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	Dedicated to my mother,  Gelawéj Anwar.

	 

	For her values, inspiration, and guidance throughout our upbringing.

	 

	You taught us something simple, yet important, very early in life:

	 

	“You are guests in this country, behave well.

	But never forget who you are.”

	 

	Perhaps those words have stayed with me throughout my life more than I realised at the time.

	 

	With deepest gratitude, Daye Giyan.
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	Nafi Anwar holds a Master's degree in Chemical Engineering and has more than 25 years of experience in complex and multidisciplinary project environments.

	Early in his career, he complemented his technical background with formal leadership education and developed a growing interest not only in technology and engineering, but also in the relationship between projects, organisations, leadership, and human behaviour in professional environments.

	Through years of experience in complex operational and project environments, he gradually observed how projects are rarely shaped by technical solutions alone. Relationships, culture, uncertainty, alignment, trust, and organisational dynamics often influence projects just as much as plans, systems, and processes.

	This book is based on those experiences, observations, and reflections.

	 

	
Abbreviations

	 

	Abbreviation            Description 

	 

	CAPEX             Capital Expenditure 

	EHS                   Environment, Health & Safety 

	GLS                   Go Look and See 

	GMP                   Good Manufacturing Practice 

	KPI                   Key Performance Indicator 

	OPEX                   Operational Expenditure 

	QA                   Quality Assurance 

	SOP                   Standard Operating Procedure

	
Foreword

	This book is not written as a traditional project management book.

	 

	Nor is it written as an attempt to present a new method, a new framework, or an “ultimate truth” about project management.

	 

	Perhaps it is simply an attempt to understand why projects and organisations sometimes gradually begin to drift, even when people work hard, intentions are good, and the plans on paper appear correct.

	 

	Over many years in complex projects, I have often observed that challenges rarely begin with a single dramatic event.

	 

	More often, they begin much earlier through small signals, misunderstandings, and gradual shifts in relationships, priorities, responsibilities, and understanding.

	 

	And perhaps that is exactly why problems in complex organisations can sometimes be difficult to detect early.

	 

	 

	 

	 

	Because on the surface, projects may still appear stable.

	Meetings are held.
Plans are updated.
Reports are sent.
Deadlines are followed.

	 

	But beneath the surface, something may gradually begin to change.

	Collaboration.
Trust.
Openness.
And the organisation’s ability to detect signals early.

	 

	This book therefore looks beyond plans, processes, and execution.

	 

	It also explores the human and organisational mechanisms that influence projects in practice.

	 

	Perhaps success in complex environments is not only about strong plans and technical solutions.

	 

	Perhaps it is also about relationships, trust, and the ability to understand what is actually happening within the organisation as reality continues to change.

	 

	 

	 

	 

	 

	 

	This book is not based on theory alone.

	It is also based on observations, experiences, and reflections from working in complex organisations and projects, where technology, people, operations, quality, accountability, and change constantly influence one another.

	 

	This book is written for people who work in or are interested in projects, organisations, leadership, operations, engineering, and complex collaborative environments, especially multidisciplinary and regulated environments where people, technology, and organisations continuously influence one another.

	 

	Although several reflections are rooted in experiences from GMP and CAPEX environments, the book is primarily based on observations of how people, relationships, culture, and organisational behaviour influence projects and their execution in practice.

	 

	Throughout the book, a number of professional abbreviations and concepts are used. If readers encounter unfamiliar terms, a complete list of abbreviations can be found earlier in the book.

	 

	I do not have all the answers either.

	 

	Perhaps this book is instead an attempt to put words to some of the patterns, tensions, and dynamics that many people already intuitively recognise, but which can often be difficult to describe precisely.

	 

	Some readers may agree with the reflections.

	 

	Others may see things differently.

	 

	That is natural.

	 

	People, organisations, and projects are complex.

	 

	And perhaps that is exactly why reflection still matters.

	 

	I hope you enjoy the journey.
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What Is a Project?

	A project is often described as a temporary organisation with a defined task, a goal, a timeframe, and a budget.

	 

	But in practice, a project is also shaped by the interaction between people, expectations, uncertainties, and organisational interests.

	 

	Many projects begin with clear plans and good intentions, but gradually face challenges as reality changes.

	 

	Perhaps project management is therefore not only about planning and coordination, but also about understanding the interaction between people, functions, and organisations.

	Projects as Temporary Organisations

	Projects are often described as temporary organisations.

	 

	But in practice, this also means that people who do not normally work closely together suddenly need to collaborate around shared goals, deadlines, and deliverables.

	 

	They often come from different disciplines, departments, and management structures, and sometimes operate according to different success criteria, priorities, and organisational cultures.

	Perhaps that is exactly why projects rarely concern plans and coordination alone.

	 

	They also concern how people with different perspectives find common direction and learn to work together.

	Uncertainty as a Fundamental Condition

	One of the biggest differences between operations and projects is perhaps uncertainty.

	 

	Operations often seek stability, predictability, and repeatability.

	 

	Projects, on the other hand, frequently move into areas that are not yet fully known.

	 

	Even when plans appear well prepared, reality often changes along the way.

	New information emerges, priorities shift, dependencies become clearer, and some solutions only reveal their strengths or weaknesses in practice.

	 

	Perhaps that is exactly why projects constantly move between the planned and the unforeseen.

	 

	This requires continuous adaptation, coordination, and alignment between people and functions.

	 

	And perhaps that is also why tensions naturally arise in complex projects.

	Not necessarily because people work against one another, but because organisations are trying to navigate something that continuously evolves.

	Line Management vs. Project Management

	Leading a project is often fundamentally different from leading a line organisation.

	 

	One of the clearest examples is resource allocation, especially in complex environments where priorities, responsibilities, and organisational needs continuously change.

	 

	Operations often need stability.

	 

	Projects need progress.

	 

	At the same time, the same specialists are often expected to support daily operations, improvement initiatives, compliance activities, support functions, and project work simultaneously.

	 

	This creates a constant balance between operations, project progress, and organisational priorities.

	 

	In line organisations, roles, responsibilities, and workflows are often more stable and clearly defined over time.

	 

	In complex projects, however, the situation is often far more dynamic. Tasks, interfaces, priorities, and challenges continuously evolve throughout the project lifecycle.

	 

	This requires continuous coordination, adaptation, and alignment between people, functions, and organisational interests.

	Projects Without Direct Authority

	In practice, project managers often need to create progress without necessarily having direct authority over the resources they depend on.

	 

	This means that progress becomes highly dependent on relationships, trust, communication, collaboration, and the ability to create shared priorities around what is most important for the organisation as a whole.

	 

	Perhaps that is exactly why strong project management rarely concerns plans, processes, and control alone.

	 

	Often, it is equally about the ability to create alignment between people with different goals, responsibilities, and perspectives.

	 

	 

	 

	Resources Are Rarely Just About Resources

	In my experience, discussions about resources quickly become far more complex than
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