate  
the changes to those involved.
n Implement the modified plans. 
Documenting changes in this way  
will be a learning experience for  
future projects in addition to being  
a way of controlling change in the  
current project.

 PAUL NAYBOUR  
is business 
development 
director for Parallel 
Project Training

 PROF STEPHEN WEARNE  
is a member of the project 
management and sustainability 
group at the University of 
Manchester’s School of 
Mechanical, Aerospace  
and Civil Engineering

Best of the blogs
Using extracts that first appeared on APM’s website, Project learns what 
APM’s bloggers have been debating. The blogs are in full at apm.org.uk/blog

IS IT URGENT? REALLY? 
REALLY URGENT?
Posted by Prof Stephen Wearne on 26 March 2015

I get my emails to others read by heading them ‘not 
urgent’. I guarantee these are read first. Why? Because 
the word ‘urgent’ is overused. 

So what is a really urgent project? 
Restoring the East Coast main line after major 

destruction of track, power and signalling was surely 
an urgent project. As was building a temporary rail 
station north of the river through Workington to enable 
a train service to be connected with the centre of the 
town after flooding had destroyed the road bridges. 

Similarly, temporary beams to restore the only 
bridge connecting Arnhem Land with the rest of 
northern Australia, a temporary power supply to 
central Auckland, New Zealand, and many repair jobs 
such as restoring and strengthening riverbanks against 
surging water levels. 

We have had access to 12 such projects. 
n All were models of successful project management. 
n Vertical project teams were formed, embracing 
executive authority, expertise and stakeholders. 
n Time was taken to plan. 
n Expertise led. 
n Contacts from planning for emergencies speeded  
up cooperation. 
n Meetings were decisive. 
n Ready resources were adapted to needs. 
n Transitions back to normal were planned. 
n Keeping personal records helped thinking. 
n Lessons were agreed on preparing for future surprises. 

All good. But which of these are essential to 
urgent projects? Must there be a single team 
combining power and all interests? Must urgent 
work be managed as a project? Need action await 
thinking? Cannot each party proceed with action to suit 
themselves? Should procedures control the selection 
of resources? Our conclusions come from 12 quite 
di�erent, but all successful, cases. 
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CONTACT LAURA TAYLOR -  
LAURA.TAYLOR@APM.ORG.UK
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Projects are a human endeavour. People 
plan, work on and deliver projects. For 
all of the technology and methodology, 
it is your team of people, and how they 
interact with the stakeholders around 
them, that is the most important 
contributor to the success of your project.

The big challenge many projects face is 
that they represent a disruptive influence 
on an existing culture. And, while that 
culture may not be highly productive nor 
deeply enriching, it is often comfortable 
for the people involved. A project can 
shake up cultures and present people with 
an uncomfortable challenge.

So, for project managers, the so-called 
‘hard skills’ of scoping, programming, 
risk management and project control are 
barely the start of your skill set. These 
represent nothing more than the barriers 
to entry into the profession. The measures 
of your long-term success will largely 
relate to how you handle the human 
factors of project management.

It is worth examining what these 
human factors are. The best project 

managers put substantial work into their 
projects, from day one, in creating the 
culture that they need – whether it is 
stable, innovative, supportive or hard-
driving. At the heart of a strong culture  
is a clear articulation of a vision and 
values for the project.

These project managers support 
this with an unremitting focus on 
communication – with their immediate 
project team, and with their wider 
stakeholder group. These processes 
establish trust and build the working 
relationships that foster true collaborative 
working. Last on my list is committing 
to developing the people for whom the 
project manager is responsible. Good 
project managers use the project as a 
vehicle for learning, skills development 
and building reputation. 

A lot of this can be bundled up under 
the heading of ‘motivation’. Any capable 
project manager will have a good 
understanding of how to get the best from 
their people, day-to-day, through the ups 
and downs of a long, complex project. 
And there are two levels, first articulated 
by psychologist Frederick Herzberg.

People cannot be motivated by their 
work when they are actively demotivated 
by aspects of it. As a project leader, 
you must prioritise taking care of what 
Herzberg termed the ‘hygiene factors’. 
These are the little things that bug people. 
Fight for the conditions and the resources 
that allow people to get on with their 
work without constantly feeling ground 
down by frustrating peripheral issues.

Only when you have done this can you 
start to really motivate people. There are 
four big levers you can pull to provide a 
GRAM of motivation – a handy acronym. 

G is for Growth. We need to feel we are 
learning and getting better at what we 
do. Set people challenges that allow them 
to increase their skill levels and feel that 
your project is a step towards a higher 
level of responsibility, mastery or status. 
R is for Relationships. Our workplace 
relationships are every bit as important 
as those outside – they occupy more of 
our waking hours than relationships with 
family, friends and even life partners. 

A is for Autonomy. When we do not feel 
we have su�cient control of our lives, we 
experience stress. By giving control and 
allowing people to manage part of their 
own workload, we remove a source of 
stress and, therefore, under-performance. 
M is for Meaning. Without a clear purpose 
and meaning for what we are doing, we 
find the ‘why?’ blocks motivation. Which 
brings us back to the need to create a 
strong vision and values that give your 
project meaning to the people involved.

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

There is a simple technique to getting the 
best out of your people. MIKE CLAYTON explains

Without a clear 
purpose and 

meaning for what 
we are doing, we 

find the ‘why?’  
blocks motivation

   Do you give  
a GRAM of 
   motivation?
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Projects across industries and geographies 
struggle to meet the most basic targets. 
Five out of 10 technology projects, six 
out of 10 energy projects, seven out of 10 
dams, nine out of 10 transport projects 
and 10 out of 10 Olympic Games do not 
meet their cost targets. This trend has 
been constant, and there has been no 
improvement over the past century. Why?

Project management has reinvented 
itself many times. Professional 
communities have codified and shared 
detailed best practices. Innovative tools 
allow us to model complex projects, and 
enable us to simulate and understand 
intricate interdependencies. Yet, if the 
goal was to improve project performance, 
all these strides seem wasted.

Our ongoing research has found 
there is a fundamental flaw in the 
thinking of many project professionals 
and academics. Solutions to fix project 
performance attempt to make our mental 
models of projects more lifelike. They try 
to capture more of the complexities, more 
of the detail. They aim to replicate the 
success of weather forecasters, yet they do 
not achieve the same results in terms of 
predictability and accuracy of outcomes. 

 This is because project, programme and 
portfolio leadership will not succeed by 
modelling complexity – they will succeed 
by understanding simplicity. We found 
that masterbuilders use simple heuristics 
and rigorous programmatics to succeed in 
project management. 

First, leading psychologist Gerd 
Gigerenzer has demonstrated that 
heuristics – the simple rules and 
intuitions that guide true experts – 
perform as well as, and often exceed, 
sophisticated complex models. Project 
leadership is therefore not about 
understanding and managing more 
complexity, more detail and more data. 

Instead, following simple rules is likely 
to better contribute to success. These rules 
include: “Size is dangerous, physical and 
temporal – break it down where you can,” 
or “Don’t always do! Understand the value 
of not acting,” or “Think from right to 
left,” and many more. 

Would these heuristics work for you? 
What are yours? You need to know, and 

if you don’t, you should probably not 
be leading any projects of consequence. 
Indeed, Gigerenzer’s most famous book, 
Simple Heuristics �at Make Us Smart, 
demonstrates how leadership is about 
using heuristics that make us succeed.

Second, innovation research has 
taught us the important lesson that it is 
not the inventor, but the innovator, who 
succeeds. It is not the person with the 
brilliant idea, the flash of genius, who 
successfully disrupts industries. It is the 
system builder. Great leadership is not the 
work of a single person, but the building 
and orchestrating of the whole project 
system. We found that programmatics – 
key activities programmed into rigorous 
structures and processes – are how 
project masterbuilders build their  
systems for success. 

One of us studied how architect Frank 
Gehry succeeds. The key question was: 
how can someone build iconic buildings, 

such as the Guggenheim Bilbao, on time, 
on budget and exceeding the expected 
benefits, over and over again? 

Gehry shared his vision: it’s about 
power. Project managers need to reclaim 
the title and position of masterbuilders, 
like the cathedral builders in the Middle 
Ages. And we have shown how this 
might be possible: by using simple, 
smart heuristics to make decisions and 
rigorous programmatics to build the 
project system. This is what we research 
and teach at Oxford – including coaching 
managers to develop their own personal 
set of eight to 10 key heuristics that will 
work for them. 

Lastly, we would like to make an 
invitation: if your experience and 
thinking resonate with our research into 
the heuristics and programmatics of 
masterbuilders, or if you disagree, we 
would like you to join the debate. We 
would like to work with you and your 
leadership team so that we can all learn 
more and succeed with our projects. 

Why do  
  projects fail?

 BENT FLYVBJERG  
is the first BT 
professor and 
inaugural chair of 
major programme 
management at 
Oxford University’s 
Saïd Business 
School

 ALEXANDER  
 BUDZIER   is a 
researcher in 
major programme 
management at 
Oxford University’s 
Saïd Business 
School

How can someone  
build iconic buildings, 
such as the Guggenheim 
Bilbao, on time, on  
budget and exceeding  
the expected benefits,  
over and over again?

It’s the burning question that we all want answered.  
Here, BENT FLYVBJERG and ALEXANDER BUDZIER argue their case
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No one wants a project to fail. The question is, what 
to focus on in order to ensure success? Is it better to 
concentrate on ways to motivate and inspire a team, or on 
developing quantifi able checks and balances that control 
the process and prevent failure? I have found that it is best 
to focus on the latter.

All the motivational talk in the world will not help a fl ight 
crew get a plane from one place to another. The crew 
needs to know where they are going and how they are 
getting there. A check of the plane’s systems needs to be 
done before take-o� , and the plane needs to be fi lled with 
enough fuel to reach its destination. 

Project controls serve a similar function. Before 
the job takes o� , the team needs a plan that identifi es 
the project’s goals, the scope of work to be done, 
the roles and responsibilities for each party involved, 
the communication protocols, the deliverables to be 
produced, and a schedule with the project milestones. 
A check needs to be done to make sure that the right 
sta�  ng is in place, all the necessary resources are 
available, and that there is a well thought out plan for 
quality control. Most importantly, the budget needs to be 
aligned with the work that needs to be done or the team 
will be running on empty before the e� ort is completed.

Project controls provide a means to guide the team and 
track progress during the e� ort, measuring performance 
against the baseline that was initially set – just as a plane 
is carefully monitored during its fl ight. 

Without controls, a project is destined to failure. 
Nothing can make up for this. Controls must be present 
to ensure success.

You might think it’s a matter of semantics but I disagree. 
Making projects succeed is infi nitely more important. A 
focus on preventing failure can be counter-productive. 

As project leaders, we are setting the project culture 
through what we say and do. Others in the organisation 
constantly watch us and respond to our actions. They 
remember the moments when our words about 
putting people before process don’t stack up with their 
experience for longer than they remember any formal 
pronouncements about project values.

These dynamics have a profound impact. The 
consequences go far beyond motivation. In my 
experience, a focus on stopping failure can morph into 
succeeding at all costs and a controlling culture where 
people are afraid to speak about what’s really going on. 

A focus on making projects succeed starts with 
recognition that culture determines outcomes. It demands 
that we become laser-sharp at identifying and infl uencing 
the human and organisational dynamics that shape 
culture and undermine delivery – as part of mainstream 
activity. It has implications for every aspect of project 
management, from governance to our behaviour. 

This is challenging stu� . These dynamics are largely 
invisible – unless you know to look for them. Think I’m 
being fanciful? Research led by Professor Terry Williams 
into early warning signs for complex projects concluded 
that a) formal project review processes will be ine� ective 
until they can pick up on the subtle dynamics of group-
think, political pressure and inconsistent decision-making, 
alongside progress and fi nance and b) the main challenge 
is in our heads – too many of us are blind to these issues. 

Success means learning to read the human and 
organisational dynamics that undermine delivery.

 
 SEAN CUDDAHY  AIA is a senior project manager 
and associate vice president at HDR, an international 
architectural and engineering fi rm based in the US CAROLE OSTERWEIL  is a director with OMQ Consulting

Is making projects succeed 
more important than 

stopping them from failing?
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You might think it’s a 
matter of semantics but I 
disagree. Making projects 
succeed is infi nitely more 
important. A focus on 
preventing failure can be 
counter-productive 

No one wants a project to fail. The 
question is, what to focus on in order to 
ensure success? Is it better to concentrate 
on ways to motivate and inspire a team, 
or on developing quantifi able checks 
and balances that control the process 
and prevent failure? 

Two di� erent industry commentators argue the case  for  and  against
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FORMULA
What does it take for a project to be recognised 
as a success? DAVID CRAIK investigates

In March, MPs raised concerns about 
the future of the government’s £11bn 
programme to install energy-saving 
smart meters in the UK by 2020. They 
warned of “technical, logistical and public 
communication issues” that were causing 
implementation delays.

It is possible that the programme 
could join a litany of similarly expensive 
doomed public- and private-sector 
projects. Telecoms group TalkTalk recently 
abandoned its new internet-based 
customer service software. Meanwhile, 
the BBC cancelled its £100m Digital 
Media Initiative in 2013 and, back in 2011, 

between all parties, and clearly specified 
and recognised goals and objectives. 
They all encompassed named and active 
sponsors, a secure funding base with tight 
budget controls, thorough pre-project 
planning, regular monitoring, realistic 
time schedules and all suppliers being 
aware of a project’s needs.

So, if these factors are critical, why are 
they often not put in place?

Organised chaos
Projectplace, an online collaboration 
technology pioneer, o�ers some insight 
here. In its own research report, �e 

the NHS famously scrapped its £12bn 
computer upgrade scheme.

So how can organisations and project 
managers best create the conditions  
for success and prevent embarrassment 
and expense?

Last year, APM conducted in-depth 
research entitled Conditions for Project 
Success. The research was based on  
a review of relevant literature along with 
interviews conducted with senior project 
professionals and educators.

The ‘success factors’ that were 
identified included e�ective governance 
with clear and regular communications 

MAGIC
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Chaos � eory, it says: “Managing 
projects has never been so tough. 
Project managers are working longer 
hours as their bosses and stakeholders 
maximise productivity.” 

It found that projects were becoming 
more complex, with project professionals 
having to cope with smaller budgets and 
tighter timelines. Common challenges 
included managing geographically 
dispersed teams as well as maintaining 
data security and version control. 

Keeping all team members motivated, 
engaged and working towards a common 
goal was another di   culty – and often 

exacerbated by poor communication. 
Indeed, the survey found that 37 per 
cent of project managers cited lack of 
communication between a team as the 
biggest collaboration challenge. 

Survival strategies
Anthony Lewis, a project manager 
working on the UK smart meter roll-out 
for the Data Communications Company, 
believes that having small goals at the 
beginning of a project is key.

“You can say ‘we are going to 
implement ID cards by 2017,’ so you have 
a hard end date,” he says, “but everyone 

ends up careering towards that big goal 
and they don’t think about the small goals 
needed to get there. You have to start 
small because it is a new project and you 
don’t know if it is going to work. You have 
to have the fl exibility to test and iterate.”

Lewis says that project managers 
should try to counsel sponsors from 
making big, sweeping statements about 
a project’s end goal. “That’s di   cult to 
do,” he admits. “But projects run late 
because they are too ambitious, too early. 
It’s fi ne to commit to a big goal such as 
president John F Kennedy saying that 
we will have a man on the moon by the 

ROLE OF TECHNOLOGY

What role does technology have to 
play in underpinning project success? 
Without doubt, new technologies such 
as Skype, the cloud and smartphones 
are helping to improve communication 
between all parties.

Meanwhile, Alan Shefveland of 
Changepoint advocates the use of 
project portfolio management software. 
Changepoint argues that many 
projects fail or go wrong because it 
becomes di�  cult to access key project 
information. Important data is lost in 
emails that are fi led incorrectly or simply 
deleted – or else details are hidden away 
in multi-versioned spreadsheets.

Business leaders need instant 
visibility into performance, costs 
and budgets, Changepoint believes. 
Meanwhile, team members need 
visibility into status, dependencies and 
what stage tasks are at.

“A technological platform will help 
you to see the collisions of change 
coming,” says Shefveland. “It gives you 
a mechanism to manage everything and 
supports governance.”
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Do not have 
more than eight 

projects on the go 
at one time. Delegate 

responsibility for 
everyday tasks, such 

as planning, if 
you feel that your 

motivation is 
dwindling.

HOW  TO 
MAKE YOUR 

PROJECT 
SUCCEED

cycle of the project, the changes will be 
absorbed into the company.”

Project professionals can play a role 
here, he suggests, by convincing the 
‘C-suite’ in an organisation that their 
ownership and direct involvement in 
a project is “directly linked to how they 
are compensated”. 

Casper Ryborg, head of PA Consulting 
Group’s project management practice, 
argues that the character of the project 
manager is also important. “At a start 
of a project, people are happy and self-
confi dent. But the project manager who 
starts o�  enthusiastically selling the 
project may not be the best person to 
drive it,” he says. 

“They just don’t have the right 
capabilities when the scope of a project 
changes or things go wrong. They are 
not a good change leader. They see 
running a project on a day-to-day basis, 
dealing with governance, reporting, and 
prioritising resources as a bit boring. The 
skill sets are di� erent.”

The scope of a project, he adds, can 
change if the people involved come up 
with new ideas to progress it or think
that it could also solve other issues 
within an organisation that were not 
initially identifi ed. 

“They move away from the 
project’s core idea. The scope changes 
dramatically,” Ryborg says. “It is easy, 
then, for a project manager to say, ‘I want 
more budget or more scope’ when really 
the right decision is to postpone or close 
a project. Is the discipline and governance 
of the project strong enough?”

He says that a “robust alignment” and 
strong governance are needed to deal with 
the inevitable scope change. “You have 
to discuss whether the scope change is 
really something you want to do and if 
it can be controlled for the good of the 
organisation. You must fi nd the absolute 
minimum to deliver it with. That’s 
hard for project managers because they 
naturally like to do more,” he states. “They 
also like to be a big star, boasting that an 
initial £50m project has turned into a 
£100m one. They want to be the heroes.”

It is why the relationship between 
the project manager and the steering 
committee has to be “constructive, 
supportive, honest and proactive”.

Ryborg believes that project managers 
need to “supplement themselves” with 
someone who is happy and competent 
enough at doing those everyday, and 
sometimes grey, tasks.

“At PA, we use a profi ling tool that 
matches the skills of a project manager 

end of the 1960s, but that was a mission 
statement. It had to be iterated 11 times – 
so 11 missions – before it succeeded.”

E� ective governance is essential to keep 
projects on track, according to Lewis. 
He advocates monthly project boards 
and weekly project calls. “You need good 
communication and a structure in place 
to ensure that you stick to the original 
business case.”

Project professionals also have to be 
conscious of senior sponsors losing 
their appetite for the project. “Perhaps 
it’s because the original sponsor has 
moved on, but you see a reduction in the 
availability of the senior team,” Lewis 
states. “If they lose interest, they never call 
you. But you can rekindle their interest by 
re-stating the project’s goals in a public 
forum, such as a project board.”

Intriguingly, Lewis raises the prospect 
of project professionals being brave 
enough to ‘can’ projects if they are not 
working. “More should be canned but 
project managers want them to go on,” 
Lewis says. 

“Project boards also need to be braver. 
They need to look at the reality of 
a situation and say: ‘Are we going to 
achieve anything by continuing?’.” 

Governance matters
Alan Shefveland, from project portfolio 
management solution provider 
Changepoint, agrees that project 
managers need to know that the support 
of senior sponsors will be maintained. 

“Not just sponsors. The whole business 
must take positive ownership of the 
outcome,” he says. “Too often the top 
executives don’t participate. There is not 
enough understanding about how the 
project will impact on an organisation.” 

He says project managers should ask: 
‘Does the organisation have the overall 
capacity to take the changes?’.

“There is too much focus on completing 
the project without really understanding 
the goal and what company benefi ts 
it will bring,” he continues. “Good 
governance will ensure that, after the life 

“Project managers like to 
do more. They like to be a 
big star, boasting that an 
initial £50m project has 
turned into a £100m one. 
They want to be the heroes”

with where a project’s life cycle is sitting,” 
he explains. “That leads you to either 
keeping the project manager, replacing 
them, or fi nding a supplementary person. 
It is a pity to lose the person who had all 
that momentum at the beginning.”

A project manager can recognise their 
own failings but only if they have the 
necessary experience.

“When you have a mature project 
manager, they will recognise their 
strengths and weaknesses and ask 
themself: ‘Am I the right person for this 
project?’,” Ryborg says. “But it is still a 
taboo to say that you are not the person 
to take this project further. Most will stay 
with the challenge.”

Shefveland says that project managers 
also take on too many projects at one 
time, leading to stress. “If you have too 
many projects in play, you can have 
chaos,” he states.

Myths and misconceptions
Are there any myths or misconceptions 
about what signifi es a project’s success?

“The classic measures of success are 
‘on time’, ‘on budget’ and ‘delivered the 
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Be realistic. 
Set small goals at 

the beginning and be 
prepared to be fl exible. 

The course of the project 
may not run smoothly 

and you may end up at an 
end point that is di� erent 

from what you fi rst 
envisaged.

Use collaboration 
tools that allow senior 
management, project 

managers and team 
members to keep track 

of actions and project 
milestones more easily.

Don’t try 
and keep every 

stakeholder 
happy. It is 

unlikely 
to happen.

Use technology 
to help you – the 

cloud, smartphones 
and project portfolio 

management 
software.

Communicate 
regularly 

with sponsors.

Put in place a 
fl exible working 
policy to ensure 

that project managers 
strike a healthy 

balance between 
their working and 

personal lives. 

benefi ts case’,” Lewis says. “You don’t 
always get three out of three, or even one 
out of three. A lot of projects are on budget 
but don’t deliver benefi ts. Then there 
should be some soul-searching, asking 
did we do the best we could, could we 
have done anything better? Many project 
managers just go down the pub, say ‘Thank 
God’ and move on to the next one.”

He urges project managers to instead 
mix the beers with a discussion on the 
processes and systems undertaken so that 
“they can become more competent and 
ensure they make fewer mistakes”.

Shefveland says: “By the time some 
of my projects were done, the original 
owners had gone. They were no longer 
there, so the value of the project was no 
longer there. We were on time and on 
budget but one of the challenges of being 
a project manager is realising that you can 
be successful but not be successful.”

Adrian Dooley, of Praxis Framework, 
says it can take many years to truly 
measure success. “Success is not as easy 
to pin down as we like to think. The 
Millennium Dome and the Millennium 
Wheel are classic examples of projects 

Regularly monitor 
and review the 

project and be careful 
of scope creep on 

budgets and 
project timelines.

“There should be some 
soul-searching, asking did 
we do the best we could? 
Many project managers 
just go down the pub, say 
‘Thank God’ and move on 
to the next one”

the process and turn it into a production 
line. It’s why we need project managers to 
be more holistic, more fl exible and more 
sophisticated. They need to be intelligent 
– with the basic skills, but able to assess 
an environment and manage accordingly.”

Dooley argues that project managers 
and sponsors also need to take a realistic 
and mature view about the course that a 
project takes. “Everyone has to buy into it. 
You can’t keep all your stakeholders 
happy all of the time and you can’t be 
precise about every aspect,” he says. “At 
every junction you should make a sensible 
decision, keep in close contact with your 
team, and accept that the destination 
may not be the one that everyone initially 
thought we would reach. But the one we 
get to is one we are all still happy with.” 

 DAVID CRAIK  is a freelance 
business journalist

that were once considered failures,” he 
says. “You can achieve your goals and 
objectives, but perceptions of success 
change over time.”

He believes it is too simplistic to list a 
series of checklists that project managers 
have to follow to ensure success.

“Every project is unique,” he says. “It 
is di�  cult to say: ‘Here are the top 10 
reasons for failure.’ You can’t mechanise 
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When prime minister David Cameron used 
Imperial War Museums London as 
the backdrop to announce plans to 
commemorate the centenary of World 
War One, it was clear that the museum 
would loom large in those plans. 

In fact, the plans included a £35m 
refurbishment of the museum with 
new First World War galleries, with the 
reopening in summer 2014 forming “the 
centrepiece of our commemorations”. It 
was a deadline that had been committed 
to on a very public scale. Extensions 
would not be an option.

The centenary commemoration was 
an obvious driver for renovation of 
the museum. It was not the only one, 
however. Imperial War Museums London 
is one of five branches of the Imperial War 
Museum family: the others being HMS 
Belfast, the Churchill War Rooms, and 
museums in Duxford and Manchester. 

“The [London] building had not had 
serious investment for nearly 20 years, 
unlike some of the other sites,” explains 
Ann Carter, Imperial War Museums 
London programme director. “It was 
Imperial War Museums London’s turn 
to have some serious work done. Over 
time, the visitor and gallery spaces had 
developed organically and they no longer 
made sense.” 

‘Making sense’ is an ironic choice 
of phrase for a building that was once 
home to Bethlem Royal Hospital, more 

The centenary of World War One was not a deadline that 
could be missed, explain ANN CARTER and ALEX THISTLETON

WORDS: Jo Russell   
PHOTOGRAPHY: Will Amlot

out and the side galleries extended in 
order to display the museum’s large object 
collection throughout, rather than on one 
floor as it had been displayed previously. 
A new shop and café were to be added 
and the building opened up to the park 
encompassing it. The museum made the 
decision to bring in external consultants, 
recognising the experience they could 
o�er in terms of project management, 
construction and costs skills, that it did 
not, as a museum, necessarily have in-
house. Project management was run  
by Deloitte, with Turner & Townsend as 
costs consultant, and Foster + Partners  
as architects, alongside a number of other 
specialist providers.

Having weighed up varying 
procurement options, Carter opted to 
go down the construction management 
route. “That was a deliberate decision, 
because we were designing, procuring, 
demolishing and building simultaneously. 
With such a historic building and the 
issues you inherently face, it was best 
to be able to retain control over the 
construction as it developed rather than 
give it wholesale to a single contractor,” 
she says. 

Clearly, this meant that the risk 
ultimately lay with the museum, but the 
disadvantages of this were outweighed by 
the increased control and flexibility. “We 
went in with our eyes open and it fitted 
our circumstances.” 

MUSEUM

BEHIND 
THE 

SCENES
AT THE

commonly known as ‘Bedlam’, yet now 
plays host to, among other immense 
objects, a Spitfire, a V-1 doodlebug flying 
bomb and a Harrier fighter jet. 

The hospital building opened in 1815, 
but over a century later it had ceased to 
be the correct type of environment in 
which to treat mental illness. It was sold 
to press baron Lord Rothermere, who 
was persuaded to allow it to become 
the new home for the Imperial War 
Museum, previously located in a small, 
overcrowded site in South Kensington. 

“We have a fantastic historic building, 
but it was never meant to be a museum. 
All of the windows at ground-floor level 
had been blocked up during previous 
works, and we have large objects to 
display in a relatively small space,” says 
Carter. “But you work with what you 
have, rather than against it.”

Setting plans in motion
A master plan for a comprehensive 
refurbishment of the museum’s internal 
space, with new galleries and visitor 
services facilities, was put together 
in 2010. The atrium space was to be 
reconfigured, with part of the floor taken 
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“WE HAVE A FANTASTIC HISTORIC BUILDING, BUT IT WAS NEVER MEANT TO BE A MUSEUM. ALL OF THE 
WINDOWS AT GROUND-FLOOR LEVEL HAD BEEN BLOCKED UP DURING PREVIOUS WORKS, AND WE HAVE 
LARGE OBJECTS TO DISPLAY IN A RELATIVELY SMALL SPACE. BUT YOU WORK WITH WHAT YOU HAVE, 
RATHER THAN AGAINST IT” ANN CARTER (LEFT, WITH ALEX THISTLETON)
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IN BRIEF
ALEX THISTLETON
Alex Thistleton started as an assistant 
cost manager at Turner & Townsend, 
qualifying as a chartered surveyor in 2011.

Her work experience includes major 
refurbishments (similar to Imperial 
War Museums) to the International 
Maritime Organization headquarters, 
and the National Audit O�ce building in 
Victoria; internal o�ce refurbishments 
for government departments and EY; 
refurbishments and a new build for  
HM Courts Service; and refurbishments 
of museums.

She was shortlisted for Quantity 
Surveyor of the Year at the Women in 
Construction Awards 2012.

IN BRIEF

ANN CARTER
Ann Carter has a rich museum pedigree.

She started in the collections 
department of the Science Museum 
before moving to exhibitions. Her next 
move was to a local authority museum 
in Croydon, followed by Imperial War 
Museums North, where she helped 
to establish the new museum on a 
brownfield site. 

She came back to London to the 
Churchill Museum then had another stint 
at the Science Museum before taking 
up her current post at Imperial War 
Museums London.

She has received an MBE for services 
to museums.

What lies beneath
The building project started in earnest 
in 2011, and it was then that the greatest 
challenges were unearthed, literally.

“We knew the building services 
infrastructure was in need of upgrading 
but once we started to strip out stu�, we 
discovered much more than we were 
expecting. It was like an archaeological 
dig having to go through it bit by bit,” 
recalls Carter. Discovering three ceilings 
layered on top of each other was one 
example of the challenges laid bare.

The fact that the building remained 
operational throughout with sta� on-site 

exacerbated problems. “It was a bit like  
a ball of wool that has got terribly knotted 
up. It had to be unpicked very carefully 
so that we didn’t plunge everyone into 
darkness or cut the water o�, or set o�  
the fire alarms,” she continues.

One option would have been to have 
a full survey prior to starting the build, 
but as Carter points out: “It would have 
cost £500,000 and taken three months, 
neither of which we had.” It also would 
have failed to show some of the larger 
issues, such as hidden layers of services. 
The alternative was to employ an enabling 
contractor that could survey as they 
stripped. But this meant that progress 
was inevitably slow, with more and more 
discoveries painfully coming to light. 

The amount of work required on the 
infrastructure stretched beyond the 
contingency planning, seriously a�ecting 
timing and costs. But it was work that 
simply had to be done, being vital to the 
operation of the building. 

“We introduced 24-hour working 
to try and keep on track. After careful 
consideration, we closed to the public  
for two periods of six months, partly to 
ensure the safety of our visitors and sta�  
– as the extent of the works impacted  
on the visitor experience – but also to 
ensure that we made our deadline. It was  
the one mitigating step we could take,” 
recalls Carter.

Coping with the 
financial constraints
Costs had now become a critical issue. 
Designing and fundraising simultaneously 
had been challenging enough. Now the 
museum faced continuing with the build 
while needing to find additional funds. 

Turner & Townsend was the cost 
consultancy brought in during the 
master-planning stage, and which saw 
the project through from cost planning to 
procurement and construction. 

Alex Thistleton, senior cost manager at 
Turner & Townsend, joined the project 
towards the latter stages as it became 
clear that further support was required 
to manage and forecast the cost alongside 
the construction manager. 

“We were an extra set of eyes and ears 
to help drive the commercial aspects of 
the project,” says Thistleton. 

Given the necessity for the work to 
take place and the immovability of the 

 KEY LESSONS LEARNED 

Never underestimate  
the importance of 
communication 

deadline, there were few alternative 
options in terms of costs. 

“It was a case of constant forecasting, 
and being very upfront about what it 
would take and where we were going. 
We had to manage closely, and be clear 
about when the contractors were working 
and what they would be achieving day-
to-day and week-to-week,” explains 
Thistleton. Certain packages relating to 
the infrastructure were dealt with on a 
cost-plus rather than lump-sum basis, 
which worked well given the moveable 
feast that the build had become. 

Communication was key to success at 
this stage, not just regarding the financials 
but also on work stages. Around 100 sta� 
remained on-site, all of whom were kept 
constantly informed of developments. 

“We did a lot of sta� breakfasts, 
10-minute, stand-up meetings, and 
weekly meetings with key operational 
sta� and the construction manager, 
so that they could discuss what was 
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 JO RUSSELL  is a business writer and editor

happening in the coming week, and 
which areas would be a
ected,” says 
Carter. In this way, everyone knew what 
to expect and there were no unwelcome, 
or alarming, surprises. Throughout the 
process, Carter adds, the sta
 members 
were extremely supportive. 

Keep talking
There were many other stakeholders that 
needed to be kept informed. Not least of 
these was the local authority, which owns 
the park surrounding the museum. The 
planning department had been involved 
from the outset. “The master plan was 
endorsed by Southwark, which made it so 
much more straightforward when we got 
into the actual design of the first phase,” 
says Carter. 

Community events and talks were 
arranged, and regular newsletters were 
issued to the museum’s immediate 
neighbours in surrounding roads and 
businesses. Carter also worked with MPs 
and councillors, and ensured that English 
Heritage was involved from the start. 
Keeping funders engaged was key.

“Even when things are not going to 
plan, you need to keep talking,” advises 
Carter. It was a commitment, but a hugely 
important one, not least because the 
funding needed to continue in tandem 
with construction.

Fundraising during the build was 
challenging, but inevitable given the tight 
timetable. In the end, says Carter, “it was a 
testament to the team and the draw of our 
subject matter, and the importance of the 
museum, that we met our target”.

Thistleton agrees, highlighting the 
collaborative nature of the project: “There 
was a real sense of collaboration and 
purpose and a real push. Everyone was 
so focused on meeting the end date and, 
despite the challenges, there was a real 
will to succeed.”

And succeed they did, even if it was a 
close-run thing. “We were working up 
to the last minute, cleaning furiously,” 
laughs Carter. 

 KEY LESSONS LEARNED 

Try not to have an 
immovable deadline.  
It ties you up in a knot  
and leaves you with 
nowhere to go 

 KEY LESSONS LEARNED 

Think carefully about 
procurement options 

The end result is a revamped museum 
that has generated unprecedented 
interest. Imperial War Museums London 
had estimated that it would receive 1.3 
million visitors in the first 12 months. 
In fact, it hit one million within six 
months. Reputationally, it has been a huge 
success, and press coverage has been both 
extensive and favourable.

The project has also delivered in 
terms of sustainability and reduced 
running costs. Low-energy lighting 
is used throughout, and the archaic 
infrastructure systems have been  
replaced with more e�cient models.  
And the shops and café have also brought 
in more revenue.

Small wonder, then, that with deadlines 
met, outcomes achieved and reputation 
enhanced, the end of works sta
 party 
was “brilliant”, according to Carter. 
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Conference chairman Mary McKinlay opened 
the 2015 APM Project Management 
Conference by unpicking the theme of the 
event to a full house in London in March.

Myth busting is all about challenging 
the assumptions that have built up  
over time, she explained: “APM is now 
more than 40 years old and once you  
get over 40, you may start to get set in 
your ways. Today is an opportunity for  
us to start breaking down the barriers,  
to debunk the myths.”

After outlining the three di�erent 
streams for the day’s talks – people myths, 
delivery myths and ‘big project’ myths 
– McKinlay stressed the conference’s 
importance as a forum for like-minded 
professionals to meet, share ideas and 
network. Delegates were encouraged to 
speak to at least one person they didn’t 
know during the co�ee breaks and 
exchange business cards if appropriate.

McKinlay also highlighted a new 
report by APM entitled Conditions for 
Project Success, observing: “There’s a 
gap between knowing what we have to 
do and actually doing it.” The research, 
based on the views of more than 850 
project professionals, identifies the core 
factors that contribute to the success of 
projects, programmes and portfolios. 
It aims to mitigate the cost of failure, 
which can damage the economy and the 
environment, as well as society as a whole. 
(For more on the research, see page 51.)

Question bad habits
Next, award-winning author, broadcaster 
and scientist Dr Ben Goldacre gave an 
energetic speech on the importance 
of randomised trials in improving 
performance outcomes. 

Drawing on dubious claims made by 
the Western media, Goldacre stressed 
the importance of questioning bad habits 
and doing away with dodgy data. The 

Project professionals were challenged to question their assumptions at this 
year’s APM annual conference. JAMES PULFORD and SALLY PERCY report

resounding message of his talk was that 
ignoring randomised trials leads to a 
culture of harmful myths and untested 
theories. The way to undo this, Goldacre 
suggested, is to question long-held beliefs.

While many of the examples Goldacre 
singled out were from the world of 
medicine, he was keen to stress the 
importance of randomised trials in every 
field and discipline, as well as their utility 
as a means for measuring project success. 

“It’s not an easy ride and medicine 
certainly isn’t alone, or hugely advanced, 
when it comes to randomised trials. These 
are simple, easy tools that anyone can 
use,” he said.

Attendees described Goldacre’s speech 
as “engaging”, “lively” and “stimulating”, 
with plenty of food for thought. “A great 
start to #apmconf from Dr Ben Goldacre,” 
tweeted delegate Paul Alford.

Case for collaboration
The rest of the day was divided into 
a number of interesting talks from 
industry experts. These included Caroline 

MYTHS
BUSTING THE

Blackman, sustainability director of 
Laing O’Rourke, who made the case for 
organisational collaboration and drew 
particular attention to the UK’s increasing 
skills shortage. A collaborative one-team 
approach makes for a more productive 
working environment, an improved 
ability to solve problems and a stronger 
culture, Blackman argued. She also said 
the lack of funding for big projects caused 
by the recession has created a talent 
shortage, which has major implications 
for the industry today, now that the 
economy is picking up again.

Manon Bradley, development director 
at the Major Projects Association, also 
identified the skills shortage in her 
presentation on diversity. In a stimulating 
talk, which touched on her experience 
as a world record-breaking powerlifter, 
Bradley posited greater diversity, 
including hiring more female project 
managers across the industry, as the best 
way to plug the gap. “We’re facing a talent 
crisis. Unless we do something to address 
the skills shortage soon, we won’t be 

DODGING THE SILVER BULLETS
Adrian Dooley, lead author of project 
management resource the Praxis 
Framework, challenged the project 
management profession’s perennial 
quest to find the ‘silver bullet’ in a 
lively conference session. 

He pointed out that in every 
decade since the 1970s, something 
new had been touted as the 
answer to all project professionals’ 
problems, starting with critical path 
analysis software through to agile 
methodology today.

But, he said, the reasons why 
projects fail now are the same as the 
reasons why they failed 40 years 
ago. In the same vein, the reasons 
why projects succeed haven’t 
changed either. Referring to the 
London 2012 Olympics, he said  
that what went well was the  
“boring stu� that you talk about  
on day one of project management 
courses”. He added: “That’s why  
it succeeded. They weren’t blinded 
by the ‘big idea’.”
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able to meet the demands of the national 
infrastructure pipeline,” said Bradley. 
“Diverse teams have been proven to show 
better performance over time.”

Leading edge
Elsewhere, Dr David Pendleton from the 
Edgecumbe Group gave an insightful 
speech that dispelled the myth of the 

Unless we do something 
to address the skills 
shortage soon, we won’t  
be able to meet the 
demands of the national 
infrastructure pipeline 

33

Dooley’s advice to delegates was: 
“It’s about having the discipline 
to practise the basic skills and not 
being so desperate to make an 
impression with the latest fancy 
moves that you forget the basics.”

He continued: “If you get the little 
things right and add them all up, they 
can make a di�erence.”

But while the basics are important, 
Dooley also argued that project 
management needs to evolve to 
integrate the di�erent tools and 

techniques that are available. “Make 
the basics automatic,” he said. “On 
top of them lay the ideas that we 
want to test. Step back and get a 
sense of perspective. Don’t focus  
on the quick answers.”

Dooley’s closing message was: 
“The golden rule is there are no 
golden rules. You need to put in  
the hard graft and nobody has  
a magic answer.”

Praxis Framework is available 
from apm.org.uk/books

‘complete leader’. Pendleton said the 
world moves too fast for any one person 
to have a monopoly on wisdom and we 
need a new approach that lionises teams 
of leaders who complement each other in 
terms of their strengths and weaknesses. 
“It’s not about how to lead teams, but how 
the team leads,” he concluded.

Throughout the day, delegates were 
challenged to question the received 
wisdom that has built up over time, 
to find new and innovative ways of 
combating old problems and to share 

their ideas with their colleagues and other 
delegates. In the main hall, a Twitter 
feed projected related tweets onto one 
of the walls so that delegates could see 
how others were responding to the day’s 
events as they happened. There were also 
exhibits by leading industry organisations 
such as nuclear management site 
Sellafield, consultancy Di�erentia and 
training provider 20|20 Business Insight. 
These gave attendees a chance to check 
out the latest products and services 
available to project managers.

Talking talent
The conference came to a close with a 
compelling speech from Matthew Syed, 
the writer and former Commonwealth 
table tennis champion. Syed challenged the 
myths surrounding our ideas of success, 
with particular reference to sporting 
achievements. Interrogating the nature of 
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and, above, with Dr Ben 
Goldacre. Clockwise from 
right: Delegates were 
encouraged to network 
and talk to at least one 
person they didn’t know 
during co�ee breaks
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APM qualifications are designed to meet 
your needs throughout your project 
management career demonstrating your 
knowledge, experience and commitment 
to the profession.

Aligned to the APM Body of Knowledge 6th edition, 
APM qualifications remain fresh and relevant:
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 JAMES PULFORD  is sta� writer and  
 SALLY PERCY  is editor of Project

How we conceptualise 
success has radical 
implications for how  
we behave as individuals 
and institutions 

AGILE IS THE ANSWER
Agility was the theme of the talk 
by Dr Linda Holbeche, co-director 
of research-based development 
consultancy The Holbeche Partnership. 
But she did not focus on the agile 
project management methodology;  
her concern was more the agility  
of organisations.

In a rapidly changing world, agile 
organisations have a competitive 
advantage, Holbeche argued. They 
need to be willing to “integrate the new 
into what we already know”. 

Holbeche said it was hard to get 
agility in an organisation that is 
trying to undertake cost-cutting or 
restructuring. She observed that in this 
kind of environment, people tend to 
keep their best ideas to themselves. 

There are a number of other 
barriers to agility within organisations, 
Holbeche said. These include 
bureaucratic cultures, inflexible 
governance, short-term mindsets, 
disengaged employees, inhibiting 
structures and rigid cultures.

Holbeche also noted that over the 
past 30 years, business schools have 
tended to train managers in a linear 
way. “That doesn’t take into account 
the fact that the system can chuck lots 
of things at you.”

Addressing the issue of how 
employees can be encouraged to 
give their best, Holbeche said it 
was important to value people as 
individuals and ensure they understand 
why they are doing their jobs. 

In addition to agility, resilience is an 
important quality for organisations to 
have, Holbeche explained. “Resilience 
at an organisational level is about 
responding to shocks to the system.”

Summing up, Holbeche identified 
a number of factors that are critical 
to organisations becoming agile. 
In particular, she emphasised that 
organisations need to have leaders 
who provide direction, and coach and 
develop team capability, rather than 
command and control. “One person’s 
idea isn’t worth anything unless it’s 
embraced and developed further.”

She also stated organisations should 
change their approaches to employee 
engagement. “The organisation is 
critical, but so are the people.”

high-level, world-class performance, he 
stated that natural talent is overrated and 
that we too readily buy into myths, such as 
that of the child prodigy. 

Syed argued that success is the result 
of growth – and the ability to learn from 
failure – rather than an innate gift that 
arrives fully formed. He went on to 
highlight the dangers of viewing talent 
and success as gifts, arguing: “How 
we conceptualise success has radical 
implications for how we behave as 
individuals and institutions.” 

He also said that “a willingness to 
fail” is a crucial factor in the success 
of any individual, business, project or 
programme. Syed made a powerful case 
for changing the language we use to 
talk about success – particularly when 
addressing those who are still growing – 
favouring an approach that praises e�ort 
and hard work, not in-built intelligence. 
Finally, Syed stated the importance of 
“resilience and grit” and “the capacity for 
transformation” when it comes to success. 

Closing proceedings, McKinlay 
returned to the lectern to advise delegates 

to use the lessons that they had learned 
in the course of the conference to 
question their own practices. She also 
urged delegates to pick up the latest 
issue of Project magazine and drew 
attention to the forthcoming APM Project 
Management Awards, to be held at the 
London Hilton, Park Lane, on 2 November 
2015. Before leaving the stage, McKinlay 

asked the audience: “Which myths have 
been busted for you and how will this 
change the way you work?” 

Once the speeches were over, delegates 
were treated to a drinks reception, 
courtesy of sponsor Workfront. 

Clockwise from top left: 
Dr Ben Goldacre, Mary 
McKinlay, Matthew 
Syed, Crossrail’s Jon 
Pelton, and the panel 
discussion featuring 
(from left to right) 
Adrian Dooley, session 
chair Alistair Goldbold 
and Dr Linda Holbeche
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Project professionals need to adopt sustainable ways of working to ensure 
their organisation’s long-term survival, says TERTIUS BENEKE

Future focus

Lower costs, improved 
morale and stakeholder 
satisfaction are just some 
of the benefits o�ered by  
a solid sustainability policy

The world around us is changing. A recent 
report by the Royal Society states that 
it is ‘more certain than ever, based on 
many lines of evidence, that humans 
are changing Earth’s climate’. Sea levels 
are rising and the weather is becoming 
more erratic. The five wettest and seven 
warmest years on record in the UK 
have happened since 2000 and the UK 
government estimates that the annual 
damages from flooding alone could rise 
from £1.3bn today to as much as £12bn 
by the 2080s. Few have forgotten the 
spells of extreme weather in January and 
February 2014 that ruined the railway 
line at Dawlish in Devon (the rebuild was 
an APM Project of the Year, see Project, 
November 2014) and put parts of the UK 
underwater. This will become the new 
normal. Humans will have to adapt.

Even without the mounting evidence 
that humans are causing climate change, 
the case for sustainability is stronger 
than ever before. Aside from the obvious 

environmental benefits, there are 
numerous economic and social gains. 
The old myth that sustainable business 
models are costly and time-intensive is 
disappearing as adopters find that they 
yield bottom-line and top-line returns 
instead. This is true for all professionals, 
not least project managers. Lower 
costs, improved morale and stakeholder 
satisfaction are just some of the benefits 
o�ered by a solid sustainability policy.

So what exactly is sustainability? At it’s 
most basic, it’s about leaving the planet 

in a fit state for the next generation. It’s as 
simple as that. No generation should have 
to inherit the problems of the previous one. 
Demystifying sustainability is the first step 
to its implementation – it’s nothing like 
as complicated as people think and it can 
be broken down into three basic parts: 
environment, society and economy.

Green fingers
The environmental aspect will be the 
first thing many people think of when 
they hear the word ‘sustainability’ and no 
business can be truly sustainable unless 
it engages with environmental issues. 
It’s about limiting the impact humans 
have on communities and the natural 
world, reducing waste, lowering energy 
consumption and preserving natural 
habitats, among other things. 

For Network Rail, that means trying 
to minimise the impact our work has 
on the world around us in accordance 
with the guidelines provided by the 

PUTTING SUSTAINABILITY INTO ACTION
Project professionals could start 
embracing sustainability by adopting 
environmentally friendly practices, such 
as thoroughly assessing the biodiversity 
of the area they’re working in, as part of 
their planning process. Alongside the 
environmental benefits that this o�ers, 
it helps to manage hurdles such as 
environmental surveys, permits and 
Section 61 applications. When it comes to 
project specifics, there are a few changes 
project managers can instigate to make 
their work more environmentally 
friendly. For example, recycled 
aggregate concrete is increasingly being 
used on major projects. Not only is it the 
same quality as traditional concrete, it 
weighs less, meaning  lower material 

costs, haul costs and overall project 
costs. It’s thought that there are enough 
aggregate reserves in the UK to last for 
hundreds of thousands of years.

Elsewhere, accurately calculating the 
whole-life cost of a project can create 
further savings and improve e�ciency. 
For example, as part of Network Rail’s 
planning process for the redevelopment 
of Birmingham New Street station, we 
have calculated the full costs of what the 
station will use in energy and water over 
the course of its life, so there will be no 
nasty surprises. We’ve used natural light 
to create a space that is aesthetically 
appealing and low in energy 
consumption, improved connectivity 
and access in the area, created a lot of 

jobs and we’re stimulating regeneration 
– that’s what sustainability is all about. 

What are the other benefits to this new 
way of working? From my experience,  
it gives a real boost to sta� engagement. 
People want to feel they’re working for 
diverse, inclusive and conscientious 
companies. As individuals become more 
aware of the importance of sustainability, 
they want to see it in action in their own 
lives. In the future, people won’t want to 
work for you, or do business with you,  
if you’re opposed to sustainability. For 
businesses, it makes sense to get ahead 
of the curve now as future legislation will 
be determined by what is sustainable, 
and those companies will be ahead of 
the competition in years to come.
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individuals necessarily recognising 
their value. The methodologies that pin 
project management together, such as 
‘Plan, Do, Check, Review’ are similar to 
those used in sustainable development. 
The two disciplines speak the same 
language, so fully realising the benefi ts 
of sustainability shouldn’t be di�  cult for 
project managers. Businesses are already 
aware of the economic and social gains 
– after all, the benefi ts of an e�  cient, 
happy workforce are obvious – but the 
environmental aspect remains the poorer 
cousin. The next step is to venture further 
into environmental management.

Thankfully, sustainability is now 
fundamental to the way business skills are 
being taught, and young people are taking 
it as a given way of life. The next step is 
for leaders at the top of every company 
to embrace it – including project 
professionals. The UK fl oods in 2014 were 
a bleak reminder that sustainability is 
more important than ever before if we 
want to ensure the long-term survival 
of our planet – and our businesses. 

Sustainability is now 
fundamental to the 
way business skills are 
being taught and young 
people are taking it as 
a given way of life

routes to, and between, platforms at 
priority stations.

Readers of this journal will already 
realise the benefi ts of projects that run on 
time and to budget, and that’s a key aspect 
of the economic side of sustainability. The 
aim is to create an economy that improves 
human well-being without harming 
the natural world. That means cutting 
down the money and resources we waste. 
Network Rail’s links to the UK government 
and Secretary of State for Transport mean 
that we’re very conscious of trying to 
reduce costs for taxpayers, funders and rail 
users. That’s why we’ve made every e� ort 
to become more economically sustainable 
– our operating costs measured per train 
mile were 46 per cent lower in 2013-14 
than they were in 2003-04.

The good news for project managers is 
that sustainability is highly compatible 
with many of the pre-existing practices 
of their trade. Indeed, many sustainable 
policies may already be in place without 

Department for Environment, Food & 
Rural A� airs. For example, as part of the 
£4.6bn Thameslink rail improvement 
programme, Network Rail is helping to 
restore the Great North Wood, an area of 
ancient forest that once covered much 
of south London. There’s been a general 
decline in the biodiversity and range of 
ecology in the UK over the past 10 years 
and we want to reverse that.

Safety, well-being, diversity and inclusion are 
all part of the social pillar of sustainability, 
which encompasses a business’s 
workforce and stakeholders as well as the 
community it’s working in. Network Rail 
has introduced 10 ‘life-saving’ rules to 
ensure employees are well looked after. 
These include everything from checking 
the required plan and permits are in place 
before work starts, to not using a hand-
held device or hands-free phone while 
driving. We’re also investing £350m each 
year to deliver obstacle-free, accessible 

 TERTIUS BENEKE  
is head of 
sustainable 
development, 
infrastructure 
projects at 
Network Rail
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Deepwater Container Terminal (DCT) Gdańsk 
is the only deepwater container terminal 
in the Baltic Sea that is able to serve 
some of the largest container ships in the 
world. Poland’s strategic location and 
modern infrastructure puts DCT Gdańsk 
in a unique position of being the main 
gateway for freight carriers to the markets 
of Central and Eastern Europe. 

For this reason, the city of Gdańsk 
has become a strategically important 
place on the map of global intermodal 
connections. But its current annual 
handling capacity will be exceeded within 
the next two years because the demand 
for direct deepwater container calls to 
the Baltic is constantly growing to meet 
consumer demands. In order to meet this 
fast growth, DCT Gdańsk is expanding its 
capacity and building a second terminal. 

This €90m project includes the 
construction of 650m of additional quay 
adjacent to the shore, with the quay being 
17m deep. When it is finished in late 
2016, the new terminal will increase DCT 
Gdańsk’s annual handling capacity by 
1.5 million TEU (twenty-foot equivalent 
units) and will double the terminal’s 
capacity to three million TEU. 

Once completed, DCT Gdańsk will be 
able to serve the largest container vessels 
in the world and encourage more freight 
lines to use its services. Increased capacity 
at the terminal will result in greater 
amounts of goods being transported via 
Gdańsk, fuelling the continued growth 
of the Polish economy as well as that 
of the surrounding Central and Eastern 
European countries. 

Turning challenges  
into opportunity 
As a hub supporting the sustainable 
economic development of the region, 
DCT Gdańsk must remain operational 
throughout every stage of the project. 
The project management and operational 
challenges that this poses therefore call 
for superior coordination skills and an 
experienced team.

DCT Gdańsk selected CH2M as contract 
engineer to be responsible for design 
verification and preparation of the tender 
process for selection of the general 
contractor, as well as coordination of the 
overall construction process. Both the 
contract engineer and DCT Gdańsk teams 
work hand-in-hand on site. 

Expanding DCT 
Gdańsk is a complex 
project that requires 
global maritime 
expertise and an 
understanding of the 
local market, says 
JOANNA BENSZ

A culture of collaboration
The expected completion date for the 
second terminal is 2016 and there is a tight 
schedule to adhere to. CH2M therefore 
drew on the expertise of colleagues from 
across the UK and around the world with 
a deep understanding of the ports and 
maritime industry, gained from working 
on international projects. A project of 
this nature also requires experience in 
delivering technical requirements and 
documentation in accordance with 
stringent procurement rules.

In order to ensure that best practice 
was implemented, the contract engineer 
decided to use local specialists from its 
global design centre in Poland, which 
operates across sectors including industrial 
facilities, water, flood defence, rail, 
highways and bridges. A work-sharing 
model such as this improves financial 
performance on international projects 
and, in some cases where time zones don’t 
overlap, allows for extending working 
hours of up to 16 hours or even more. It 
also encourages cross-sector knowledge 
transfer from experts around the world. 

CH2M’s team from Gdańsk joined 
forces with UK colleagues to combine 
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It was a great 
opportunity for  
local sta to get  
on-the-job training 
from international 
colleagues and learn 
from their experience

 JOANNA BENSZ  
is president and 
country manager  
of CH2M in Poland

 L E S S O N S  L E A R N E D 

FROM MANAGING LARGE-SCALE PROJECTS IN POLAND
 Knowledge transfer is key in a large-scale project. In this case, it was essential 
to combine the knowledge of a local team with international subject matter 
experts, especially in the early stages of the project preparation phase.

 Local knowledge and experience are vital for timely and successful  
project completion.

 Working with local teams is crucial for meeting local licensing, permitting and 
market requirements, since most of the documentation needs to be in Polish.

 Use technology, including 3D Revit and building information modelling, in order 
to speed up your design process, reduce risk and eliminate potential collisions 
and design issues. 

 Taking a client-centric approach and partnering with the client in order to meet 
project objectives are key to successful project delivery. 

an understanding of local procedures 
and building codes with international 
experience and knowledge of EU 
regulations. Together, these teams 
worked long hours in order to complete 
the tender documentation on time. 
Their collaborative approach to working 
and experience in solving similar large 
infrastructure challenges meant that DCT 

Gdańsk was able to successfully select an 
experienced global contractor within the 
project budget.

This solution proved to be an eective 
and e cient way of responding to the 
client’s challenges and needs. What’s 
more, it was also a great opportunity for 
local sta to get on-the-job training from 
international colleagues and learn from 
their experience of working on the largest 
container terminals around the world. 

The contractor needed to perform its 
duties in accordance with both Polish 
and EU regulations. The multidisciplinary 
nature of the project required all the 
organisations involved to work closely with 
each other in order to respond to questions 
from both the contractor and client. 
International experience was essential in 
giving the client the necessary knowledge 
of the political and business landscapes to 
support their decision-making processes. 

CH2M is now overseeing the selected 
contractor through the construction 

process. It is focused on helping DCT 
Gdańsk to reach its goals by solving 
problems, staying on schedule and not 
disturbing the day-to-day operations of 
the existing terminal. In order to meet 
the objectives of the investors, the client 
and the contractor, the organisations 
involved need to be flexible and able to 
work seamlessly as one team in a joint 
construction o ce. 

Definition of success
The success of this demanding project will 
ultimately depend on the collaboration 
between stakeholders and how eective 
they are at achieving the common goal. 
Collaboration is not a unique approach 
just being used in the expansion of DCT 
Gdańsk, but is a growing trend across the 
industry. The ever-increasing focus on 
delivering more for less means there is a 
growing expectation for firms to employ 
greater flexibility and collaboration in 
meeting the needs of clients and investors, 
and also exceeding them – whether that 
is through faster delivery, achieving better 
value for money or creating a lasting legacy. 

Iconic projects such as DCT Gdańsk  
are pushing these boundaries and  
are at the forefront of changing the 
relationship between clients and 
contractors in the delivery of major 
infrastructure programmes. 
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SOME OTHER CH2M PROJECTS IN POLAND
 Wrocław city flood-defence modernisation programme
 Modernisation and expansion of aerospace company  
Hamilton Sundstrand’s research and development facility  
in Rzeszów

 Various manufacturing facilities for confidential international clients
 Pilot implementation of the European Railway Tra�c 
Management System integrated information system on the  
E30 railway line

 Technical advisory work on procuring Pendolino rolling stock  
for the European Investment Bank

 LEFT:  DCT Gdańsk is 
expanding to meet the growing 
demand for a larger deepwater 

terminal in Eastern Europe 
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JOINING
     FORCES

How are project teams working more collaboratively to achieve 
results? A roundtable hosted by Project explored this issue in depth

EXPERT PANEL
The panel of experts who 
attended the roundtable were:

SIMON ADDYMAN
project and 
programme 
manager, TfL

DAWN HART 
programme 
procurement manager, 
Network Rail

RICHARD GLADMAN
director, Deloitte

TOBIAS ANDERSSON 
chief operating 
o�  cer, Projectplace

ASHISH JAIN
project director, 
Doosan Babcock

CHRIS BEACH
partner, EC Harris

PAUL LOUCAS
associate director, 
BGL Group

MEREDITH BODEN
manager, Deloitte

JOHN PELTON
strategic projects 
director, Crossrail

ALEX BOLTON 
VP solutions and 
projects, region 
EMEA, T-Systems

SALLY PERCY
editor (chair) - 
representing Project

CHRIS GAGE
director, Turner 
& Townsend

JAMES PULFORD
writer –
representing Project

How do you collaborate 
within your organisations 
at present?

 Richard Gladman: At Deloitte, 
we do a lot of collaboration. The 
ideal thing for us is to have a 
single team, seamless between 
our clients and ourselves. Half of 
my team are from the US at the 
moment so that creates a few 
collaboration challenges to do 

with time di� erences and where 
you place material. 

 Ashish Jain: I work for Doosan 
Babcock, which builds thermal as 
well as nuclear power stations. 
Typically we operate across 
many time zones. We use a lot 
of cutting-edge technology for 
collaboration, but the challenge 
is to enhance the usage of the 
available tools. We operate with 
a lot of proprietary technology 
that needs to be protected. 

 Simon Addyman: At TfL, we 
have a lot of focus on internal 
collaboration with the supply 
chain. And then we tunnel under, 
and interface with, about 80 
buildings in the City. 

 Paul Loucas: BGL Group 
operates predominantly in the 
business-to-business sector, 
providing car insurance for 
companies. We have a lot of 
interactions with a�  nity partners 
or business partners that we 
white-label for. 

 Chris Beach: My role in 
collaboration is to help to bring 
all parts of EC Harris together 
to share knowledge. We have 
some good internal tools for 
collaboration and knowledge 
sharing. But one of the 
challenges is, how do we take 
that into the supply chain? 

Project last held a 
roundtable to discuss 
collaboration three years 
ago. How do you think 
collaboration has moved 
on during that time? 

Earlier this year, Project  hosted a 
roundtable to debate the issue of collaboration 

and control within project teams, focusing 
particularly on the important role of technology.

Deloitte kindly hosted the event at its London 
o�  ces and project experts from 

a range of industries joined us to share 
their views during a lively discussion. 

The roundtable was held in association 
with online collaboration software 

provider Projectplace.
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 Chris Beach: I’ve seen more 
investment in the behavioural 
aspect of collaboration - trying to 
bed in a culture of collaboration 
in a business. It’s about trying to 
drive down costs by doing things 
right fi rst time. 

 Paul Loucas: I concur. We 
are mainly technology-driven 
and the big change for us has 
been moving away from the 
traditional approach to project 
management, the waterfall 
approach, towards the agile 
world of project management 
– or ‘chaos’ as you might call it. 
Because agile conducts a project 
so di� erently, it lends itself 
to collaboration. 

 Richard Gladman: The intensity 
of projects gets greater every 
year. A few years ago you’d 
have team get-togethers to 
work out if you’re on track on a 
pretty frequent basis, but we’re 
now driving that twice a day. 
So the timescales are being 
compressed. I think that agile 
has made quite a big di� erence, 
particularly in the public sector, 
with big IT programmes.

 Tobias Andersson: People have 
di� erent defi nitions as to what 
agile is. But the mega-trend 
that we see across the board in 
various countries and industries 
is a more common approach 
to ‘lean’. Organisations want 
to work smarter, cut out waste 
and not spend time on things 
that don’t add value for the 
organisation or the clients.

How has technology 
enabled us to progress?

 Alex Bolton: The technology 
that enables us to collaborate 
better has moved on in the past 

three years. Three years ago, 
we weren’t talking about cloud 
solutions for collaboration on 
iPads, iPhones and BlackBerry 
Messenger in everyday life. 

 Tobias Andersson: We did 
a recent study where we 
interviewed over 1,200 project 
managers across six countries 
in Europe, including the UK, and 
we called it The Chaos Theory. 
In the research, one third of the 
project managers clearly state 
that they still don’t communicate 
well within their project team 
even though they could have 
technology to support them in 
doing that. They also say that 
sometimes the IT department 
blocks them from pursuing 
modern solutions.

 Meredith Boden: It’s important 
to focus on collaboration 
between people, both within 
organisations and between 
consultants and organisations. 
That means forcing people to 
work together more e�  ciently 
and e� ectively. It means getting 
rid of emails, not turning your 
computer on and getting the 
human aspect back. 

 Richard Gladman: One of the 
arts of being a good project 
manager is working out when 
you need to get people together 
face-to-face to solve a problem 
collectively, when can you do 
it by phone conference and 
when can you use software and 
data-sharing as a way of being 
e�  cient. It’s about getting the 
balance right. You can’t be face-
to-face all the time so you’ve got 
to have a smart way of dealing 
with that. You’ve got to invest in 
keeping collaboration tools fresh.

 Simon Addyman: Most of our 
collaboration is by virtue of the 
fact that we speak to each other. 

43

 SUMMER 2015 << PROJECT

ROUNDTABLE

“It’s about 
trying to drive 
down costs by 

doing things 
right first time” 

Chris Beach

“You can’t be 
face-to-face all 

the time so you’ve 
got to have a 
smart way of 

dealing with that” 
Richard Gladman
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I sit next to our supply chains 
project director. Very rarely do 
we use IT to communicate in 
terms of the way we should 
collaborate together. 

 Dawn Hart: It is all about 
getting people in the room 
together so they can have the 
full conversation rather than 
snippets – we proactively try and 
encourage the teams to do that. 

 Alex Bolton: But where you’ve 
got to deliver complex projects 
across geographies, it’s not 
always possible to collaborate 
in person. Getting everyone in a 
room face-to-face even at the 
project kick o�  – which we know 

would be absolutely ideal – is 
not always possible, so you’ve 
got to be able to simulate that. 
I’ve heard a few comments 
calling email into question, but 
I think it’s a crucial tool for 
e� ective collaboration.

Does collaborative 
technology exist to 
support the right human 
behaviours rather than to 
replace human behaviour?

 John Pelton: That’s my 
perspective.

 Chris Gage: If things go badly as 
a project progresses, it obviously 
a� ects behaviours. As soon as 
projects start under-spending or 
getting delayed, you end up with 
a lack of collaboration. 

 Dawn Hart: As part of our 
procurement activity for any 
major projects, we interview 
the managing directors from 
the companies to say: “What 
are you doing to make sure your 
sta�  members are capable of 
delivering exactly what you’re 
saying that you can commit to?” 

 Meredith Boden: We are seeing 
more of that as a theme in the 
bids that we work on. 

 Paul Loucas: If you go back a 

few years, it was more around 
‘command and control’, which 
was very di� erent from how 
you see control now. The whole 
industry is moving more towards 
that. We still have control but it’s 
about collaborative control. 

 Richard Gladman: Typically, the 
mix of the teams we support our 
clients with on big programmes 
is changing. Five to 10 years 
ago, it was more about putting 
in prudent leadership specialists 
and prudent managers. Now the 
teams are more complemented 
with people from a business 
change background. We put in 
people who can facilitate change 
and get people working together 
as well as people who are great 
at planning and delivering.

How do you collaborate 
e�  ciently with your clients 
when there is information 
you don’t want to share?

 John Pelton: There’s actually 
remarkably little that cannot be 
shared in an open and honest 
way with clients. The problem 
is the perception that you need 
to keep back a lot more. It can 
become a poisonous perception 
and I’m of the view that the more 
you can encourage people to 
open up, the better.

 Simon Addyman: When we did 
the procurement for upgrading 
Bank Underground Station, we 
used a novel approach that we 
called ‘innovative contractor 
engagement’ and we shared 
every single piece of project 
information with the full bidders 
before we even sent out the 
tender documents.

 Chris Gage: There’s a trend for 
open-book contracts, particularly 
with Crossrail, Network Rail and 
London Underground.

 Dawn Hart: We go a step 
further. The project team (us and 
our supply chain) develops the 
overall project target cost. By 
having this, we’re all working in 
the same direction. 

 Paul Loucas: If you’re not 
collaborative, if you’re not 
disclosing as much as you can 
disclose, you just lose the trust 
element. Then you don’t work 
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 Chris Gage: We still need 
su�  cient infrastructure. I’m 
always in places where there’s 
no 3G or 4G. 

 Paul Loucas: There are lots 
of collaborative tools that we 
never use because we don’t feel 
secure, especially when they 
feed data up to the cloud. There’s 
nothing to demonstrate that they 
are as secure as they need to be.

 Ashish Jain: Our system access 
rights are defi ned by roles and 
responsibilities. Everybody 
cannot access everything. 
We have audits to make sure 
we stick to our own information 
security policy. We have a 
clean-desk policy so sensitive 
estimates are not left on tables. 

What impact do Facebook 
and social media have 
on security?

 Paul Loucas: For me, Facebook 
isn’t a business tool. 

 John Pelton: I thought like 
you and then I had a ‘road to 
Damascus’ moment when I 

as a partnership and it turns into 
‘command and control’. You need 
to be open, honest and straight 
with each other. That trust really 
frees people up.

Are security risks a� ecting 
what you do and, if so, how 
do you manage them?

 Tobias Andersson: You can 
have super-secure systems 
but if they are not user-friendly, 
your users will fi nd other ways 
to communicate and share 
documents, which will not always 
be the most secure ones. You 
should make sure that you have a 
trusted and proven solution.

 Alex Bolton: I don’t think 
project managers are primarily 
concerned about security; I 
think chief information o�  cers 
are primarily concerned about 
security. Project managers who 
are dealing with highly sensitive 
projects in their daily work have 
to be conscious of it. But the 
human factor comes into play. 

 Simon Addyman: As project 
managers, we only use the 
products that the CIO has already 

signed o� . We don’t go out and 
buy bespoke IT solutions.

 Richard Gladman: It’s not just 
about the technology, it’s also 
about educating our client that 
under no circumstances can data 
of a certain nature come in our 
direction. Part of that goes back 
to collaboration, and being quite 
clear about the protocols you’re 
going to adopt, and making sure 
all data is secure.

 Paul Loucas: We take data 
security seriously because we’re 
dealing with so many brand 
partners. If something goes 
wrong with brand reputation, 
it could be disastrous for us – 
we could lose contracts. The 
Financial Conduct Authority 
guides the way we handle data. 
We have to do penetration tests 
to make sure people can’t breach 
our systems. 

 Meredith Boden: We do 
courses on security every year, 
particularly about being careful 
with our laptops. You don’t want 
to have a conversation with a 
partner or client about the fact 
that you’ve lost your laptop…

 John Pelton: Complacency 
because of familiarity is a risk 
that can breach almost all 
systems if we’re not careful. 

 Alex Bolton: But this is where 
collaboration can help in terms of 
security. If there’s nothing on that 
laptop that gets stolen, where’s 
the risk? Everything is secured, 
sitting in the cloud.

went to the Transport Systems 
Catapult in Milton Keynes. They 
had a screen on the wall showing 
Facebook and Twitter activity 
– essentially it was an emotion 
chart showing the responses of 
travellers in the UK. They were 
beginning to start to do things 
at a big-data level with sign-in 
information in terms of response 
times and prioritisation of activity. 

 Paul Loucas: We use Facebook 
and Twitter to promote our 
business. We encourage sta�  
to use it for socialising. But 
we’d never put out sensitive 
information on it because it’s just 
not the right thing. 

 Meredith Boden: But the 
younger generation are using 
it more and more. When we’re 
interviewing people for our 
graduate programme, they will 
have gone onto Twitter and 
Facebook and other forums to 
look at other people’s experiences 
of the Deloitte interview process. 

Do you worry that 
someone might issue 
a tweet that would have 
your PR team cringing?

 Ashish Jain: Anything we want 
to say on social media needs to 
be as per our social media policy. 

 John Pelton: It comes down 
to values. We have not yet 
had a problem. Our sta�  and 
contractors are pretty proud of 
Crossrail. There’s a mantra across 
the whole company – if you don’t 
want to see it on the front page 
of the Daily Mail tomorrow, don’t 
put it in a tweet. 

 Chris Beach: We’ve rolled out 
social media training, which 
mitigates some of the risk.

 Tobias Andersson: In our 
collaboration project software, 
we have a  ‘like’ button. The more 
likes they get, the more they’ll do 
it in the future. It fosters positive 
behaviour in the team.

45

 SUMMER 2015 << PROJECT

ROUNDTABLE

“You need to 
be open, honest 
and straight with 
each other. That 
trust really frees 

people up”
Paul Loucas

“Complacency 
because of 

familiarity is 
a risk that can 
breach almost 

all systems”
John Pelton

41-45_ProjSpr15 SS Roundtable.indd   45 05/05/2015   16:22



THREE TOP TIPS FOR IDENTIFYING 
SECURITY THREATS:

 Threats can materialise from many sources, including (eco) 
terrorism, industrial espionage, direct action, sabotage, damage/
vandalism/theft, and/or internet/data attacks.

 Threats to your business may originate from a variety of 
circumstances, connections and conditions, including association 
with others, direct contracts, location, activities, news articles, job 
advertisements, personal CVs, and/or social media.

 Perpetrators come in many guises, whether insiders (such as 
employees or sub-contractors), competitors, known activists, 
splinter groups, government opponents, professional hackers, casual 
vandalism or opportunist and professional thieves – they do not 
necessarily wear uniforms, or wave banners.

CODE RED
What do you need to know about the 
risk of cyber attack? Craig Leach explains

1 Managing cyber risks in an interconnected world, Key Findings from the Global State of Information 
Security Survey 2015, PwC: http://www.pwc.com/gx/en/consulting-services/information-
security-survey/assets/the-global-state-of-information-security-survey-2015.pdf
2 More small businesses hit by cyber attacks, UK Government, Department for Business, Innovation 
& Skills: https://www.gov.uk/government/news/more-small-businesses-hit-by-cyber-attacks
3 Net Losses: Estimating the Global Cost of Cybercrime: Economic impact of cybercrime II, Center for 
Strategic and International Studies: http://www.mcafee.com/us/resources/reports/rp-economic-
impact-cybercrime2.pdf
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In the digital age, critical asset 
protection is about much more 
than just building physical 
barriers – cyber attacks, hostile 
activism and terrorist threats all 
now potentially feature on the 
company radar. 

Targets and incidents come in 
all shapes and sizes. The cyber 
attack on Sony Pictures in 2014 
caused initial cancellation of 
the release of a major comedy 
fi lm due to fears of a terrorist 
threat in response to perceived 
controversy surrounding the 
fi lm’s satirical content.

By contrast, the attack earlier 
this year on the website of 
Shropshire Fire & Rescue Service 
by a group concerned about the 
Palestine/Israeli confl ict, appears 
to defy any simple explanation, 
given the target’s non-political 
status, highly localised activity 
profi le and lack of any signifi cant 
digital assets.

While the motivation for 
attacks might, at times, seem 
unclear, the underlying trend in 
proliferation is not and the latest 
data makes for alarming reading.

The fi gures tell the tale
The Global State of Information 
Security Survey, conducted 
annually by PwC, reports that the 
total number of security incidents 
detected by respondents climbed 
to 42.8 million in 2014, up 48 per 
cent year-on-year.1 That fi gure 
equates to an average of 117,339 
incoming attacks per day.

Size does matter and large 
organisations (those with gross 
annual revenues of £1.5bn or 
more) detected 44 per cent 
more incidents compared with 
the previous year. In geographic 
terms, the survey also shows 

cybercrime rising signifi cantly in 
Europe, with a 41 per cent jump 
in the number of detected 
incidents reported.

In the UK, research from 
the Department for Business, 
Innovation & Skills (BIS) has 
also shown that cyber attacks are 
on the rise, with 87 per cent of 
small fi rms having experienced 
a security breach in 2012 and 
93 per cent of large organisations 
also being targeted.2

A recent study by the Center 
for Strategic and International 
Studies estimated that the 
annual cost of cybercrime to the 
global economy ranges from 
£560bn to as much as £858bn.3 

Simply placing a rough 
monetary value on the harm 
su£ ered by business does not, 

though, take into account the 
many associated non-fi nancial 
impacts faced, such as theft 
of trade secrets, breaches of 
intellectual property rights and 
risks to reputation. Nevertheless, 
overall the fi gures tell the tale: 
risk is on the rise. So, how 
can businesses prepare for 
every eventuality?

Pick your battles
The answer is you don’t – it is 
neither resource-realistic nor 
cost-e£ ective to try to cover all 
bases. Gathering, collating and 
risk-assessing threat intelligence 
will allow for strategic solutions 
that can identify the most 
relevant risks and compliance 
requirements, in order to 
prioritise response and spend.
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COMBATTING CYBER THREATS

Buy-in is 
essential at the 
very top of the 

business from the 
executive and any 

investors

An 
organisation’s 

biggest asset is 
often its biggest 

risk: people 

An organisation’s biggest 
asset is often its biggest risk: 
people. According to the BIS 
research, 84 per cent of large 
businesses reported sta� -
related cyber breaches, as did 57 
per cent of small fi rms. So, how 
can embedding a security culture 
within an organisation help to 
lock in long-term protection?

Culture and policy
Security culture is embedded 
in an organisation by strong 

leadership. Standards set the 
framework for development and 
appropriate risk assessments 
identify priority areas for 
protection. For consistency and 
continuity, it is important that 
security sits alongside all of the 
existing and planned action and/
or quality management systems.

Security policy is then led 
by this culture. With company 
assets identifi ed, protecting them 
through policy and procedure, 
training and awareness can be 
pitched at a level commensurate 
with the risks and threats. 
There is no one-size-fi ts-all 
solution, but mitigation need 
not be expensive.

Solutions can be physical or 
virtual – ranging from providing 
an alarm-receiving centre for 
an integrated security system 
across the UK to ensuring that IT 
systems comply with ISO 27001, 
data is protected from cyber 

attack and security clearance 
processes are in place to vet 
employees and suppliers.

All scenarios are unique, but 
a security culture can invariably 
be broken down into four 
elements: stakeholders; assets; 
tasks; and responsibility.

 Stakeholders
Identifying the stakeholders 
who need to be engaged in, and 
committed to, a security culture is 
the fi rst step. Buy-in is essential 
at the very top of the business 
from the executive and any 
investors. Critical engagement 
then follows with other partners, 
core teams, employees, and so 
on. All levels need to be engaged, 
not just informed.

 Assets
Essentials such as intellectual 
property rights and aspects of 
reputation are often overlooked. 
Contracts are another area open 
to neglect – how much attention 

CRAIG LEACH 
is head of 
critical asset 
protection at 
Rhead Group

is paid to these once awards 
have been made? It is worth 
remembering investments, too 
– these will be challenged should 
you su� er security breaches.

 Tasks
Rolling out cultural change on 
a gradual basis is vital – a step-
by-step task list is fundamental. 
The fi rst hurdle to clear is that of 
appointing the board member 
and getting a signature on the 
statement of intent. This shows 
commitment at the highest 
level and is key to successfully 
cascading down the leadership 
message. Establishing an 
intelligent structure for 
integration into your existing 
policies and practices is also 
important, with realistic timelines 
attached within a robust 
reporting mechanism. Use the 
audit and compliance procedures 
to recognise, learn and improve.

 Responsibility
You need to establish who 
the people responsible for the 
actions are. Answering this 
question takes us full-circle back 
to the stakeholders who were 
identifi ed at the outset. 

Making it happen
A thorough assessment 
and review of your business 
organisation is critical to 
achieving a successful adoption 
of an appropriate security policy.

As a sobering footnote, 
however, it is worth mentioning 
that in fi gures from BIS, 81 per 
cent of UK respondents reported 
that senior management had not 
been able to put in place e� ective 
security. Knowing that something 
needs doing on security is one 
thing, but actually doing it is quite 
another; success starts with 
culture change.
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TECH WATCH

DASH
This is the app for agile project 
managers who want to track 
outputs rather than tasks

OVERVIEW
DASH has launched a project 
management app for the iPad, 
which supports agile project 
management. Among its features are a visual map of project contacts 
and outputs, the ability to link day-to-day tasks with project goals, 
and useful templates.

The app prides itself on enabling project managers to gain greater 
visibility and control over their projects, and to drive better results 
through parallel working. It helps teams to focus on goals and outputs, 
reinforcing task management and stakeholder communication.

With DASH, users can organise, prioritise and assign tasks in a 
natural way and link them to project goals. By tracking outputs rather 

than tasks, managers can quickly see the status of projects 
based on what has actually been produced.

Dan Onions, founder and CEO of DASH, 
says of the app: “Our aim is to replace the 

commonly used Gantt chart for team 
management but still allow formal tracking 
of the project. The Gantt chart was invented 
100 years ago and doesn’t suit the way 
most people work in the 21st century.”

USER REVIEW
“I’d been eagerly anticipating the DASH app 

release, as I’d previewed both the beta app and 
the DASH methodology. Clearly and objectively 

managing outputs and stakeholders is what makes this a valuable tool 
in delivering projects where getting alignment is at least half the job.   

“The easy visual nature of the app makes understanding and 
communicating the status of work a pleasure. Using the focus, next 
and backlog time horizons to organise tasks helps with a more agile 
style of working. We’re currently using the DASH app as an individual 
consultant’s engagement and output management tool, and fi nding 
it is a useful accompaniment to more traditional project management 
tools. It has a bright future as the app of choice for managing projects 
when integrated collaboration features are added.”   

 DAMIAN BERE  is chief technology o�  cer and co-founder 
of IT company Pasker 

Each quarter we highlight some 
products to look out for in the fast-
moving world of project software 
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“The Gantt 
chart was 

invented 100 years 
ago and doesn’t 

suit the way most 
people work”

Dan Onions

Planner 
A handy tool for managing and analysing 
your projects from PROJECT in a Box

OVERVIEW
Planner, from PROJECT in a Box, is a free 
software tool for managing project plans, 
risks, issues and costs. It provides the features 
that are required to set up and manage 
80 per cent of projects in the real world.

Cost your project based on resource 
allocations, hourly rates and other 
considerations, and Planner will work 
out the totals for you. Use the views to jump 
from traditional Gantt to analysis such as 
overdue tasks, tasks by allocated resource, 
and tasks starting next week, and create 
your views using the intuitive fi lters. 

Planner is free and is supported by an 
extensive set of video tutorials and the 
PROJECT in a Box technical support team.

USER REVIEW
“At the RSPB, at any point in time, our sta�  
and volunteers will be delivering a couple of 
hundred projects.  Few of these people have 
used project management tools before, so 
we are using PROJECT in a Box to introduce 
them to Gantt chart management.  

“It has already brought more consistency 
to project management across the RSPB 
while keeping software licence costs 
down. Our next step is to use the process 
templates to improve our adoption of 
project management methodology.”

 MIKE COKER  is head of change delivery at  the 
RSPB (Royal Society for the Protection of Birds)
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There’s a wonderful expression in running called fl ow. To achieve fl ow, 
you run with a clear mind, knowing that you’ve trained properly, 
taken on the right fuel and invested in the right equipment. Flow 
is what professional athletes refer to as ‘being in the zone’. It’s a 
near-perfect state where everything is focused on achieving an 
end goal and where any modicum of self-doubt is left behind at 
the start line. In essence, running becomes easy.

Flow was developed by Hungarian psychologist Mihaly 
Csikszentmihalyi in the 1960s and 1970s, after he noted that 
the process of everything coming together when it matters 
most created a feeling that was indescribably good. Here’s 
how Csikszentmihalyi described fl ow in a recent interview 
with Runner’s World. “You can begin to lose yourself in the 
movements and the breathing and even the passage of the 
landscape around you. You are, in a sense, creating harmonious 

interaction between your body and its environment. And that 
can be very enjoyable.”

But fl ow only occurs where there are clear goals and 
unambiguous feedback. In other words: you have clearly defi ned 
challenges. You know what you’re expected to do. You know 
how to measure it. In running, this might mean chasing down 
a sub-40-minute 10km; in project management, it might mean 
delivering a multibillion-pound project on time and to budget.

The factors that help to set up the right environment for fl ow in 
project management are explored in a major new piece of research 
by APM. The Conditions for Project Success report, involving more 
than 850 project professionals, identifi ed a framework for project 
success and fi ve key success factors: planning and review; e� ective 
governance; clear goals and objectives; competent project teams; 
and a commitment to project success. 

Research by APM reveals the Conditions for Project Success – and the 
factors for making projects run smoothly. JAMES SIMONS explains

Go with the fl ow
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“You are, in a sense, 
creating harmonious 
interaction between 
your body and its 
environment. And that 
can be very enjoyable”
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 JAMES SIMONS  is publishing manager at APM
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92% 87% 88%

THE GAP BETWEEN KNOWING AND DOING 
Respondents KNOW what makes a project successful:

said goals should 
be clearly specifi ed

rated competent 
project  teams critical/
very important 

said e� ective 
governance 
was important

In practice, however, there are gaps – the DOING

14% 33%
said planning and 
review was absent 

thought a lack of 
commitment was 
not clearly dealt with

FIVE THINGS TO GET RIGHT: 
APM’s Conditions for Project Success report has identifi ed a fi ve-step 
formula for success: 
■ Project planning and review – Pre-project planning should be thorough 
and considered, with monitoring and review throughout the project.
■ E� ective governance – The project needs to have clear reporting lines 
and regular communications between all parties.
■ Goals and objectives – The overall goal of the project should be clearly 
specifi ed and recognised by all stakeholders involved in the project.
■ Competent project teams – Project professionals leading, or forming 
a core team, need to be fully competent.
■ Commitment to project success – All parties involved in the project 
must be, and remain, committed to the project’s success.

THE APPLICATION OF GOOD PRACTICE 
The research revealed the degree to which projects and programmes frequently fail because 
the key elements of the optimum project environment have not been applied. The factor 
with the biggest red fl ag is project planning and review. Other factors revealed as important 
but less likely to be in place are goals and objectives and e� ective governance. More 
encouragingly, competent project teams are both important and frequently in place.

■ More likely than average to 
be important/less likely than 
average to be in place: 
project planning and review.

■ Less likely than average 
to be important/more likely 
than average to be in place: 
secure funding.

■ Less likely than average 
to be important/less likely 
than average to be in place: 
aligned supply chain; 
capable sponsors.

and political ‘fl ip fl opping’. David Birch, former head of 
programme controls at the Olympic Delivery Authority, writes in 
the forthcoming APM guide, Planning, Scheduling, Monitoring 
and Control: “The creation and maintenance of an integrated suite 
of plans/schedules allowing project/programme-level decision-
making to be e� ective was a key part of the delivery success.”

Crossrail, too, has reaped the rewards from e� ective 
governance. Speaking at an APM event in 2014, Martin Buck, 
Crossrail transition and strategy director, said: “Governance of 
projects matters because there is a strong correlation between 
good governance and project success.” He added that for major 
infrastructure projects, good governance is about achieving a 
balance between the desire of the sponsors to retain control, and 
the need of the delivery team to have su�  cient freedom to allow 
it to manage the risk to meet the project objectives. 

In both cases, there was no element of surprise in the process 
steps identifi ed – it is simply doing the basics and doing them 
well. This message is well documented by APM, as it seeks to 
raise standards and realise its vision of a world in which all 
projects succeed. And once you do the basics, you take away 
the stress and leave space to focus on what is most important – 
short- or long-term goals – a feeling otherwise known as fl ow.

APM’s Conditions for Project Success report is available 
to download for free from apm.org.uk/conditions-for-
project-success. 

Each was rated highly by respondents as either critical or 
very important to project success. Project planning and review 
scored 86 per cent, governance 88 per cent; clear goals and 
objectives 89 per cent; competent project teams 87 per cent; and 
a commitment to project success 87 per cent. The feedback was 
unambiguous and overwhelmingly positive.

Out there in the real world, however, a gap begins to emerge. 
While the majority of those surveyed acknowledge that they 
know what makes a project successful, the how – or how 
to apply the knowledge in a project scenario – was more 
problematic. For example, when asked to rate the presence, or 
otherwise, of one of the fi ve – planning and review – 4 per cent 
rated it as excellent; 14 per cent said it was absent or poor. 

In fact, of the fi ve factors considered most critical, only 
e� ective governance performed consistently well, scoring an 
average of 7.3 out of 10. The others, including having a clear set 
of goals and objectives, were often found to be in confl ict – or, 
worse still, absent altogether. As a result, nearly 80 per cent of 
projects failed to wholly meet their planned objectives. 

Optimum conditions
So how do you create the optimum conditions for project 
success? The report suggests that, although there is no quick fi x, 
blends of the factors identifi ed by APM all feature in recently 
completed projects. And the likelihood is that if these factors are 
in place, a higher rate of success will ultimately follow.

The London 2012 Olympic Games famously made a point of 
‘locking down’ plans to mitigate the risk of external infl uences 

The creation of an integrated 
suite of plans/schedules 
allowing decision-making 
to be e� ective was a key 
part of the delivery success
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What is the recipe for a successful project? Project management 
courses o� er widely used cookbooks providing the theory. As an 
associate at consultancy Cavendish Wood, with over 20 years’ 
experience in project and programme management, I have 
formed my own view of the key ingredients.

The plan is not a key ingredient
Somebody once said that – to paraphrase – plans are useless but 
planning is indispensable. I’ll return to who might have said that 
later on in this piece. I have come to completely agree with this 
view and fi nd that once the planning phase has been completed, 
there are three key factors that truly determine the success or 
failure of a project:
■ A focus on the customer;
■ The elimination of waste; and
■ Knowing that it’s all about the people.

The process of planning at the beginning of a project is vital as 
it sets the project up for success. It defi nes the what, how, when, 
where and who. One of the most useful deliverables from this 
phase is the work breakdown structure because it identifi es the 
‘what’ and provides a constant reference point for the project 
manager throughout the life of the project. The project manager 

can confi dently create and manage a plan based on the work 
breakdown structure among other things. On projects where the 
scope has not changed wildly, the work breakdown structure at 
the end of the project will not be far o�  its original version at the 
start of the project. 

As project professionals, we know that plans invariably 
change during the fi rst week of the project, but we have the 
work breakdown structure to keep us focused when modifying 
our plans. It is during this constantly changing – and sometimes 
frenetic – environment that I believe we should think about how 
important other factors besides the plan are in guiding the 
project to success. 

Focus on the customer
You are only managing a project because there is a need for the 
result it will deliver. Somebody owns this result – not you, the 
project manager, but the customer. The project manager is purely 
an agent of change, helping to deliver the result. The best project 
managers keep their customers at the forefront of their minds 
as the customer’s perception of the end result is one of the best 
measures of whether the project succeeds or fails. Project managers 
should listen e� ectively, take on board the feedback they are 
getting and look for ways of incorporating it whenever they can.

The triple constraints of time, cost and scope are important 
metrics in controlling a project, but not necessarily an indication 
of project failure if they are not met. Borrowing a popular example 
from the construction industry, the Sydney Opera House was a 
spectacular failure from a project management perspective. When 
construction started in 1959, it was estimated to cost around 
AUS$7m (£4.1m), and took more than four years to build. It was 
fi nally completed in 1973 for over AUS$100m (£60m). Yet the 
Sydney Opera House is arguably one of the most beautiful and 
recognised buildings in the world.

The analogy I’m building here is that while you may not be 
creating the world’s next iconic structure, consider developing a 
great relationship with your customer because you might discover 
that the result is more important than those triple constraints.

Eliminate waste
Trimming the fat is a principle borrowed from the agile manifesto 
of software development (these principles are successfully making 
inroads into everyday aspects of project management). If you’re not 
running a kanban board (signboard) these days, you’re missing out 

How can you make sure that your project goes 
to plan? ALAN MOSER explains

Winning strategy

DON’T IGNORE THE FACTS
Fact: One in six IT projects has an average cost overrun of 
200% and a schedule overrun of 70%. A study published 
in the Harvard Business Review, which analysed 1,471 IT 
projects, found that all but one in six projects drastically 
overspent and exceeded their time constraints. 
Fact: The top factor in an analysis of why projects succeed 
is user involvement, according to a 2009 report by research 
fi rm Standish Group. The fi rm analysed IT projects and 
tracked the success, challenges and failure outcomes of 
each project to determine project success rates.

The best project managers keep their 
customers at the forefront of their minds 
as the customer’s perception of the end 
result is one of the best measures of 
whether the project succeeds or fails
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 ALAN MOSER  is an associate  
at Cavendish Wood
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on the benefits of doing only what needs to be done when it needs 
to be done. It doesn’t mean shortening or abandoning the traditional 
project life cycle. It does mean starting with a work breakdown 
structure, measuring everything and emphasising dependencies.

I bet you’ve rarely missed a flight. That’s because you had a 
hard deadline and you (albeit probably mentally) created a work 
breakdown structure of the essentials that needed to happen: 
find and pack suitcase; check passport, wallet and ticket; arrange 
transport to airport. Anything else was nice to have (getting 
that John Grisham novel you’ve been meaning to read) but not 
essential to the success of the project (getting on the flight).

Reach for the low-hanging fruit first and kill those lengthy 
unproductive status meetings, then stop creating documentation 
that is never used (remember that requirements spec written six 
months ago that nobody refers to now?). The work breakdown 
structure will be your best friend and help you to get more 
e�cient. Don’t do anything that isn’t on there without 
questioning why. Take the time to question it again and identify 
which elements are valuable and which can be eliminated. 

It’s all about the people
Teams are sta�ed by real people who have strengths and 
weaknesses, di�erent motivations for being at work and things 
going on in their professional and personal lives. Truly excellent 
project managers find and use the strengths in everyone and try 
to ensure that they allocate roles to those best placed to deliver. 
They learn to keep everyone motivated and know which buttons 
to push to get results. 

One of my early projects was to deliver a reporting system back 
in the days when paper output was still in fashion. One of the 

developers assigned to me was severely partially sighted, yet had 
been set a task that involved ensuring the layout of the paper 
reports was perfect. When I inherited the project and the team,  
it took me some days, a couple of co�ees and some discrete 
enquiries with his colleagues to work out why he was an 
unwilling participant. It turns out that he was, by nature,  
proud and not one to say he was not up to the task. By simply 
reassigning him to a more suitable task (he had a brilliant mind 
so I asked him to look at solving complex bugs that had eluded 
others), his morale and that of the rest of the team lifted visibly, 
we made quicker progress and I learned a useful lesson.

Projects are delivered by people for people. Our project work 
is about getting the best out of our teams, and so the human 
element is fundamental to project management. 

Summary
So who said that plans are useless but planning is indispensable? 
Some attribute the remark to General Eisenhower on the eve  
of the Normandy landings in June 1944, but I heard it from my 
first boss over 20 years ago. Of course, a plan is needed. Create  
a plan, be prepared to change it and consider other factors  
that will guide your project to a successful conclusion. 
Understanding your team, questioning what is crucial to a 
project’s success, and always keeping the customer in mind,  
will help you to ensure that each project succeeds. 

Truly excellent project managers find 
and use the strengths in everyone and  
try to ensure that they allocate roles  
to those best placed to deliver 
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What is project success? That is one of the topics we have discussed 
over the past year with project sponsors, directors and senior 
managers. We spoke with people who have been involved in the 
delivery of some of the largest major events, programmes and 
infrastructure projects in the broadcasting and media sector. 
Our research highlights some of the conditions that determine 
project success.

Broadcasting and media are creative industries, defined 
by the Department for Culture, Media & Sport as “those 
industries that have their origin in individual creativity, 
skill and talent and that have the potential for wealth and 
job creation through the generation and exploitation of 
intellectual property”. Speaking with broadcasting and media 
workers revealed that project management is a relatively 
young discipline in the sector. 

Talking to sponsors, project directors and managers 
revealed that the traditional, inward-looking view of project 
management – which sees it as a set of tools, techniques and 
methodologies that can be applied across projects – is not 
entirely helpful here. In these industries, project management 
extends beyond this and includes a wider range of skills and 
abilities that are required to make the most of creativity. This 
wider skill set includes advanced engagement and relationship 
building, change-orientated leadership, and a signifi cant focus 
on the business being the core part of the project.

As one participant who took part in our research put it: 
“You have to be really organised to try and guarantee success, 
putting all of the processes and systems into place to plot 
your progress and looking at your risks. But I think that’s 
probably only half of it. I think the other half is all about 
people, relationships, communications, engagement and 
culture change.”

Conditions for success across the sector
The research highlights five conditions for success:

1. Leading change within and across the project
2. Defi ning success upfront
3. Defi ning success … beyond the iron triangle 
4. Using a tailored approach
5. Using suitable language

1 >>  The power behind the throne 
“I said, ‘My job is to serve you because I’ve put the structures 
and the tools in place to enable you to make great telly’.”

We found project leaders were typically characterised 
by intelligence, articulateness, shrewd judgment, empathy 
and a degree of self-awareness that is imposing. They use 
a range of styles, rarely choosing command and control or 
autocratic approaches.

On a daily basis, the project leader spends most of their 
time building relationships with people from around and 
beyond the business, restating the vision of the project, 
communicating the benefits, and making sure that people 
are engaged.

This means that they have sufficient insight into the 
project to understand how they can contribute to its success. 
With the members of their own teams, project leaders 
evaluate the emerging challenges and develop different 
courses of action to create a way forward. They think about 
and review new facts and figures, and new information that 
has come through the grapevine, in order to sustain the health 
of the project.

2 >>  Defi ning success upfront 
“[Success was] established right at the start, so when 
departments suddenly realised what they were moving into 
or what they had signed up to, there wasn’t any opportunity 
for them to say, ‘Oh, well, we didn’t agree this’, because all 
the senior directors had signed up.”

Defining success upfront reflects good practice in planning, 
budgeting and resourcing and it helps to maintain the focus 
on the project. Projects are seen as temporary organisations, 
which set out goals and priorities, and use resources, tools 
and techniques in order to achieve them.  

In the broadcasting and media industries, which are, by 
nature, dynamic, managing expectations and maintaining 
attention and focus on the initial purpose of the project can 
be challenging. Clearly defining project success right at the 
start is an indispensable practice throughout the life and 
legacy of the project. The project directors and sponsors that 

What makes projects successful across the broadcasting and media 
industries? BEN BROWNLEE and EFFIE KONSTANTINOU share their fi ndings

In the spotlight

Project success is about the contribution 
to the growth of the business in ways that 
harness the creativity of the workforce 
and relate to the interests of the audience
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 BEN BROWNLEE  (far left) 
is a programme assurance 
director at the BBC
 EFFIE KONSTANTINOU   
(left) is the course director 
of the MSc  in strategic 
management of projects at 
University College London

we interviewed were passionate about the objectives of their 
project and how these contribute to the business.

3 >>  Defining success… beyond the iron triangle
“The project can’t be seen as being something that’s done to 
the business; it has to be something the business wants and 
can see the benefit of happening.”

While the ‘iron triangle’ (time, cost and scope) is used, it 
is often only an indicator for success. Delivering a project 
on time, within budget and within scope is important 
and, of course, desirable, but it is not, however, necessarily 
synonymous with project success. 

In broadcasting and media, project success is also about  
the contribution to the growth of the business in ways that 
harness the creativity of the workforce and relate to the 
interests of the audience. For those we spoke to, indicators are 
important, but their primary focus is on ensuring that the 
project integrates with the purpose and ethos of the business. 

4 >>  Using tools based on personal experience
“I selectively used the project management tools that I 
thought made sense and had value, like stakeholder mapping 
or a really good governance structure.”

A key condition of success is the project manager’s or  
project director’s use of their personal experience when 
selecting approaches and techniques. As they find themselves 
in dynamic situations, following just one standardised 
approach makes little sense. A more tailored, flexible 
approach that addresses the characteristics of the specific 
situation is deemed more promising. 

5 >>  Speaking the language
“They probably don’t even understand what you’re speaking 
about, because you’re using this funny language.”

Project jargon can be alienating to some people, especially 
those who have a perception that they are having projects 
‘done to’ them. Sometimes it can cause partial project 
rejection and, at its worst, project failure.

As many of the people involved in delivering a project  
aren’t comfortable with project management terminology,  
it’s important to have a project manager who can use project 
management terms with some people, but use different, more 
straightforward and reassuring language with others.

Adopting language that is perceived to be ‘too professional’ 
in project management creates a barrier in a sector that 
focuses on reaching wide audiences through the use of  
plain English.

Summary
Our study showed that some of the key conditions for 
successful project delivery in broadcasting and media are  
to be clear about what is success right from the start, to  
make sure it’s agreed internally and externally, and to use 
suitable leadership styles. Successful projects also combine 
use of language that is appropriate for particular audiences 
with an approach that is focused on people and is not too 
heavy on process. 
n Download the report at deliveringsuccessfulprojects.co.uk 
or www.bartlett.ucl.ac.uk/cpm/news/project-success-
broadcasting-media-industries

Project management is a 
relatively young discipline 
in broadcasting and media

Successful projects combine language 
appropriate for particular audiences with 
an approach that is focused on people
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One crucial component makes all the di� erence as to whether a change 
project succeeds or fails, argues TERESA BEACH

Follow the leader

Over the last three decades, studies have shown that 70% of 
transformational changes fail consistently. Even with exemplary 
project management disciplines, enthusiastic change agents who 
are poised to act, and imperatives that cannot be avoided, change 
rarely delivers on its promise. As the years go by, change projects 
are becoming increasingly complex. When they do fail, any 
number of causes might be to blame. 

So, why do change projects fail?

Unclear goals
Change takes time and we rarely know all the factors involved 
from the outset. For example, the pension industry was rocked 
by the reforms announced in the March 2014 Budget. We 
understood that change would have to take place in order for 
UK retirees to enjoy their new freedoms. A year later, however, 
the regulators and the government were still evolving the fi ner 
details behind that initial announcement. As with most change 
projects, this was inevitable. The journey is long and progress 
is made step-by-step, adapting as you go. The problem of not 
knowing exactly where that goal is can easily morph into the 
goalposts that continuously move. 

Uncertainty about the need to change
It is natural to feel uncomfortable about change. We can all be 
reluctant to upset the status quo. In some cases, such as the 
impact of new legislation, the need for change is self-evident 
and compliance is not optional. Yet this is not always the 
case. In a reorganisation, a shift in strategic direction, or the 
implementation of a new way of working, the need for change is 
not necessarily apparent to those who have to enact the change. 

Inadequate preparation
It can be tempting to rush in and start work, especially when 
we fi nd ourselves surrounded by enthusiasm and capable 
colleagues. The risk is to assume that a team, by virtue of its 
members’ individual competence, can deliver the required 
result. It can therefore be tempting to put the wheels into 
motion without fully working out the strategic direction and 

itinerary, especially against a backdrop of competitive pressure. 
The unwinding of misdirected e� orts is far more expensive than 
delaying the start of the project in the fi rst place until clarity is 
established. Change projects risk being unsuccessful if they focus 
on responding to external pressure as opposed to remaining 
focused on the original internal outcomes.

Leaving people behind
Nobody likes change being imposed on them. We can blame a 
culture that doesn’t welcome change, but is this relinquishing 
responsibility? Pushing through change without proper 
engagement can create a toxic atmosphere. Using my example 
above, if the impacts of the pension reforms are not understood 
throughout the industry, we risk a generation making unwise 
choices when they prepare for retirement. The actions that 
ensure the industry is fully ready – ie investing in well-trained 
sta� , fully testing processes and preparing communications – 
will be those that make this change successful. 

Change without governance
Maintaining oversight and control without the inertia of 
bureaucracy is a di�  cult balance. Often, the larger the 
organisation, and the more substantial the change, the more 
likely red tape is to impede progress. Superfl uous paperwork, 
multi-layered approvals or needlessly complex processes can all 
stem the fl ow of change.

Determinants of success
Does structured project and change management make the 
di� erence to success? No, but it certainly helps. Employing 
appropriate governance disciplines and control frameworks 
makes sense. These include managing the scope and priorities, 
and the risks and issues as they emerge, and being clear about 
dependencies and the progress of each work stream. 

Communicating well, recognising budget constraints and the 
benefi ts that we expect to accrue, quantifying the impact on the 
organisation, and testing change readiness are also important 
components of change management. 

But why then, with these principles in place, are some 
changes still unsuccessful? Lack of e� ective leadership is the 
primary reason that change projects fail. Leaders of businesses 
today, regardless of the industry that they work in, cannot avoid 
the role of ‘change sponsor’. 

In a world of perpetual change, CEOs, chief operating o�  cers, 
operations directors and heads of function should be ready and 

It can be tempting to put the wheels 
into motion without fully working out 
the strategic direction and itinerary
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equipped to take responsibility for setting the agenda for change 
and seeing it through. The responsibility cannot be delegated 
to a change manager or transformation director. They have 
responsibility for execution, but not accountability for success.

While the tools, techniques and recognition of change 
managers have developed steadily over the years, we can’t say 
the same for the role of sponsors of change. 

What should e�ective sponsors do?
Set clear goals and realistic boundaries. Strike the right balance 
between being realistic and ambitious. If the sponsor can’t 
clearly articulate their image of the future, they should not start 
the journey. Clarity will create simplicity, make decisions more 
straightforward and give clear parameters and measurement for 
what is deemed a successful outcome. 

Lead with energy and authenticity
The sponsor is the ‘champion’ of the change. Sponsors must be 
visible leaders and recognised as being personally committed 
to making it happen. The sponsor must build wider executive 
support to secure resources, limit detractors and prevent 
competing initiatives. A sponsor is not just a figurehead; he or 
she is an active member of the team with a key role to play. 

Keep everyone focused on the end game
Continually refreshing the organisational understanding of 
the goal, the rationale, and the benefits of change is critical to 
prevent deviation and loss of momentum. Setting short-term 
goals will help to sharpen the team’s focus. Visibly showing 

Sponsors must be visible 
leaders and recognised as 
being personally committed 
to making it happen

progress and celebrating achievements will help to keep 
everyone engaged.

Remember, it’s all about people
It is all too easy to get so immersed in the systems and process 
changes that we forget they are nothing without the people who 
work on them. The leader should support the people that help 
to deliver success by empowering them to make appropriate 
decisions without unnecessary red tape; by communicating with 
a�ected parties so they are ready for and embrace the change; 
and by providing the team with the right resources to do the job.

Of course, there is nothing groundbreaking here. Dr John P 
Kotter laid out the principles underpinning successful change in 
his seminal 1996 book, Leading Change. As a leader of change, 
you could do worse than to keep returning to Kotter’s master 
checklist (see above). 
n Successful change projects were also discussed at the Enabling 
Change Specific Interest Group’s event entitled The Great Change 
Debate. For more, see page 60. 

 TERESA BEACH  is chief 
operating o�cer at JLT 
Employee Benefits 

AN INDISPENSABLE CHECKLIST  
FOR LEADERS OF CHANGE
Dr John P Kotter’s eight-step model for  
leading through change:
n Establish a sense of urgency
n Create a guiding coalition
n Develop a vision and strategy
n Communicate the change vision
n Empower employees for broad-based action
n Generate short-term wins
n Consolidate gains and produce more wins
n Anchor new approaches in the culture
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Delegates who attended the Enabling Change SIG’s inaugural event were 
treated to a thought-provoking discussion. ELAINE BAGSHAW reports

� e Great 
Change Debate
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In March 2015, the Enabling Change Specifi c Interest Group (SIG) hosted 
its inaugural event, ‘The Great Change Debate’. Project and 
change management professionals from across the country, 
and a range of di� erent industries, attended the event, which 
was hosted in central London. Attendees enjoyed an interactive 
day with each session covering a di� erent topic or question.

Do people really resist change?
Rod Willis, director of leadership consultancy Assentire, led 
the fi rst session. He posed the question: “Do people really 
resist change?” The session covered research that Willis had 
undertaken, as well as his fi ndings and their implications. 

The statistic that 70 per cent of all change initiatives fail has 
remained constant since 1957, when research showed that 70 
per cent of stakeholder expectations on projects weren’t being 
met. So why are we still going wrong? 

In project and change management, we successfully manage 
communications, create a clear purpose for projects and 
involve stakeholders appropriately. But there are a range of 
other factors that can generate resistance to change and which 
aren’t being addressed. 

To increase our success in project and change management, 
we need to emphasise interpersonal skills, so that we can 
understand what leads people to resist change. The most 
important factor here is ensuring that we manage confl ict, 
rather than writing it o�  as resistance.

Change management: fantasy world?
Professor Tim Brady, from the Centre for Research in 
Innovation Management at Brighton Business School, talked 
about why change projects fail. This was in the context of the 
fantasy world of project management that we learn from a 
textbook, compared with what we experience on a daily basis. 

The project management fantasy works on the assumption 
that we are handed a well-defi ned problem, which is resolved 
by working through a staged process with clear gateways. But 
this is rarely the day-to-day experience of project and change 
managers, who are often managing the confl icting aims of 
stakeholders in the face of unpredictable problems. 

We often do the same things and follow the same framework 
repeatedly yet, as an industry, we are continually surprised 
when this fails us. Brady argued that we need to return to 
being innovative and allowing a ‘trial and error’ approach, 
rather than being overly controlled, and create environments 
where learning is seen as essential. 

This means building learning into the front end of our 
projects, so that we can tailor the approach we take and make 
sure that we keep learning throughout the project, rather than 
sticking to a plan or framework that may become unsuitable as 
the world around us changes.

‘Elevating’ change management
Eileen Roden from the PMO SIG led an interactive session with 
delegates. She discussed how project professionals can talk 
about change management in our organisations so that it gets 
the focus and attention from stakeholders that it needs. 

Delegates talked about the need to make sure that projects 
have a clear vision and purpose that can be communicated. 
They also considered how those involved need to be as 
transparent and honest as possible when discussing the 
progress of change projects with stakeholders. They agreed 
that it was important making sure that we talk about where 
our projects have been successful, rather than always focus 
on aspects that don’t go according to plan.

Hot topics
The highlight of the day was a debate facilitated by John 
Gillett, a committee member of the Enabling Change SIG. On 
the panel were Willis and Brady, along with Sarah Coleman 
and Robert Cole. Coleman is an APM fellow and a non-
executive director of APM’s board. Robert is a consultant and 
trainer, who runs a business o� ering vocational qualifi cations 
in managing change. The debate was split into three sections, 
with discussion among the panel and questions being taken 
from the fl oor throughout.

Why do projects continue to fail?
The panel discussed how the culture in project and change 
management has started shifting. Softer skills, such as 
communication and leadership, are now being discussed as 
essential skills for project managers, rather than just having 
an ability to assess risk and create a contingency plan. 

We then discussed how projects measure success, and 
whether this is one of the key reasons why projects are 
perceived as failing. This discussion centred on why ‘success’ 
is treated as a binary issue, when it is rarely easy to measure 
a project’s impact in this way. The panel agreed that this area 
of project management is still fundamentally fl awed.

Willis suggested that the key question that we all need to 
work with our stakeholders to answer is: “Was it worthwhile?” 
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 ELAINE BAGSHAW  is a committee member 
of the Enabling Change SIG
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As project and change managers, we often aren’t able to 
convince stakeholders of the success of a project because 
of the complexity involved with measuring it. Coleman 
elaborated on the point when she talked about how fi nance 
is used as a measure because it’s easy to monitor. This is in 
contrast to taking a more balanced view about how a project 
is performing and how successfully it delivers.

The focus of discussion then turned to learning lessons. 
Projects will (almost) always produce a lessons learned report 
before they close, but do we really take the time to digest what 
we put in these reports before we move on to the next project 
or programme? An interesting point for us all to refl ect on is 
about how honest we really are when it comes to doing these 
reviews. A telling comment that came from the fl oor was that 
the most useful lessons we learn on a project are often the 
ones we can’t write down.

How is a change manager di� erent 
to a project manager?
The opening point in this section of the debate came from 
Willis, who argued that change managers and project 
managers are di� erent types of people. Project managers 
require credibility, because they need stakeholders to trust 
them as they try to solve the problem that the project has 
been set up to address. Change managers, on the other hand, 
have to remain focused on the business as their key audience, 
whose behaviour they’re trying to change. 

This generated signifi cant debate and contributions from 
both the panel and the fl oor. Many of the contributions 
recognised that the best project managers also do change 
management, and that most projects are now fundamentally 

delivering change, so therefore the roles are converging. The 
discussion concluded with agreement that the dichotomy 
between the two roles is increasingly unhelpful, and that the 
two should be recognised as skills and capabilities that all 
people working on projects need to be building, rather than 
being viewed as two distinct roles. 

How do organisations measure success?
The key learning for delegates in this fi nal section of the 
debate was that time often isn’t factored into measuring the 
success of projects. When we measure the success of a project 
is incredibly important. Little benefi t may have been realised 
in the three months after delivery, and it may not manifest 
itself until fi ve years or more after the project has delivered. 
Yet success is usually only measured in the short term.

And fi nally…
The day concluded with a summing up and thank you from 
Martin Taylor, chair of the Enabling Change SIG. Delegates 
then returned home to refl ect and prepare to put what they 
had learned into practice. 

The most useful lessons we 
learn on a project are often 
the ones we can’t write down
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Capital projects can be delivered more e�  ciently 
if you follow the right approach, say TIM PARR and MARC O’CONNOR

Firm foundations

E�  ciency of delivery is an increasingly important and challenging 
priority for capital projects teams in both the public and private 
sectors. This is because of commercial pressures arising from 
regulatory change and greater public scrutiny on value for money. 

The government’s 2010 Infrastructure Cost Review identifi ed 
the opportunity to improve delivery and make savings of at least 
15 per cent by 2015. The subsequent Construction 2025 strategy 
report goes further, setting a target of lowering costs by 30 per 
cent and reducing time by 50 per cent. Moreover, it recognises 
that increased capability in the construction industry supply 
chain is a key factor in reducing cost, driving e�  ciency and 
improving sustainability. 

Incremental e�  ciency gains have been made on projects to 
date, but should we challenge the foundations of traditional 
delivery models to go further? Establishing the delivery strategy 
and organisation at the outset is critical to success. Yet little focus 
is given to mapping which capabilities – people, processes and 
systems – are needed before a project delivery strategy is devised 
and partners are engaged. 

Instead, delivery models are selected according to 
considerations such as risk appetite and project complexity. 
While providing a short-term fi x to plugging a capability 
gap, this approach often leads to inappropriate and, perhaps 
insu�  cient, competence, which may not support the 
organisation’s long-term objectives. It is the source of many 
common delivery issues such as ine�  cient overheads, reduced 
return on investment, risk exposure and redundant technology.

Three life cycles
Three concurrent life cycles contribute to the success of capital 
programmes. First comes fi nancing – from funding through 
to delivery of benefi ts. Secondly, the most familiar and where 
most attention is applied, is the capital delivery life cycle – 
development, design, procurement and construction. Thirdly 
is the organisational life cycle, which covers the organisational 
capabilities that support the other two life cycles, and this area 
is crucial. 

Planning and delivering the required capabilities in a 
structured and coordinated way also supports delivery against 
wider objectives and long-term vision. There are three questions 
to consider when setting up to deliver a capital project: what 
should your delivery model look like, what capability do you 
need and when are these required?

Answering these points defi nes a delivery strategy, its core 
components and how the organisation’s competencies, abilities 
and capacities need to change over time, setting up the project 
to deliver real value e�  ciently.

What should your delivery model look like? 
The right approach to delivery will vary from project to project, 
and industry to industry. It needs to be driven by a number of 
factors, both internal and external to the organisation, with 
a structured process to assess the viability of delivery model 
options and then narrow these down to a preferred option.

At the core of the delivery model defi nition is the decision on 
the owner/operator model. This determines the organisational 
set-up, where accountability lies and the role of the client 
during delivery. Getting this right upfront enables defi nition 
around roles and responsibilities, which, when unclear, leads 
to decision gridlock, lack of delegation or decisions being 
delegated inappropriately.

Organisations may choose to perform multiple roles and/
or contract third parties to support delivery. There is no clear 
answer. It is vital, however, to be clear on the client/owner’s roles, 
defi ning who is accountable for what, proactively managing 
interfaces, encouraging appropriate levels of collaboration and 
incentivising each layer of the delivery organisation.

Once the delivery model for the project is selected, the next 
step is to assess existing competency and to defi ne the target 
capability required to execute the delivery strategy. 

What capital project capability do you need? 
A project’s capability requirements are not static. What an 
organisation needs to excel at evolves throughout the delivery 
life cycle. Considering the long-term view is key; this is often 
where value is lost. Traditionally, clients appoint project delivery 
partners when their organisation doesn’t have the skill and 
ability to deliver the project. This conventional approach can 
provide a short-term fi x but it may not be aligned to the longer-
term objectives of the organisation. A delivery partner usually 
has limited ‘skin in the game’, and is therefore di�  cult to 
incentivise, reducing client-side control. Additionally, a delivery 

At the core of the delivery 
model defi nition is the decision 
on the owner/operator model
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partner does not always react to the need to rapidly downsize 
when it is necessary to quickly reduce capital expenditure and, 
therefore, capacity. 

The traditional approach of selecting a delivery model is 
based on considerations such as project complexity and risk 
appetite. This must be supplemented with an assessment of the 
requirements to successfully execute in order to derive real value 
from the chosen delivery strategy and to fully understand which 
capabilities are expected from any delivery partners.

Consider how much value could be generated from a delivery 
partner if the capabilities required were mapped out before the 
partner was engaged, or if you consciously built the right level 
of capability to deliver your long-term strategy. 

Also, give thought to ensuring that the right skill sets are being 
deployed across the portfolio or projects and how technology 
can be e�  ciently leveraged to manage information and reporting 
over the life cycle of capital projects.

Capability encompasses much more than people and 
processes. A coherent approach to defi ning the internal 
requirements is necessary; look at how fi ve key business 
elements – organisation, process, governance, technology, 
and information and data – come together to form a full 
operating model. 

It is imperative to consider the current capability of the 
organisation and to identify gaps that need to be bridged to 
successfully execute the delivery model. Weigh up the available 
options to address these gaps – either building internally or 

KEY CONSIDERATIONS FOR DELIVERY MODELS 
The main factors that should be considered for delivery models can be categorised into 
four groups: 
■ From a corporate strategy perspective, 
consider the risk appetite of the 
organisation as well as its growth and 
commercial strategy. 
■ The organisational context 
encompassing the maturity and 
experience of the organisation, its existing 
structure and governance. This will a� ect 
its ability to adapt to enable delivery.

■ From a project perspective, 
consideration must be given to project 
funding, timescales, complexity, risk and 
procurement strategy. These impact on 
the ability to deliver. 
■ Finally, external factors beyond the 
control of the organisation, such as 
regulation, market conditions, availability 
of resources and political stability.

outsourcing – in order to consider the long-term impact of these 
options in terms of risk, fl exibility and cost.

When is the capability required? 
A capital project creates dynamics requiring certain 
organisational capabilities at particular points in time. This is 
driven by the three parallel life cycles – each with connected, 
but unique, objectives and characteristics infl uenced by a range 
of dynamic forces – as well as the knock-on e� ects of associated 
change between them. There may also be external factors 
a� ecting timing and scale of requirements. Understanding when 
specifi c capabilities are needed and how to get put them in place, 
in su�  cient time, is essential.

What does this mean for your project?
Developing a clear understanding of the competency and 
capacity requirements throughout the project life cycle can both 
optimise e�  ciency and value in delivery, and achieve broader 
long-term organisational objectives. Mapping these before 
selecting a delivery model is optimal, but this approach can 
also be applied at key stages of ongoing projects. The required 
capabilities and risk profi le will evolve over the delivery life 
cycle. Planning each stage upfront allows for e�  cient resource 
allocation and proactive, long-term decisions.

By taking the long view, incorporating a capability assessment 
into the traditional approach for selecting a delivery model, risk 
can be reduced and value maximised. 

 TIM PARR  is a partner 
and global head of capital 
projects at Deloitte, where 
he leads the UK major 
programmes business

 MARC O’CONNOR  is 
a partner in Deloitte’s 
infrastructure and capital 
projects team with 
more than 20 years’ 
professional experience in 
consultancy and industry
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Watertight planning was critically important to the refurbishment of 
Saga fl agship Sapphire, says PAUL KNOTT

Maiden voyage

When it comes to project management, I’ve had my fair share of 
tricky remits. Diversity and challenge come as standard when 
you work for a business change consultancy. Retail banking? 
Easy. Corporate banking? Absolutely. Insurance? Never out of the 
question. But ship repair? It’s fair to say that this was a maiden 
voyage in my career.

More than 10 million passengers take to the seas on cruises 
every year, with the Caribbean the most popular destination. 
Some 2,000 cruise-friendly ports exist around the world, 
serving more than 300 ships. You’ll have seen P&O launch 
a brand new vessel recently – Britannia – and more than 30 
other new-builds are on order worldwide between now and 
2020. Cruising is big business.

You can understand, then, that maintaining these assets is 
crucial to a safe and profi table business operation. Similar to 
a car having an MOT, a cruise ship will undergo a renovation 
every two to three years. And, as you can imagine, they’re not as 
simple as cleaning up the spark plugs and changing the oil fi lter. 
This di�  cult, complex work involves taking a ship out of service 
for a fi xed amount of time before returning her to service. Any 
delays cost time, and therefore money, in the form of fee-paying 
passengers on her subsequent cruises.

Ensuring that nothing was left to chance in the renovation 
of its fl agship Sapphire, Saga, one of the UK’s leading cruise 
holiday brands, decided to bring in specialist change-
management expertise to oversee the project. An independent 
leader was needed to liaise between Saga, its technical partners, 
numerous suppliers and the shipyard, where Sapphire was to 
berth for her three-week stay.

Preparation – a critical stage
Preparation is the most important phase of any project, and 
especially for a renovation. This involved nine months of 
planning – everything from simple logistics of berthing in a dry 
dock to the near-impossible task of examining inaccessible, 
claustrophobic storage tanks. From the comfort of the o�  ce, 
we could assess all business-critical decisions, from internal 
decor to sewage systems; from air conditioning to lifeboats. 

This is where project management comes into its own. Some 
fail-safe ‘terms of reference’ to determine key stakeholders and 
key success criteria were developed – these would prove vital to 
meeting project deadlines. We implemented detailed stakeholder 
management and communication plans, using steering 
committees, working groups, risk reviews and other project 
portfolio management frameworks. And a clear and transparent 

decision-making process was key in helping senior management 
to avoid any pitfalls. 

The decision on which shipyard to use proved to be one of the 
most critical. We developed a smart analysis tool to weigh up 
the characteristics of each yard – including cost, experience and 
reputation – and how they relate to one another. An objective 
recommendation, based on fact rather than fi ction, was made. 
This meant foregoing a yard to which Saga was a repeat customer, 
opting instead for Rotterdam-based Damen Shiprepair, which 
specialises in steel repairs and mechanical renovations. 

To make sure that important deadlines were met, there was 
a focus on the defi nition and structure of project plans, the 
assessment of key milestones and the taking of major project 
decisions. A governance model was developed to make sure this 
all gelled together e� ectively. 

Life at the shipyard
Focus of the project shifted as the dry dock approached. Cushy 
planning in a temperature-controlled o�  ce was replaced by 
cold, hard technical work in wintry Rotterdam. The project team 
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LESSONS LEARNED

■ The importance of planning 
There is no such thing as too much planning and this couldn’t 
be more true when it comes to renovations. Planning to inspect 
a water tank is useless without considering how you will 
access it, what equipment you need to inspect it with and what 
the impact is when you switch o�  the water supply. Only then 
do you begin to tease out those fi nest of fi ne points.
■ Anticipate that things will go wrong 
With the best will in the world, curveballs will always come 
out of left-fi eld and render your beautiful schedule irrelevant. 
Recovery plans for late completion of works, bad weather and 
even health and safety breaches are worth their weight in gold, 
even though you hope never to use them for real.
■ The devil is in the detail 
Ensure your contracts are watertight. Use fi xed-price terms, 
detailing everything there is to know about the job. Any 
ambiguity will cause delays, costing time and money.
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ensured a seamless transition from the o�  ce to the shipyard, 
where the real work began, led by Saga’s technical partners. The 
yard, and therefore the project, became an intense, 24x7 hotbed 
of priority identifi cation and precision decision-making.

Key stakeholders were kept fully up to speed with the progress 
on the renovation, including its most crucial jobs that sat on the 
critical path. They made themselves available around the clock 
for when important decisions needed to be made. And a cost 
management team oversaw spend against budget and numerous 
change orders that were raised.

The decisions made in the preparation stage were now coming 
to life. A replacement, industry-standard dishwasher, previously 
talked about via presentations and glossy catalogues, was now 
being installed via a temporary, purpose-built platform some 
90m above the dry dock fl oor. Imagine the business impact to 
Saga if this new machinery couldn’t meet the demand of 1,100+ 
passengers and crew living on board? The premium, luxury 
feel of a Saga cruise would deteriorate and the brand would be 
damaged in a ‘know what they like and like what they know’ 
customer demographic.

Before the green light could be given to return to service, fuel 
tank conversions had to be signed o� , the main galley overhaul 
completed to the highest of hygiene standards, and lifeboats had 
to pass strict load-bearing tests to be certifi ed as seaworthy. This 
is where the return on meticulous planning arrived – the project 
remained on track, both to plan and to budget – which is a rare 
occurrence in the shipping industry, I’m told!

There were many unsung heroes of the renovation. Damen 
Shiprepair proved worthy hosts to Saga, the extensive project 
team and some 300 crew living on board. The ‘hotel’ aspect of 
the ship continued to operate – cabins were cleaned daily and 
hot food laid on three times a day. This may not sound out of 

 PAUL KNOTT  is an 
experienced project 
management and 
PMO professional 
with Certeco.
www.certeco.co.ukG
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the ordinary – especially in a hotel – but among the madness of 
power outages and water supply cuts, this was no mean feat. The 
IT team also did a sterling job ensuring the team could keep in 
touch back home via Skype and FaceTime. 

Additionally, the renovation couldn’t have happened without 
our change-management processes being completely watertight. 
The project was far more comprehensive in its planning, 
business analysis, risk management and cost forecasting than 
any other renovation Saga has undertaken. And that took the 
weight o�  Saga’s top brass, allowing them to focus more of their 
e� orts on other parts of the business. 

Objectives met…
The success of the Sapphire renovation meant she was back 
running cruises in time for the premium Christmas period. No 
disappointed customers, no lost revenue through compensation, 
and record-high customer satisfaction scores. A job well done all 
round, and a return to the normality of Folkestone. Until 
Sapphire’s sister ship – Pearl – commences her own renovation, 
that is… 
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PROJECT FACTS 
AND FIGURES

9 MONTHS 
OF PLANNING 

12,600 MILES COMMUTED 
BETWEEN 

LONDON AND FOLKESTONE 

19 DAYS SPENT 
IN THE DRY DOCK 

225 INDIVIDUAL 
JOBS 

23 BALLAST, FUEL AND 
WATER TANKS REPAIRED 

16 ACCESS HOLES CUT INTO 
THE SHIP, INCLUDING ONE FOR 

THE INSTALLATION OF A NEW 
INDUSTRIAL DISHWASHER

100 CABIN WINDOWS REPAIRED 
(AGAINST AN ORIGINAL 

SCOPE OF 40) 

425 WORKERS ON SITE 
AT PEAK TIMES 

350 CREW MEMBERS 
REMAINED ON BOARD 

161 CHANGE 
ORDERS RAISED 

200,000m3 
OF COOLING WATER USED
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How can the Three Lines of Defence help to assure successful 
project delivery? PETER MAYER investigates

Win the battle

For the corporate world, risk is an inevitable part of doing business and 
meeting shareholder demands. But risk needs to be managed. 
This is why the Federation of European Risk Management 
Associations (FERMA) and the European Confederation of 
Institutes of Internal Auditing have introduced the Three Lines 
of Defence as a way to promote corporate transparency, enhance 
communication, and ensure that clear roles and consistent 
boundaries of accountability are present within organisations. 

So what are the Three Lines of Defence? The concept is based 
on the principle that management control is the fi rst line of 
defence in risk management. The various risk control and 
compliance oversight functions that have been put in place by 
management are the second line of defence. Finally, independent 
assurance is the third line of defence. These lines play their own 
important, and distinctive, roles within a governance framework.

The Three Lines of Defence in context 
How can we use the Three Lines of Defence as a risk framework 
for projects and programmes? Let’s see.

First line of defence – control of risks
The project team is the fi rst line of defence. It works at the 
coalface (typically with support from the project o�  ce) to a 
management delivery framework, which includes policies, 
procedures and processes. The team implements governance, 
risk and control frameworks. It also measures and manages 
project performance and manages risk within the organisation’s 
agreed risk appetite. This line of defence reports into senior 
management/the risk committee. 

Second line of defence – confi rmation of control
Typically, the intelligent project o�  ce, the risk management 
o�  ce or the governance team will oversee programmes or 
sections of the portfolio. They are the second line of defence. 

This team designs a fi t-for-purpose framework to ensure that 
identifi ed risks are consistently controlled and reported to senior 
management. It then monitors adherence to the framework 
and provides timely, balanced information. This line of defence 
reports into senior management/the risk committee. 

Third line of defence – strategic overview of controls
Internal audit is the third line of defence. It reviews the 
framework objectively and o� ers independent oversight across 
the organisation, while monitoring the adherence of the fi rst and 
second lines of defence to the control framework. This line of 

defence reports into the board of directors/governing body/audit 
committee. Organisations that have adopted the Three Lines of 
Defence as a risk framework for their projects have found this 
approach fosters cohesive management, a stronger risk culture, 
a better defi nition and communication of risk appetite, clearer 
ownership and a drive towards risk resolution, and objective 
reporting of risk into senior management.

Areas for improvement
There have been a number of weaknesses identifi ed when 
implementing the Three Lines of Defence as a risk framework. 
These are explored below, together with proposed solutions.
1. Loss of accountability
The teams in the fi rst line of defence confuse their 
responsibilities with those in the second and third lines of 
defence and relinquish control as a result.

Solution: Embed the Three Lines of Defence model in your 
delivery framework. Understand who needs to do what. 
Establish defi ned roles with clear accountability.
2. Perception of unwanted overheads
The fi rst-line teams view the second and third lines as imposing 
a burden on them, while adding no value. 

Solution: Recognise the limitations of your delivery 
framework. Monitor the adherence of the fi rst line of defence 
to the framework, but do it with a ‘light touch’. Ensure that key 
learnings are proactively shared and understood, not lost.
3. Fear of causing upset
Risks are not highlighted for fear of upsetting people, leading to 
recriminations and career limitations. 

Solution: Focus on objective reporting to senior management, 
including progress against time, quality, risk and benefi t targets. 
4. Going native
Assurance professionals become ‘embedded’ in a project team 
and lose their independence. 

Solution: Keep the teams separate. Ensure all assurance 
professionals maintain their objectivity and independence.
5. Bayonetting the wounded
Unhelpful pain is created after the event, providing little value to 
the project. 

Solution: It’s easy to point out problems after the event, but it’s 
not always useful. The challenge is to be consistently insightful 
and smart throughout the project delivery process – adding 
value in all interactions.

Only once these weaknesses are tackled can we move beyond 
the model to address buried risks.
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Blindly adhering to a delivery 
framework will not buy you project 
victory and it could lead to participants 
being seen to fail in their duties

ASSURING PROJECT SUCCESS 
The Three Lines of Defence model merits our attention. But blindly 
adhering to a delivery framework will not buy you project victory and it 
could lead to participants at all levels being seen to fail in their duties.

The model alone cannot protect you from the weaknesses that 
will surface during implementation and generate blame, denial 
and excuses. It is, therefore, important to reinforce and optimise the 
model to avoid project failure. We do this in di�erent ways for each 
line of defence: 

THE FIRST LINE OF 
DEFENCE MUST:
n Use the delivery framework 
to establish cohesive roles  
and responsibilities.
n Build team aspirations  
and capability: develop  
a winning mentality.
n Manage risk, within an  
agreed risk appetite.
n Maintain a holistic view and 
ensure the continued viability  
of the project.

THE SECOND LINE OF 
DEFENCE MUST:
n Monitor adherence  
to the delivery framework  
and continue to develop  
and simplify.
n Report progress against key 
measurement targets.

n Ensure that key learnings 
are learned (not lost) and are 
proactively shared.
n Establish independent 
assurance as part of the DNA 
within the project culture.

THE THIRD LINE OF 
DEFENCE MUST:
n Give independent  
oversight of the e�ectiveness  
of the first and second lines  
of defence.
n O�er independent, objective 
assessment and provide real 
insight into the ‘do-ability’ of  
the project.
n Prioritise early engagement 
on complex projects.
n Ensure that reviews are 
collaborative and develop 
credible, trusted relationships.

As a result of following the above approach, the organisation will 
benefit from advanced risk mitigation, independent measuring  
and reporting of performance, and an independent view of project 
‘do-ability’ and risk identification.

PETER MAYER is managing partner  
at Pelicam Project Assurance
 
This article is based on Pelicam research  
and discussion at Pelicam’s ‘Intelligent  
Projects Forum’ in December 2014. For more 
information, please visit www.pelicam.comJO
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Identify the landmines
What about hidden risks? They are a series of landmines waiting 
to explode. So we must do more to gain visibility – detect, dig up 
and defuse these landmines – before it’s too late. Here are some 
examples, with some tips on how to defuse them.
1. Lack of a holistic view of the project
Project roles are assigned at too low a level – at work-package 
level – and few people have visibility of the bigger picture.

To defuse: Build team aspirations and capability. Encourage a 
‘winning mentality’. Empower people to take action and make 
decisions. Ensure that experienced, key people are visible across 
the project so that it remains viable.
2. Ignoring the root causes
Project teams focus on impact, probability and mitigation of risk. 
Root causes are often not considered.

To defuse: Establish independent assurance as part of the 
DNA within the project culture. Move the mindset from ‘plan to 
deliver an audit’, to ‘deliver an outcome of real value’.
3. Putting process above principle 
Project teams concentrate on complying with a faulty framework 
and don’t exercise their own judgement. They focus on 
compliance and regulatory standards, ignoring ‘do-ability’.

To defuse: Work with the delivery framework but recognise 
that it’s not the answer to everything. Develop a risk-based 
approach, using principles as well as procedures.
4. Lack of independence or willingness to challenge 
Inexperience means that the second and third lines of defence 
accept the word of the project team and feel unable to challenge.

To defuse: Build relationships founded on credibility. Ensure 
that reviews are independent, fact-based and collaborative, with 
clear sights on ‘do-ability’. The goal is to fix the project, not 
report it as broken. Assurance should be engaged early on in 
complex projects, warning of risks before they hit. 
n The three lines model is explored in APM’s A Guide to 
Integrated Assurance. See apm.org.uk/books
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Jargon buster
Do you know your SPI from your EVM? BRIAN WERNHAM explains 

how to make scheduling predictions

Schedule performance index (SPI) is an earned value management 
(EVM) technique that you can use to predict whether your 
project is on schedule. Simply compare the budgets of the tasks 
completed with the budgets of those you had expected should 
be fi nished by now. The SPI is the ratio of the forecast budgets 
between the completed and the originally scheduled tasks.

For example, several months into a two-year project, £10m 
should have been spent. But the tasks actually completed 
account for just £9m of the original forecast. Bad news: your 
SPI is 0.9, and anything less than 1.0 means that you are behind 
schedule. If this ratio of completion is applied to the whole 
project schedule, then you would be 2.7 months late (24 divided 
by 0.9 = approximately 26.7 months).

Is SPI a bear trap? 
Watch out because SPI assumes that the budgets of the tasks 
were originally estimated correctly. Say Task ‘A’ and Task ‘B’ were 
both estimated at six months and £5m each. But actually Task ‘B’ 

is twice as complicated as originally thought. So we complete 
Task ‘A’ as expected. So far, so good: the SPI = 1.0. Your EVM 
experts will be toasting the project’s predicted success. As work 
begins on Task ‘B’ and the need to double the estimate-to-
complete becomes evident, you run down to the Champagne bar 
to get the EVM team back. They shrink the two tasks into the 
original 12-month deadline, but the SPI is now 0.66. Your project 
is now (correctly) predicted to overrun. ‘SPI’ is an interesting 
measure, but, like all data, it must be read in context. 

 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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What is NEC3?
NEC is a family of contracts that 
facilitates the implementation 
of sound project management 
principles and practices. It also 
defi nes legal relationships.

The fi rst NEC contract – then 
known as the ‘New Engineering 
Contract’ – was published in 1993. 
Since then, the contracts have 
been reviewed and developed, 
with the NEC3 contract suite being 
launched in 2005. In April 2013, 
the suite was updated. 

What can you use 
NEC3 contracts for?
The NEC3 family of contracts is 
suitable for procuring a diverse 
range of services and supplies for 

projects of all sizes, from major 
framework projects through to 
minor works. It can be used in both 
the public and the private sectors 
and at all stages of a project life 
cycle, from planning, design and 
project management through to 
construction, maintenance and 
facilities management.

Each contract is supported by 
associated guidance notes and 
fl ow charts, which detail exactly 
what procedures should be 
followed – by whom and when.

NEC3 contracts have been 
uniquely designed using the 
following three characteristics:
■ They stimulate good 
management of the relationship 
between the two parties to 

the contract and, hence, good 
management of the work involved 
in the contract. 
■ They can be used in a variety of 
commercial situations.
■ They are clear, simple and 
written in plain English, using 
language and a structure that is 
easily understood.

Using NEC3 contracts brings 
major benefi ts for projects, both 
nationally and internationally, in 
terms of time, cost savings and 
improved quality.

What is the NEC3 
Engineering and 
Construction 
Contract?
The NEC3 Engineering and 

Construction Contract (ECC) is the 
main construction contract within 
the NEC3 family. It has been used 
on some of the highest-profi le 
projects in the world, including the 
London 2012 Olympics, as well 
as everyday projects including 
the construction of buildings, 
highways and process plants. 

This contract should be used 
for the appointment of a 
contractor for engineering and 
construction work, including any 
level of design responsibility.

Other contracts that fall 
within the NEC3 family include 
the Framework Contract, the 
Professional Services Short 
Contract, the Supply Contract and 
the Term Service Contract.

NEC3 EXPLAINED In this Q&A, we look at what the NEC3 family of contracts is and how 
project professionals can use it in their work
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SUSANNE’S ANSWER

Many project managers are in the same 
situation as you are. They work with people 
from di� erent departments and locations who 
don’t report to them directly. They don’t have 
the authority to tell people what to do and fi nd 
it challenging to work with experts who are 
more senior than them. 

My advice is to look at strengthening your 
infl uencing skills and to build trust between 
you and the people you are managing. When 
you constantly have to chase someone to get 
work done, it’s a sign that they feel more 
obliged to attend to someone else’s work or 
that they fi nd other work more rewarding and 
interesting. To up your task on the priority list, 
you need to strengthen trust and commitment 
and ensure that the work you give them is as 
interesting as possible for them.

How might you begin to do that? First of all, 
you need to accept that your relationship with 
your team shouldn’t just be a transactional 
one. If you want to increase your infl uencing 
skills, you have to take a greater interest in 
the person you are asking to do work for you. 
Find out what he or she likes most or least 
about their job and see how you can use that 
to strengthen the bond between you and make 
the assignments you give to him or her more 
interesting. Create a conversation and get to 
know people – even if they don’t report to you 
directly or if they work remotely. Trust is built 
and earned over time by listening, sharing, 
asking questions and by being honest and fair. 

Involve people in the planning process
You can also build trust and strengthen 
commitment to the project’s goals by involving 

 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 am a project manager for a global manufacturing 
company. I like my job, but always fi nd that I have to 
chase people to get work done. It’s time-consuming 

and very frustrating. What can I do about it? 

people in the planning process. When people are 
involved in defi ning and planning the project, 
they understand why the project is important 
and what their role is in making it happen. 

How would you normally kick o�  a project 
and go about planning it? Do you tend to do it 
from behind your desk and by talking to people 
individually? Why not have a planning meeting 
instead where everyone participates – either 
in person or via video conference? Spend the 
meeting brainstorming everything that needs to 
get done on Post-it notes and create a milestone 
plan through collaboration. Discuss who owns 
each milestone and what the target dates are. 
This approach creates transparency across the 
project and strengthens buy-in from all parties. 
Everyone likes clarity, and as a project manager 
you are in an ideal position to provide that.

Give people autonomy to do their work
A fi nal thought I’d like to leave you with is 
that most people don’t want to be tightly 
managed or told what to do. They want to feel 
appreciated and have the autonomy to decide 
how to do their work. You won’t be able to 
provide people with ultimate autonomy, but 
you can avoid micro-managing them by 
focusing on objectives and outcomes. Agree 
with people what a good outcome looks like 
rather than defi ne how to do it – ie how will 
you be measuring that the task has been 
properly completed and how will you be 
measuring progress along the way? When you 
agree these parameters upfront, you make 
people feel part of the process and you 
strengthen buy-in to the project. My advice is 
to focus on developing trust through inclusion, 
collaboration and showing empathy. 
■ See a review of Susanne’s book, on page 81

My advice is to look at strengthening your infl uencing skills and to build trust 
between you and the people you are managing 

DO YOU HAVE A QUESTION FOR SUSANNE TO ANSWER? PLEASE EMAIL HER AT MAIL@SUSANNEMADSEN.COM
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 JULIE WOOD  is global leader of programme 
and project management at engineering and 
design consultancy Arup

I started out in my career as an engineer and I 
quickly found that I was undertaking more 
management work as my career evolved. 
When I was working on the headquarters 
of Formula 1 Team McLaren, I was at all the 
key influential meetings, contributing to 
‘big picture’ decisions. 

I soon found that I had a natural grasp 
of the facets that make up a professional 
project manager, such as costs, schedules, 
quality and purpose. 

Around 10 years ago, an opportunity 
came up in the specialist project 
management group of Arup. It was a 
baptism of fire for a few months because 
I found myself leading a highly complex 
project with multiple building services, as 
well as a multi-headed client, just weeks 
before the project started on-site. The skills 
I had learned earlier in my career were put 
to immediate use. 

I have a multi-faceted role that entails 
the running of a £22m, 120-person 
specialist programme and project 
management business with hands-on 
responsibility for a number of significant 
construction projects. 

At a strategic level, I am a member of 
the Arup Consulting executive for the UK, 
Middle East and Africa (UKMEA) region, 

the feedback on board and developed the 
business further to secure the win. 

My advice to up-and-coming project 
professionals is to work in an area that you 
enjoy – it’s also likely that this will be an 
area that you are good at. Combining these 
two will result in you having more success 
and enjoying your work.

My drive and determination is what 
makes it possible for me to be successful. 
I’m also an extremely energetic person and 
I’ve learned how to keep myself refreshed. 
Much of my role gives me energy and 
keeps me naturally recharged. 

What gets me out of bed in the 
morning? The people I work with – and 
knowing that no two days are the same. 

charged with leading cross-geography and 
cross-discipline initiatives. I am also the 
regional leader of programme and project 
management, at a global and UKMEA level. 
I provide strategy and direction, enabling 
our senior sta� to achieve our vision.  

I like the fact that my job is primarily 
about people. I work with a cross-section 
of Arup sta�, as well as with clients and 
other collaborators. Walking around a site 
still excites me and it’s something I make  
time for as well.

Route to the top
The greatest influence on me has  
been my background. I grew up in 
Teesside, where I had to show enormous 
determination to start my career as an 
engineering technician when I left school. 
At that time, girls didn’t take technical 
drawing, but I really wanted to design  
and build things. 

I was the first person in my family to 
go on to higher education. Through hard 
work and e�ort, I got a first-class honours 
degree in civil and structural engineering. 

The biggest lesson I’ve learned in my 
career is to keep a cool head in di�cult 
situations. Look at the facts, and work out 
what success looks like and how you intend 
to achieve it. Adversity does not mean that 
you cannot achieve your objectives. 

Becoming a fellow of the Royal 
Institution of Chartered Surveyors via the 
eminent route was one of the highlights 
of my career to date because it was an 
external recognition of my work, rather 
than something I proactively applied for. 

Another highlight was Arup being named 
the APM Project Management Company 
of the Year in 2012, especially as we had 
been runner-up the year before. We took 

                            WHAT’S YOUR STORY? DO YOU HAVE AN INTERESTING CAREER STORY THAT YOU WOULD LIKE TO SHARE  
WITH READERS OF PROJECT  MAGAZINE? EMAIL SALLY.PERCY@PROJECTMAGAZINE.CO.UK

What gets me  
out of bed in  

the morning?  
The people I work 

with – and knowing 
that no two days  

are the same
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process, viewing it is an ‘admin’ task rather than as an essential 
next step in their own career development. The research also 
showed that there is no consistent approach when it comes to 
developing talent. 

Training providers are guided by their clients – tending to use 
a standard tool as a starting point, then adapt where appropriate. 
In fact, very few of those quizzed used APM’s Competence 
Framework 100 per cent of the time. The majority typically 
supplemented core APM competencies with company- and, 
sometimes, role-specific ones.

Others reported using the APM framework as the foundation 
for something that has evolved over time – or, in some cases,  
not at all. The picture is further fragmented within some  
larger international organisations that often use more than  
one framework.

Fit for purpose
So, with talent becoming scarcer (nearly 40 per cent of firms 
have had difficulty recruiting in high-level skills sectors, while 
more than half of CEOs say the shortage is a real threat to their 
organisation’s growth prospects), talent management strategies 
and tools that are fit for purpose become evermore important. 

Taking this on board, the revised Competence Framework has 
been refined to include 27 core competencies, from which 14 role 
profiles have been developed. It is also far more wide-reaching 
in its appeal. As well as project management, the requirements 
of programme management, portfolio management and project 
offices are covered. This has been achieved by using more general 
terminology that can apply in all four contexts, as well as more 
targeted competencies. These include: transition management; 
financial management; resource capacity planning; independent 
assurance; asset allocation; and capability development. 

The move to upskill all levels of project management is a 
positive one, and goes some way to bridging a gap identified in 
the earlier roundtable discussion. While stressing the need to 
‘capture’ talent early on, attendees also identified a need to focus 
on capable sponsors. 

It was felt that in order to end confusion around the role and 
ensure more effective decision making, senior project 
representatives should invest more time and resources – even if 
that meant taking brave, and sometimes unpopular, decisions. 
The upshot, according to those present, would be a more refined 
delivery process with fewer constraints (or man marking) and 
the freedom to do what all talented project managers want to do 
to: get things done. 

 JAMES SIMONS  is publishing manager at APM

Search for skills
How do we grow the talent pipeline to ensure competent teams at every 
level of the project, programme or portfolio? JAMES SIMONS investigates
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APM recently brought together some of the profession’s leading 
thinkers, decision makers and influencers from manufacturer 
Rolls-Royce, construction consultancy Mace, the BBC, Heathrow 
Airport, and engineering companies Laing O’Rourke and Amec 
Foster Wheeler for a roundtable to discuss the association’s 
Conditions for Project Success research. 

The general feeling was that uncertainty and ambiguity were 
preventing project success and only with absolute clarity – both 
upfront and during the project’s life cycle – would the right 
conditions exist to achieve the desired outcome. 

All agreed that a robust set of project controls would introduce 
greater rigour and structure throughout the process. But the 
controls need to be complemented with the right blend of  
people who have the necessary skills and competencies to do  
the job required. 

Inevitably, the discussion migrated to the issue of talent and 
how it can be grown in both quality and quantity. Finding the 
‘right’ people is getting harder, as is developing that talent once 

you’ve found it. APM deputy chair Alan Macklin, who attended 
the leaders’ debate, summed up the talent conundrum: “How do 
we recruit, retain and build teams at a time when resources are 
scarce? That’s a very real issue.”

One solution is to introduce a change in culture so that talent 
is nurtured early on to engender a feeling of belonging and 
mutual trust. Speaking at the same event, Heathrow’s delivery 
director Julian Foster said: “To weather the skills shortage, it 
is key that organisations nurture young talent and embrace 
diversity. In addition, the workplace will develop through 
empowering our staff to make good business decisions.” 

Willingness to learn 
Investing in youth has its advantages, but maintaining that initial 
enthusiasm and willingness to learn new skills can be difficult, 
especially as you move up the corporate ladder. 

Ahead of the release of its new Competence Framework, 
APM spoke to some of the country’s leading training providers, 
and HR and talent managers, to paint a picture of project 
management professional training in the UK today. 

The research revealed that, while continuing professional 
development and qualifications are widespread, it is often left 
to the individual concerned to identify gaps in their training. 
And senior staff can be reluctant to engage in the development 

“How do we recruit, retain and build 
teams at a time when resources are  
scarce? That’s a very real issue”
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“To weather the skills 
shortage, it is key that 
organisations nurture 
young talent and embrace 
diversity. In addition, the 
workplace will develop 
through empowering 
our sta� to make good 
business decisions”

FRAMEWORK 
FACTS
n Streamlined (from 47)  

to 27 competencies.

n 14 detailed role profiles 
created.

n Coverage for the 
profession including 
project, programme  
and portfolio.

n In-depth coverage  
for PMO.

n Outcome-focused 
assessment criteria.

n The new-look APM 
Competence Framework  
is released this month.
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The complexity and diversity of projects have increased at a rate that few 
would have predicted just 20 years ago. Now, a major limiting 
factor in project success is the competency of those charged with 
managing those projects. Tools, techniques and processes can 
only take you so far before it comes back down to experience, 
professional judgement, competency and confidence. We have 
spent many years rethinking how we manage projects. Now  
we need to rethink how we manage the project professionals 
who manage them.

Introducing the PMPDP
In 1999, Rolls-Royce approached what was then UMIST,  
and is now the University of Manchester, with the idea of 
developing a practice-focused MSc in project management.  
The notion was that working professionals could develop,  
learn and work in a seamless fashion and, at the same time, 
engage with others from different organisations and different 
tiers of the supply chain, so appreciating the importance of 
context in the learning process. 

Uniquely in the higher-education world, the course was 
developed in conjunction with its stakeholders, not primarily  
the academics who delivered it. The content met not only  
the requirements of the APM Body of Knowledge at the  
time (fourth edition), but also incorporated the emerging 
challenges identified by the subject matter experts who  
worked on developing each module. 

The university was a stakeholder in the development and 
delivery of the course, thus breaking the traditional divides 
between teacher and learner. The delivery process was, and 
continues to be, monitored by a steering group, of which 
the university is one stakeholder. The steering group reviews 
performance and advises on changes, if required. Finally, true 
professional development was coming of age. 

The Project Management Professional Development 
Programme (PMPDP) has now, 15 years later, seen more than  
350 professionals graduate with an MSc. It has also allowed 
many others to take a single module as part of continuing 
professional development, or four modules leading to a 
postgraduate certificate. The one thing that all delegates  
share, though, is the PMPDP experience. It is the bringing 
together of like-minded professionals to learn not only  

We have spent many years rethinking 
how we manage projects. Now we need 
to rethink how we manage the project 
professionals who manage them

Winning combination 
A mix of practice and theory underpins the University of Manchester’s Project 
Management Professional Development Programme, writes CALLUM KIDD

from the course content but also, more importantly, from  
each other.

Most of us are familiar with the idea of a ‘community of 
practice’. Universities are often perceived as ‘communities of 
learning’. We identified early on in the development of the 
PMPDP that the traditional perception of a community of practice 
being focused predominantly on practice, and a community of 
learning being based mainly on learning, was a limiting factor. It 
was important that delegates focused not just on the ‘what’ but 
also on the ‘why’. We saw PMPDP as being the overlap – the space 
in time that allowed practitioners to wear both practitioner and 
student hats, and to look at things from different perspectives. 
More importantly, it enabled them to share their thoughts with 
a group of others who came from very different backgrounds 

and industries. Indeed, we identified that our strongest assets 
included our delegates themselves. As stakeholders, they not only 
participated in the programme but were also joint owners of it.

Peer-assisted learning
In 2011, we embarked on a new project. One of the things we 
needed to do was to strengthen our link with the graduate 
community from PMPDP. While we were focused on the current 
crop of delegates, we also had nearly 300 graduates, many of 
whom were eager to play a part in the future of the course. 

They represented several thousand years’ worth of context-
based experience collectively, and this was too valuable not 
to capture to some degree. Moreover, they had been through 
the course, and knew better than anyone how to manage the 
thinking process from theory into practice. They had learned, 
maybe late on in their studies, how important reflective practice 
was to their own professional development. Up to that point, 
reflective practice formed a big part of the dissertation phase  
of the programme, but we needed to front-load that element  
of the course, instead of ramping it up later. 

So, in 2011, we bid for and won pump-priming money from 
the university’s Faculty of Engineering and Physical Sciences 
to pilot what became the Project Management Peer Assisted 
Learning (PM-PAL) group. Initially, we selected six graduates 
to assist in the delivery of the course to our new intake, and 

The programme enables practitioners 
to share their thoughts with a group of 
others who come from very different 
backgrounds and industries
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 CALLUM KIDD  is director of the Project 
Management Professional Development 
Programme at the University of Manchester. 
Email: c.kidd@manchester.ac.uk

For more information, please see:  
www.mace.manchester.ac.uk/pm-pdp

of the delivery. We have just received additional funding that  
will allow us to expand the PM-PAL group and enable its  
members to capture their collective contextual experiences  
in the form of case studies and vignettes. These will be delivered 
with all modules in the future, with all delegates, both new  
and old. 

Some 15 years ago, we set out to challenge the existing model 
of postgraduate education and develop a professional 
development programme with a new culture. We are still 
learning, but we have already used the experiences from  
PMPDP to develop a similar programme for engineers and 
technical managers in the nuclear sector. The one message  
that is clear, and which has become part of our DNA, is that 
context is king. 
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appointed them as visiting lecturers. We knew from research 
that many of our delegates took three or four modules before 
the link between theory and new ideas and contextual practice 
became a natural thinking process. We knew that we had to 
move that awareness moment much earlier into the delivery, and 
this would only happen if delegates were subjected to a greater 
focus of contextual awareness. 

The role of PM-PAL was to work in small groups, looking at 
case materials with the latest crop of delegates, and discuss 
how they could make sense of project-management problems 
by reflecting on their own experiences, no matter how limited. 
They could also show how to evaluate new ideas in the context  
of their own work environment, and critique them e�ectively 
– not falling at the first hurdle of ‘it will never work in my 
company’ but moving forward to ‘which barriers exist  
currently that might stop it from being successful?’. 

Most importantly, I was keen that they fostered the notion 
that there were no right and wrong answers, only the most 
appropriate answer. It was about understanding the context,  
the environment, the stakeholders, the product, the contract  
and so on. In e�ect, the solution would be contextually relevant.

 
What’s next?
The pilot was a great success, and, to date, we have evolved that 
session with the new intake into a more focused and integral part 

WHAT IS PROFESSIONAL LEARNING?
Professional learning di�ers from traditional 
approaches to learning in that it encourages us to reflect 
on what we already know and understand, framed in a 
given context. It is the context itself that will determine 
whether or not our actions are successful – not the 
ideas or theory. Once we understand the context, we 
are better placed to critically evaluate those ideas and 
determine appropriate actions. Context is an ever-
changing framework, however. So, we need to develop 
project professionals who not only understand the 
context of today, but can plan ahead for the changing 
context of tomorrow.

74-75_ProjectSum15_Career.indd   75 11/05/2015   12:25



Are you a mentor? Or perhaps you’re thinking of becoming  
a mentor? Your connection to the role is probably closer than  
you think. Instinctively, you already know what it means to be  
a mentor, as the archetype of the role is all around us. 

Take Professor Dumbledore in Harry Potter, Mr Miyagi in 
The Karate Kid, or even Mary Poppins for the Banks family – 
relationships where someone with relevant experience provides 
assistance to help a person to learn, grow and progress are around 
us in film, fiction and fable. You’ll also have your own examples 
– people who have influenced your thinking in helpful and 
formative ways. 

Unfortunately, in business, the mentor role often becomes 
confused with managing, coaching and training. The distinct 
value of mentoring is lost because the role merges with other 
types of support. Here are a few reasons why:

 Mentors are given inadequate support to truly understand the 
principles and purpose that underpin the role.

 Individuals receiving mentoring (often called mentees) build 
inappropriate expectations of what having a mentor will do for them, 
such as ‘this person will fix things’ or ‘they’ll open doors for me’.

 Most mentoring relationships lack the appropriate support structure 
to help people navigate through the activity and process of mentoring.

When mentoring becomes managing
When senior managers or leaders are given a talented member 
of sta� to mentor, the relationship leans naturally towards 
managing, simply because that’s what the mentor knows how to 
do. Organisational expectations don’t always help since they tend 
to encourage an agenda of results, for example, ‘We want you to 
help this person get better at x or stop doing y’. Classic signs of 
mentoring morphing into managing include:

 The mentor feeling responsible for the mentee’s performance.
 Conversations that start with a focus on items the mentee has 

completed since last session, for example, ‘I finished the report we 
agreed I’d write for my boss’.

 The mentor having a personal agenda, for example, ‘I want to get 
them to do x’.

 Conversational topics are biased towards tasks and ‘doing’, and 
 lack an element of enquiry about beliefs, principles and perspectives.

 The mentee feeling guilty if they aren’t reporting back successes, for 
example, ‘I need to explain why I didn’t do that’.

The distraction of short-term performance
Where managers feel pressure for, or ownership of, the success of 
their mentees, their listening, questioning and conversation will 
tend to emphasise what the mentee should be doing, perhaps by 
giving advice or even instruction. Conversations then naturally 
overlook potentially richer topics, such as the principles of success, 
career pitfalls and risks, or simply what success means to the 
mentee. It is important not to overlook the following key points:

 Responsibility – for learning, progress and results – rests with  
your mentee.

 Ultimately, what your mentee chooses to do, learn or ignore from the 
mentoring is not your business.

 Some results of mentoring can be identified or measured, while 
some results cannot. This does not mean that they are insignificant or 
less important; it simply means you are less aware of them.

The ultimate goal of a mentor is to empower the person they 
are mentoring. Through the relationship that emerges, the mentee 
learns, develops and grows to be better equipped for everyday life. 

A mentor provides appropriate assistance
Another area of confusion (and therefore risk) is that a mentor 
needs to be able to decide what type of help and support is 
appropriate to give to their mentee. If you’re a mentor, you’ll 
recognise the following dilemmas:

Q Am I supposed to tell them what they should do? Should I o�er 
ideas and advice?

QHow involved should I get? For example, should I help them to 
write their CV?

QWhat if they want something I’m less comfortable with, such as an 
introduction to someone I know?

When you are clear that, as a mentor, your goal is to empower 
someone, plus that your mentee is responsible for the results that 
they get, then the notion of ‘appropriate assistance’ is simpler to 
identify. Now, let’s address the common dilemmas above.
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Guiding light 
You want to be a mentor but how can you avoid the pitfalls 
that come with the role? JULIE STARR o�ers some advice
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The goal of a mentor is to empower the 
person they are mentoring. Through the 
relationship that emerges, the mentee 
learns, develops and grows to be better 
equipped for everyday life

Q Am I supposed to o�er ideas and advice?
A If giving advice is helpful, appears well received and doesn’t 
disempower the mentee, it’s fine to o�er it. But if advice is less well 
received, increases the mentee’s reliance on you, or stifles their 
ability to create solutions, then you need to reduce your tendency 
to give quick solutions, ideas and answers. An e�ective mentor 
balances their own influence on the mentee’s thinking with a 
willingness to encourage them to think and act for themselves.

Q How involved should I get? For example, should I help them to 
write their CV?
A In o�ering any assistance as a mentor, you must balance 
your involvement with the need to empower your mentee. For 
example, o�ering to write a CV for someone is higher involvement 
for you but lower empowerment for them, since you have 
e�ectively taken the task from them. On the other hand, o�ering 
to review a draft CV that they write is involvement from you 
and yet still empowering for them, since they are supported to 
improve on their own work. But encouraging them to write a 
CV without o�ering to review it is little or no involvement from 
you and potentially less empowering for them, since they get no 
feedback that enables them to improve it.

Q What if they want something I’m less comfortable with, such as an 
introduction to someone I know?
A This question raises others, and demands a little enquiry and 
discussion upfront. The mentor must determine their own 
boundaries for the relationship in order to e�ectively decide what 
they are/are not willing to do. It helps if the mentor considers 
key questions at the start of the relationship, in order to support 
mutual understanding. These include:

 As mentor, how active in supporting my mentee am I willing to be? 
(Frequency and length of meetings, by telephone or in person etc.)

 What type of support am I o�ering? (Conversation and advice, or 
additional help in networking, exposure to my own work, etc.)

 What am I less comfortable with? (Opening my contact book, 
sharing industry/client knowledge, etc.)

When a mentor considers the above questions, they can share 
their expectations, which will help both parties to stay clear and 
aligned later on in the relationship.

Build benevolence, respect and trust
Initial, formative, discussions are a valuable opportunity to build 
a helpful basis for the mentoring relationship. By taking time 
to align understanding, such as the purpose and principles of 
the relationship, potential benefits are increased and the risk of 
misunderstandings is reduced. 

Some elements of e�ective mentoring relate to attributes of the 
relationship rather than activity, and initial conversations form 
the basis for this. For example, an e�ective relationship includes 
benevolence on behalf of the mentor, respect on behalf of the 
mentee, and trust as a mutual element. Where early conversations 
turn quickly to task, performance and delivery, this critical 
foundation is easily lost. 

Mentors who make their personal agenda for their mentee  
more important than discovering the mentee’s true potential can 
easily overlook latent talent and gifts. Like a parent with hopes for 
their child’s ability at sports, the whispers of a musical tendency 
may go unheard. 

 JULIE STARR  is a coach, mentor, writer 
and speaker. She is the founder of Starr 
Consulting and author of The Mentoring 
Manual, The Coaching Manual and Brilliant 
Coaching, all published by Pearson.  
She also writes novels for young adults.

For a review of The Mentoring Manual,  
see page 81
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 VINCE HINES   
is managing director  
of Wellingtone  
Project Management, 
the APM career 
development partner

It has been said that the personality traits 
of a good senior project manager are 
similar to those of an entrepreneur. The 
characteristics that immediately come to 
mind include leading people, managing 
risks and driving towards a clearly defined 
goal. Another similarity is a feeling of ‘I’m 
on my own’. You might be one of only a few 
people in your organisation recognised as 
a project manager and your peer group is 
spread thin juggling projects.

A corporate PMO can provide a home 
for project managers. A source of best 
practice, lessons learned, shared knowledge 
and experience. Larger clients of ours are 
encouraged to establish a community of 
practitioners. This knowledge sharing is 
invaluable and, if supported correctly, it can 
be the catalyst for driving towards higher 
levels of project-management maturity.

Most of us are not able to benefit from 
this support network, however, so where 
is yours? In an industry where so many 
project professionals are out in the field on 

their own, the value and responsibility of a 
professional association is significant. The 
APM FIVE Dimensions of Professionalism 
provides a universal framework for career 
development. This o�ers clear guidance 
to professionals at every level and I would 
particularly draw your attention to the APM 
Competency Framework. The framework 
enables you to benchmark your knowledge 
and identify development targets. 

But how can you tap into the knowledge 
and experience that other practitioners 
have? Again, APM fills the void. Would you 
like to read practical guidance on project 
monitoring and control, establishing 
a maturity model, sponsoring change, 
managing risk, and even the mystical art 
of EVA? There are more than 20 guides at 
www.apm.og.uk/books, many of which can 
be downloaded free by APM members. 

Your career is your own personal 
project. I would recommend establishing 
a community of practitioners for regular 
knowledge sharing. 

Career clinic

Knowledge sharing is 
invaluable and can be the 

catalyst for driving towards 
higher levels of project-

management maturity

Pelton joins ICE expert panel
Distinguished 
project director John 
Pelton has been 
selected as the 
new deputy chair 

of the Institute of Civil Engineers’ 
Municipal Engineering Expert Panel 
(MEP). The panel examines best 
practice for the delivery of a variety 
of engineering services that cater 
for local communities. Pelton is 
currently strategic projects director 

for Crossrail and director of the 
programme partner Transcend, 
a consortium that includes his 
programme management firm, 
CH2M. Commenting on his 
appointment, Pelton said: “I am 
delighted to have been selected. 
The work the MEP has been 
carrying out since it was formed 
has provided important input into 
driving best practice and promoting 
top-quality delivery.”

Two senior appointments for KPMG
KPMG has bolstered its UK cyber security and business 
resilience practices with two new appointments. Ken Hall 
(pictured, top) comes from IT expert Wipro, where he was 
head of the global cyber security consulting practice. Curtis 
Baron joins from the Royal Bank of Scotland where he was 
the group head of resilience. In the past 18 months, KPMG 
has grown its UK cyber security practice with the addition of 
four partners and nine directors. The practice is now home 
to 250 individuals, up from just 70 three years ago.

LOC Consulting recruits Beckford as associate director
Management consultancy firm LOC has appointed Carol 
Beckford as associate director. Beckford will take charge 
of increasing LOC’s focus on the healthcare consultancy 
sector and strengthening its public-sector work. Previously, 
Beckford has worked with NHS London, the Department of 

Health, the Metropolitan Police and PwC. “I’m delighted to be joining LOC,” 
Beckford said. “I’ve had a close a�liation with the company for many years 
now, and I have always admired its focus, organisation and management. 
LOC already has a good reputation within the health sector, and I am 
looking forward to working with my colleagues to build upon this.”

Appointments

Sharpe joins Sword Active Risk
Risk-management 
software provider 
Sword Active Risk 
has hired Matt 
Sharpe as its new 

vice president of engineering. 
Sharpe will be responsible for the 
design, engineering and quality of 
Active Risk Manager (ARM), the 
company’s software used in 
energy, aerospace and 

infrastructure projects. Since 
graduating from Warwick 
University with a computer science 
degree, Sharpe has spent eight 
years in specialist risk-management 
software development. Nick Scully, 
COO of Sword Active Risk, said: 
“Matt’s skill set and enthusiasm  
for the latest technologies will be 
invaluable in his leadership role  
of the development team.”

There is a wealth of knowledge available to you  
if you choose to tap into it, says VINCE HINES
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Sheilina Somani 
is a senior project 
manager, running 
several global IT 
projects, based 
in London  

Ed Burney-Cumming 
is an experienced 
programme manager 
in the fi nancial 
services sector

Mike Rowley is a 
programme manager 
for Rolls-Royce 
with 40 years’ 
experience in the 
aerospace industry

Dr Penny Pullan is a 
director of Making 
Projects Work and 
co-author of A Short 
Guide to Facilitating 
Risk Management

Nicola Caswell-
Thorp has worked 
in both project 
management 
delivery and expert 
project management 
recruitment

Bookshelf
Which books should be top of your reading 
list this summer? Project readers fi nd out
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BRIDGING THE BUSINESS-
PROJECT DIVIDE
Author: John Brinkworth
ISBN: 978-1-4094-6517-1
Price: £70
Publisher: Gower

✪ ✪ ✪ ✪

 The language of the book 
is very accessible 

This book provides insights into di� ering 
perspectives and it may reduce friction 
if you read it prior to engaging with 
businesses to deliver projects.

The language of the book is very 
accessible. There are clear chapter 
headings and the ability to dip into 
pages as the reader prefers is supported 
both by the style of writing and structure 
of the book.

John Brinkworth really focuses on 
‘bridging the divide’ between businesses 
and projects. He ably explains the value in 
communication, seeking understanding 
and genuinely listening to the perspectives 
of other colleagues.

The life-cycle approach to relaying the 
book’s content is really helpful to every 
stakeholder in a project context. Therefore, 
this book is of value to both experienced 
and new project managers. The sensible 
tone and approach provide endorsement 
and ready reminders of good practice 
and a true aim to achieve a commonly 
understood goal.

I believe that this book provides 
a practical prompt at key stages in project 
preparation and delivery by reminding 
the reader to promote understanding, 
seek clarity in communication and ensure 
there is buy-in and commitment from 
all parties. Readers will fi nd themselves 
cross-checking key areas, such as 
requirements management or go-live 
stages, to assure themselves that they 
are proceeding appropriately. 
Reviewed by Sheilina Somani

INSTANT MOTIVATION – THE 
SURPRISING TRUTH BEHIND 
WHAT REALLY DRIVES 
TOP PERFORMANCE
Author: Chantal Burns
ISBN: 978-1-292-06573- 1 (print)
978-1-292-06576-2 (ePub)
Price: £12.99
Publisher: Pearson Education

✪ ✪ ✪ ✪

 Deals with psychological 
principles head-on in a 
clear and logical way 

Instant Motivation provides a clear and 
readable insight into a key psychological 
principle fi rst outlined by philosopher 
Sydney Banks in 1973. 

Chantal Burns makes this an enjoyable 
read by balancing case studies, research 
and observation. The book also has an 
interactive element with an online test 
before you start. The single ‘inside-out’ 
idea is consistently used as a foundation 
throughout the book, creating a helpful 
reference point as you progress. 

By challenging a common perception 
of how the mind works and consequently 
our experience of the world, the book 
brings some key insights into how our 
thoughts drive our feelings, behaviour 
and, consequently, our performance. 
By gaining this understanding, project 
managers should be able to be more 
e� ective, especially in areas such as 
delivering against the pressure of deadlines 
or creating new teams.

The ideas being put forward by Burns 
are not new and have been alluded 
to and referenced since the early 1970s in 
a number of di� erent ways. The di� erence 
with Instant Motivation is that the
author deals with these ideas head-on 
in a clear and logical way, enabling the 
reader to apply this principle to their 
own experience. 
Reviewed by Ed Burney-Cumming

IF YOU WOULD LIKE TO REVIEW 
A BOOK FOR PROJECT THEN PLEASE 
CONTACT EDITOR SALLY PERCY
sally.percy@projectmagazine.co.uk
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THE MENTORING MANUAL
Author: Julie Starr
ISBN: 978-1-292-01789-1
Price: £14.99
Publisher: Pearson Education

✪ ✪ ✪ 

  An ideal beginner’s book 
for project professionals 
new to mentoring 

This step-by-step guide to mentoring in 
business helps you to recognise where the 
role of mentor already exists in current 
relationships, and how to distinguish 
mentoring from other relationships.

It has short exercises to practise, which 
are easy-to-follow and not too time-
consuming. This helps the reader to fully 
grasp the methods explained. They can 
also benefi t from ‘quick-win’ scenarios, 
ideal for busy working environments. 

The general theme of the book is about 
working on relationships, so it is perfect 
for any project professional who could 
benefi t from assistance in this area. 
Arguably, it is relationship management 
that harvests the best results within 
projects and programmes. The book is 
not specifi c to project managers, and this 
generalist approach feeds well into any 
given scenario. Project management can 
be diverse, so the method lends itself well 
to the fi eld. 

The book takes a common-sense 
approach to delivering mentoring. It 
makes you think about how mentees 
might receive information, a trait I would 
say is required for a project professional. 
A refresh is always good practice, however. 

This would make an ideal beginner’s 
book for project professionals who are 
new to mentoring and is ideal reference 
material to keep on the shelf since it 
doesn’t need to be read in one go. 
Reviewed by Nicola Caswell-Thorp
■ For an article on mentoring by Julie 
Starr, see page 76

THE POWER OF PROJECT 
LEADERSHIP: 7 KEYS TO HELP 
YOU TRANSFORM FROM PROJECT 
MANAGER TO PROJECT LEADER
Author: Susanne Madsen
ISBN: 978-0-7494-7234-4
Price: £29.99
Publisher: Kogan Page

✪ ✪ ✪ ✪ ✪

 Covers everything you 
need to know 

Susanne Madsen’s book covers everything 
you need to know to make the transition 
from a project manager to a project 
leader. Broken into seven chapters, the 
book is peppered with short quotes 
from project leaders, giving a range of 
perspectives and stories, which bring 
the content to life. 

In order to get the most out of this 
book, you would be advised to gain the 
support of a coach or mentor as you 
work through the text. It contains a lot 
of material that I have found useful as 
a project professional, most of which 
I have never seen inside a project 
management book. 

The author states that the fi rst step in 
the transition from manager to leader is 
to look within and work on yourself and 
your own mindset. This is absolutely my 
experience, too.

The book made me think and question 
myself. For example, do I focus on tasks 
over people? Am I proactive enough, 
focusing on important things, or purely 
reactive and distracted by the urgent? 
Do I feel I have to know everything about 
my project? These issues were certainly 
true earlier in my career and the book 
lays out practical ideas to counter them 
and to develop true project leadership.
Reviewed by Dr Penny Pullan
■ See Susanne Madsen’s column, on page 
69, where you will also fi nd a reader o� er 
for her book

THE EFFECTIVE 
PROJECT MANAGER
Author: Michael Stratton
ISBN: 978-1-4566-2348-7
Price: £9.99
Publisher: eBook-it.com

✪ ✪ ✪ 
 

 Would benefi t entry-
level and ‘accidental’ IT 
project managers  

This concise book aims to explain, in easy-
to-understand terms, how to become 
the best project manager you can be. 
Using a conversational style, it delivers 
a common-sense peer assist from an 
experienced IT project manager and 
o� ers key thoughts and tools to manage 
yourself and ‘your people’.

The book discusses a number of key 
project management themes such as 
leadership, stakeholder management 
and e� ective communication. 

It advocates mind maps for visualising 
the entire project, organising your 
thoughts, structuring your planning 
process, tracking progress and 
documenting (IT software) case 
catalogues. Throughout, it summarises 
the key things to consider.

Michael Stratton could have made 
some of the key points and considerations 
more e� ective if he had adopted his own 
presentation advice and made greater use 
of bullet points. 

Realistically, the book would benefi t 
entry-level and ‘accidental’ IT project 
managers most by providing a quick way 
to harvest some hard-won common sense 
and know-how.

This is not an academic or 
comprehensive treatment of the 
project management waterfall and 
agile methodology that it draws on, 
but a succinct insight into real-life 
considerations and experiences.
Reviewed by Mike Rowley
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I’ve been asked to deliver a keynote talk at a benefi ts 
management conference and it’s given me an ethical 
dilemma. I’ll explain with an example. The city of 
Scottsdale, Arizona, in the US, has been expanding. 
As a result, the rattlesnake population has been 
pushed further up into the mountains, making the 
mountains more dangerous for people to go hiking 
or camping, etc. There was a clear need and business 
case. Something had to be done.

To address this challenge, the input from the city 
leaders was to organise a bounty on rattlesnakes. 
People started running mini-weekend projects to ‘go 
get some snakes’. The snakes were easy to fi nd. You 
spread out in a line and listen for their loud rattle. 
People started bringing in lots of rattlesnakes so, by 
all measures, the objectives were being met.

But the outcome was not achieved. The mountains 
are now even more dangerous because they are 
inhabited by a growing population of very quiet 
rattlesnakes. The big picture is Need – Inputs – 
Project – Objectives/Outputs – Outcomes (Benefi ts). 

In my book, All Change!, I describe the di� erence 
between ‘legitimate’ projects, which delivered the 
outcomes, and ‘non–legitimate’ projects, which 
were often brilliantly executed but didn’t deliver the 
outcomes. Our ‘old world’ defi nition of projects is 
obsolete. In modern complexity, the project leader 
needs more than a frail grasp of the big picture. 
Projects must be legitimate. The project leader’s 
accountability needs to span the chasm from Need 
to Outcome. 

Benefi ts management is a crucial area of project 
management, often defi ned as ‘increasing the 
successful delivery of quantifi able and meaningful 
business benefi ts to an organisation’. 

But businesses do not have a great track record in 
understanding their needs and establishing the right 
outcomes. Ever been reorganised? Did it pay back? 
Did the people who had left get hired back at higher 
rates the following month? Mankind does not have 
a great track record in understanding its needs and 
establishing the right outcomes. What are our big 
challenges? We sparked climate change because we 

needed to transport food to market before it rots. We 
created benefi ts dependency traps because we needed 
to alleviate poverty. Counter-intuitive and unexpected, 
these are challenges, not benefi ts. They are today’s 
problems caused by yesterday’s solutions.

So, fi nally, back to my dilemma. 
I would like the participants to enjoy a great 

keynote. So, on the one hand, I have to give them 
ideas, tools and hope on how to deliver benefi ts. This 
means I have to encourage them to develop legitimate 
projects, track through all the stakeholders from need 
to outcome, fi nd root causes of the need, and check by 
mapping the future (possibly with scenarios) to ensure 
that only good things occur as a result of the project. 

On the other hand, for the keynote to be successful, 
I have to get them to stop their illegitimate projects. 
This means I have to explain how they have been 
wasting their lives. It means I have to point out 
how their e� orts are, at best, wasted or, at worst, 
counterproductive since they are delivering outcomes 
that will come back – without a warning rattle – to 
bite their businesses in the future. 

Back to 
    bite you

 PROFESSOR 
 EDDIE OBENG  
is author of All 
Change! The 
Project Leader’s 
Secret Handbook, 
published by the 
Financial Times, as 
well as nine other 
books on change. 
He holds the Sir 
Monty Finniston 
award for his 
pioneering work 
in the human 
side of project 
management and in 
the frameworks and 
tools for di� erent 
types of projects.
Follow him 
on Twitter 
@EddieObeng 
or read his 
blog at http://
ImagineAFish.com

Businesses do not have a great track 
record in understanding their needs 
and establishing the right outcomes. 
Ever been reorganised? Did it pay 
back? Did the people who had left 
get hired back at higher rates?

Do today’s problems come from 
yesterday’s perfectly executed solutions?

If so, how should we be managing 
benefi ts? asks EDDIE OBENG

ACHIEVING PROJECT PERFECTION 
Do you want a challenge? Pentacle’s global project 
management challenge will pitch teams against 
project managers from around the world in the 
Perfect Projects game. To fi nd out more, go to:
http://PentacleTheVBS.com/ProjectChallenge.htm
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Consulting Skills 
course

Acquire and develop the skills you need 
to be a top consultant

Qualify as a consultant

Option to gain:

•  CMI Level 7 Certificate in Professional Consulting
•  CMI Level 7 Diploma in Professional Consulting

“A superb course.  An excellent blend of practical 
advice and tools delivered with humour and wit.”
Graham Copland, Strategy and Marketing Manager 

Public Courses: London Gatwick Airport

13 - 17 JULY / 14 - 18 SEPTEMBER / 19 - 23 OCTOBER

£2,495+VAT 10% discount - quote Project

In-house Courses:  Your chosen venue 
Call Harriet on: +44 (0)1293 568817

Course materials developed by Philip 
Albon, MD of Techniques for Change  
and co-author of Consulting for Dummies.

Course Content
•  Operating as an internal 

or external consultant
•  Stages in the consulting 

process
•  Project management 

principles
•  Data collection and 

analysis
•  Analysis techniques
•  Problem solving
•  Presenting proposals

•  Networking
•  Advanced influencing skills
•  Organisation analysis
•  Organisation development 

techniques
•  Strategic planning
•  Implementing change
•  Large change programmes
•  Running workshops
•  Marketing consultancy 

services

info@techniquesforchange.co.uk   www.techniquesforchange.co.uk   Call Harriet on +44(0)1293 568817

Techniques for Change...

Organisations who have used our services include:
Barclays, British Gas, BP, BSkyB, BT, Canon, City of London 
Corporation, FIFA, Macmillan Cancer Support, Ministry of 
Defence, The Money Advice Service, Novartis, Salford Royal 
NHS Foundation Trust, Saudi Aramco Mobil Refinery and Shell.

Our public and in-house courses include:
Facilitation Skills and Workshop Design, Project Management, 
Change Management, Coaching Skills for Managers, Soft Skills, 
Leadership Programmes, Customer and Account Management, 
Business Analysis, Interpersonal Skills and Pitching your Message.
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