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Introduction

No matter what stage you have reached in your career, or which profession you work in, you will certainly have been involved in many projects – some of them successful, others less so. Projects are universal, but they can also be highly complex endeavours that require some basic elements to be in place in order to be successful. However, most of us have not received training in the methods and tools that are vital to project success.

This book’s purpose is to fill that gap and provide you with an easy-to-apply framework – the 10 Principles of Project Success – to help you and your organization succeed in the new project-driven economy.

The principles are based on my years of experience and research covering hundreds of successful and failed projects, ranging from the smallest to the largest and most complex. The 10 Principles can be applied by any individual, team, organization or government, and are suitable for any kind of project.

The principles cover the fundamentals of projects that everyone should know, and are practical and easy to implement. They will assist you in leading projects – big and small – more successfully and in making your dreams a reality.

Each principle is explained in detail. I will give you tools and techniques to help you in the design, definition and implementation of any project you are involved in. You may decide to apply one principle after the other, or simply select those that your project might need to pay more attention to.

I recommend that you also use the principles as an evaluation checklist, either at the beginning or when the project is running. This will give you a sense of how well the project fundamentals have been taken into account, and whether the project has a good chance of being successful. It will also allow you to focus on what you really need to do.

This book provides you with the fundamentals required to be a successful project leader in today’s fast-changing and project-driven world. I explain not only the skills and competencies needed, but also provide some guidance on how to acquire them.

More and more companies are focusing on building project implementation competencies. It has become a top priority for senior leaders. The last chapter explains how an organization, whether profit or non-profit, can put the 10 Principles to work. The end result can be personal and organizational transformation, leading to genuine change and the creation of project-driven organizations and project-savvy leaders.

I hope you enjoy, and learn from, reading this book, and that you put the ideas to work.
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1 The emergence of projects

Projects help us reach our most ambitious goals. They can help us achieve more than we think is possible. There are few ways of working and collaborating that are as motivating and inspiring as working on a project that has a higher purpose, ambitious goals and a clear deadline. What people tend to remember most clearly from their working lives are the projects they worked on. Mastering the expertise to lead a successful project is becoming an increasingly crucial element of our professional skill set.

Research shows that project-based working is rapidly growing. One report by the Project Management Institute (PMI) found that the project management labour force is expected to expand by 33 per cent during the next decade. That means 22 million more project managers and a total project management workforce of 88 million by 2027. The value of economic activity worldwide that is project-oriented will grow from $12 trillion (in 2013) to $20 trillion (forecast 2027). That means millions of projects requiring millions of project managers every year. This silent revolution is impacting not only organizations but also the very nature of work, and our entire professional lives.

The project economy

The emergence of projects as the economic engine of our times is as silent as it is disruptive and powerful.

The project economy will be led by people. It will be led by people like you, tasked with the responsibility for delivering strategy and change that are likely to involve:


	new technology

	new ways of working across organizational (and geographical) boundaries, and

	new capabilities to learn, adapt and change.



You may already be a C-suite manager or a project sponsor, or you may be aspiring to this role.

Not so long ago, professional careers were made in only one or a handful of organizations. Throughout the twentieth century, most people worked for a single company, often solely in a specific domain, such as marketing or finance. However, research shows that the generation entering the workforce today are unlikely to remain with one company for extended periods of time, and retaining these workers has become a challenge for HR departments around the world. Today we are likely to work for several organizations and sometimes across numerous industries, and for part of our career we will most probably be self-employed.


LinkedIn co-founder Reid Hoffman believes that careers are now simply ‘tours of duty,’ prompting companies to design organizations that assume people will only stay a few years. And data bears this out: 58 percent of companies believe their new employees will stick around less than 10 years. (LinkedIn research shows that, on average, new degree-holders have twice as many jobs in their first five post-college years now as they did in the mid-1980s.)1



The growing trend in self-employment, noted by Quartz Media amongst others,2 may see workers needing to take on a number of roles at the same time. And when they do, they will effectively be managing a portfolio of projects. This sort of career is best approached as a set of projects in which we apply the lessons we have learned from previous jobs, companies and industries while at the same time developing ourselves for our next career move.

What does the project career mean for employers and employees?

My prediction is that by 2025, regardless of the industry or sector, senior leaders and managers will spend at least 60 per cent of their time selecting, prioritizing and driving the execution of projects. Even the world’s number one management thinker, Roger Martin, argues that 80 to 95 per cent of jobs in the senior management and corporate offices are an amalgam of projects. We will all become project leaders, no doubt about that!

In this new landscape, projects are becoming the essential model to deliver change and create value. In Germany, for example, approximately 40 per cent of the turnover and the activities of German companies are performed as projects. This is only going to increase.3 Indeed, similar percentages can be found in most Western economies. The figures are even higher in China and in some of the other leading Asian economies, where project-based work has been an essential element in their economic emergence. The so-called gig economy is also driven by projects. Make no mistake, we are witnessing the inexorable rise of the project economy.

To succeed in that environment requires a whole battery of skills: from leadership, negotiating and decision making, to emotional intelligence, empathy, communication and political wiles.

The good news is that projects are human-centric and cannot be carried out by machines alone; they need humans to do the work. People must gather together around the purpose of the project, dividing up the work, establishing working relationships, interacting and addressing the social and emotional aspects of working together in order to generate high performance. Technology will, of course, play a role in projects – it will improve the selection of projects and increase the chances of success – but technology will be an enabler and not the goal.

The 10 Principles of Project Success

The purpose of this book is to provide you with an easy-to-apply framework to help you and organizations succeed in this new project-driven world. Having studied hundreds of successful and failed projects – ranging from the smallest to the largest and most complex – I have developed a simple framework that can be applied by any individual, team, organization or government.

While you may not necessarily be managing the project yourself, you need to understand the principles that underpin successful projects if you are going to meet the requirements of the task.

My 10 Principles of Project Success cover the fundamentals of projects that everyone should know, and are practical and easy to implement. They will assist you in leading projects, big and small, more successfully and in making your dreams a reality.


The 10 Principles of Project Success

1 Everything starts with ideation

Innovation, exploration, experimentation

Allow the time and provide the resources to imagine before you establish the project

2 A clear purpose informs and inspires

Rationale, (dis)benefits, sustainability

Develop a simple purpose statement that articulates both the problem and the solution

3 The sponsor is both advocate and accountable

Advocate, godparent, executive

Select a sponsor with the necessary level of belief and skills and require them to provide sufficient time and focus

4 Customer needs drive the solution

Voice of the customer; definition, design and scope; requirements and boundaries

Put your customers at the front and centre, and involve them throughout the project

5 Realistic planning involves both ambition and pragmatism

Process, milestones, resources, cost

Temper your ambition with a realistic assessment of the available resources, time and budget

6 The perfect is the enemy of the good

Test, assure, excel

Use your imagination to progress one step at a time towards a successful outcome

7 Well-managed uncertainty is a source of advantage

Anticipate, monitor, mitigate

Ensure an approach to risk and uncertainty that sustains a tension between pace and assurance

8 Stakeholder involvement is required and continual

Identify, communicate, engage

Start with an understanding of your stakeholders and their understanding of the project and sustain this throughout the process

9 A high-performing team and culture are indicators of the health and resilience of a project

Team, project, organization

Invest time to develop techniques to measure and sustain your team’s motivation, capability and performance

10 Project-driven organizations build capability to deliver change

Selection, prioritization, implementation, agility

Design systems and processes for managing the portfolio, developing project implementation capabilities and aligning the organization
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2 What are projects?

The word ‘project’ is extensively used, yet largely misunderstood. There is confusion about what is and isn’t a project, as well as the nature of project management. So let’s start by defining some simple terminology. Projects are limited in time; they have a start and an end. They require resources, often from different areas of expertise and backgrounds, bringing together people who have never worked together before. Projects are made up of a series of planned and costed activities, designed to deliver a new product or output, at least one element of which is unique. In other words, a project is something that has not been done before.

If a project delivers a defined outcome (a new product, a new piece of software, a new building, a new organization, etc.), a programme (or program) delivers capability; the organizational structures, processes, skills and knowledge that enable new behaviour. Programmes are composed of several, sometimes hundreds, of projects, and are much longer in duration.

The two activities are often combined. For example, the hugely innovative Swansea Bay Tidal Lagoon project, if it goes ahead, will create a tidal power station that generates dependable and sustainable power four times a day. It is also designed to create the engineering and logistical know-how that will allow the UK to build a further suite of five tidal power stations and transform other infrastructure projects through the development of techniques such as off-site manufacturing.1
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Figure 1: New way of looking at a business
A simple model illustrates a new way of looking at an organization’s activities, which shows the split between project and non-project activities and the relationship between the project and the organization.

Operations: Activities that run and keep the business alive

The core element of most organizations has traditionally been their






Projects: Initiatives that change the business



	Projects are one-off investments designed to achieve predetermined objectives.

	Projects are restricted in terms of time and budget and are staffed with temporary team members.

	Projects need different types of resources than operations. Project leaders need to work across sectors to bring different views together and thus require diplomacy and negotiation skills. They also need to be good at managing uncertainty, because large strategic projects are unpredictable.




Protecting the pipeline




	the investment and resources required

	the benefits anticipated

	the speed of delivery, and

	the associated risk.




Overseeing the portfolio




	selecting and prioritizing projects in which to invest

	matching the requirements of projects to available investment and resources, and

	ensuring a balance between higher- and lower-risk projects, complex and simple projects.




Things to consider before taking on a project


Project management has a cost





	size of the project in terms of budget (e.g. above 500,000 dollars or euros)

	size in terms of duration (e.g. between six months and two years)

	size in terms of team members (e.g. more than five individuals required to do the project; in project management terms, more than five full-time equivalents or FTEs)

	at least three units, departments and/or regions impacted (e.g. strategy, operations, marketing, legal, IT)

	linked to a strategic objective (e.g. ‘to grow our retail business in South America’).






	Classify as projects only those that meet certain criteria.

	Apply project management when the size and complexity of the project require it, and in appropriate measure. (Larger, riskier and more complex projects require greater levels of control and oversight. Obvious, I know, but it often doesn’t happen!)



The move from project management to project leadership
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