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the successful application of enterprisewide project
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the project management community
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strategy and to recognize top management’s crucial role in

creating an environment within which projects can succeed.

2. Organizational Project Success
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resources is improved, and when projects are delivered
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Preface

It is said that nothing happens by chance: somehow the universe conspires
to make certain things come to pass. That seems to be the case in the
collaborative project that resulted in this book. The authors’ partnership
evolved as a consequence of independent works that merged as they began
to exchange ideas at international meetings in London, San Antonio,
Johannesburg, and Sydney.

Paul C. Dinsmore’s articles during the 1990s in the PM Network
Magazine on the topic of managing organizations by projects(MOBP) ulti-
mately evolved into the book Winning in Business with Enterprise
Project Management (Amacom, 1998) and became a reference for see-
ing project management from an enterprise, multiproject standpoint as
opposed to single-project views as outlined in the Project Management
Institute’s Guide to the Project Management Body of Knowledge
and most of the literature until that time.

Terry Cooke-Davies’s work in developing and managing international
project management knowledge and benchmarking networks through his
company, Human Systems, created a treasure of experience and in-
formation on the art and science of managing projects effectively across
organizations. Experiences were drawn primarily from North America,
Europe, and the Australian-based Pacific Rim networks. Terry’s num-
erous articles in Project Manager Today magazine as well as papers
published in international symposia and project management journals
documented many of the findings that became part of this book.

We found great synergy in our face-to-face chats in sundry global
encounters and in lengthy transatlantic e-mail correspondence.

xiii
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Our communications invariably converged on the common theme
of conducting a multitude of projects simultaneously across an
organization. Both of our respective areas of interest in research
found common ground. We both participated actively in develop-
ing a broad-based model proposed by the Project Management
Institute for measuring organizational maturity in project manage-
ment—the Organizational Project Management Maturity Model
(OPM3). Since that time, we have written on the pros and cons of
using more complex or simpler approaches to assessing project man-
agement maturity in organizations, and that discussion is also pre-
sented in this book.

The primary area of convergence in our exchanges, however,
always reverted to enterprisewide project management, the appli-
cation of project principals to companies made up of multiple
projects. Much has evolved since the concern for managing multi-
ple projects in organizations emerged in the 1990s. Solutions have
ranged from across-the-board training programs to broad-brush
integrated systems to project offices and centers of excellence in
project management. Standardized methodologies and specialized
certification programs have also been applied in an attempt to
ensure that multiple projects are dealt with appropriately. We
include in this book a discussion of all these approaches, which by
themselves constitute partial solutions but when melded together
in the right proportions can yield astounding results.

As our discussions evolved, it became apparent that there are
three primary thrusts related to projects that are essential to ensure
success in business or other organizational endeavors. The book has
therefore evolved in the form of conversations, findings, and solu-
tions related to each of the following questions: whether the right
portfolio of projects has been chosen to ensure that company strat-
egy is implemented successfully, whether the right projects with the
right scope are chosen as candidates for the portfolio, and whether
the projects are managed well. We therefore decided to organize the
book along these lines to complete the picture of enterprisewide
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project management—irom business strategy to portfolio manage-
ment to project implementation and finally to benefits management.

[t is with great pleasure that we share our findings and views on
a challenging and stimulating topic that can make the difference
between failure and success in organizations. Indeed, the strategic
application of project management is the key success factor in orga-
nizations: the ability to consistently do the right projects and do
them right across the enterprise.

Book Organization and Outline

This book is organized around the three primary themes. Beginning
with the business strategy, the book shows how to plan, structure,
and organize the right combination of the right projects so that the
whole enterprise is aligned to the strategy and desired results are
substantially boosted. It demonstrates how to implement a “projec-
tized” mentality in an organization so that projects become a nat-
ural way of working and doing business. It pays particular attention
to the dynamic interactions between multiple projects and multi-
ple levels of hierarchy so as to maximize success.

Potential readers of this book include the CEO, top-level exec-
utives, project managers and professionals, academics, and consul-
tants. The book also contains valuable input for organizational
change agents and human resource professionals, as it breaks new
ground in highlighting the dynamic interactions between multiple
projects and multiple levels of hierarchy and in proposing solutions
based on observed best practices.

Introduction: The Right Combination
of the Right Projects Done Right

Setting the scene for the rest of the book, the introduction describes
the unique contribution that this book makes to the literature on
managing projects and programs. It describes the three crucial
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conversations that need to take place throughout an organization if
it is to prosper in the long run and the three “rights” that should
ensue from these conversations. The different worlds of the key par-
ticipants in these conversations are explored, along with the gaps
that consequently need bridging.

Three parts follow, each one aimed at a specific audience.

Part One: How to Manage Multiple Projects
Successfully Throughout the Enterprise

Part One targets upper management, whose responsibility is to
make sure that projects are carried out effectively and consistent
with business strategies. Criteria for doing the right projects consis-
tently and doing them right are discussed, including overall level of
project management success, overall success of all projects under-
taken, productivity of key corporate resources, and effectiveness in
implementing business strategy. Critical success factors for doing
the right projects and doing them right are also defined, including
continuous improvement of business, project, and support processes;
efficient and effective portfolio, program, and resource management
processes; and a comprehensive and focused suite of metrics cover-
ing all levels. Some of the pathways to success outlined in this sec-
tion are implementation of a strategic project management office;
project management maturity models; portfolio management,
applying Six Sigma techniques; and building project management
capability through training, communities of practice, mentoring,
and developing qualifications. Case studies and industry variations
are also discussed.

Part Two: How to Make Sure Each
Project Is the Right Project

Part Two focuses on the role of executive sponsors and the compe-
tences they need to develop in order to fulfill their responsibilities.
This includes ensuring that each project undertaken fulfills a clear
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business objective and contains all the work necessary to deliver
that objective successfully as well as aligning each project with the
overall business strategy. State-of-the art practices in managing ben-
efits is reviewed, along with advice on how to measure whether a
project is indeed successful. Finally, the sponsor’s roles in project
governance and as a leader of organizational change are described.

Part Three: How to Make Sure
Each Project Is Done Right

The success criteria for doing the project right, including the clas-
sic “triple constraint” of time, cost, and quality, are presented along
with other criteria such as technical performance, scope, and safety.
Variations, depending on project type, are also discussed, as well as
factors such as complexity and uncertainty. Critical success factors
for doing a project right are presented along with a summary of suc-
cess factor research and recognition of the limitations due to the
composite definition of success criteria. Factors influencing cost
predictability and the impact of project type and project size are
explained, as are other basic practices such as clarity and achiev-
ability of the project goals; putting together a well-selected, capa-
ble, and effective project team; adequate resourcing; clarity about
technical performance requirements; effective planning and con-
trol; and good risk management. Project type and industry variances
are also presented, along with surveys and frequently encountered

roadblocks.

How to Read This Book

For the avid reader who wants a full overview of project manage-
ment from business strategy to final project implementation, the
classic cover-to-cover approach is the way to go. This guarantees
the reader of a broad-based knowledge encompassing project selec-
tion, proper management of each project, and issues of managing
multiple projects across the enterprise.
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Depending on the reader’s position, best benefit can be reaped
by zeroing in on a particular area of interest. Here are some of the
ways the book can best be read, depending on the interest and bias
of the reader.

If the CEO wants to develop a more projectized organization to
boost the company to new highs, Part One is recommended prior-
ity reading. If that part rings a bell with the CEO, then the book
should be channeled into the hands of other key stakeholders in the
company.

For top-level executives who are often sponsors and the princi-
pal interface between corporate strategies and the implementation
of multiple projects, Parts Two and Three of the book are suggested
reading.

Content aimed at project managers and other project profes-
sionals is summarized in Part Three, which talks about how to make
sure each project is done right.

Academics can use the book in research and as recommended
reading in both business and technical schools, as it covers the
range from organizational to specific project management.

Consultants will likewise find the entire book useful for show-
ing the value and strategic importance of project management to
upper management.

August 2005 Paul C. Dinsmore
Rio de Janeiro, Brazil

Terence J. Cooke-Davies

Folkestone, Kent, England
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INTRODUCTION

The Right Combination of the
Right Projects Done Right

Interest in project management continues to grow astoundingly in
the twenty-first century. Since the early 1990s, membership in pro-
fessional project management associations such as the Project
Management Institute (PMI) and the International Project Man-
agement Association (IPMA) has grown from a few thousand peo-
ple to hundreds of thousands. Projects have become recognized as a
valid way of working not just in the traditional industries, such as
engineering, defense, and construction, but in every corner of the
private, public, and even voluntary sectors. Libraries of books have
been written on the topic.

The rate of project success, however, has failed to keep up with
the growth of the profession. Megaprojects continue to show cost
overruns. Sizable sums are spent on information technology proj-
ects, some of which are never implemented. A majority of organi-
zational projects fail to deliver even half the benefits they were
designed to provide.

This book pinpoints the reasons for these shortcomings and puts
forth a series of solutions. Those solutions are founded not on advo-
cating standard practices but rather on a fresh way of looking at the
problem. Einstein is reputed to have said, “You can’t solve a problem
using the thinking that created it.” And this book presents fresh
thinking about what is involved in managing projects—to manage
projects consistently and successfully, across the enterprise. It focuses
on the growing trend toward broadening the scope of traditional
project management. That broadened scope takes place in two dif-
ferent directions.
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The first expansion is stretching out the span of the traditional
life cycle. A classic view would say that project management starts
when the project is authorized and funds are provided and that it
ends once the tasks outlined are completed and it’s turned over to
whoever is responsible for the next ongoing stage, such as opera-
tions. The broadened view extends the project life cycle both
“upstream” into “mission and vision” and “downstream” into “total
asset life cycle management.” This is a growing worldview—the
Japanese Project Management Forum, for instance, has developed
a model known as P2ZM that adds a “mission model” to the front
end of projects and a “service model” to the back end. In this view,
projects start during the thinking stage, when feasibility is still
under consideration, and are completed only when the business
results or benefits, as initially proposed, are in fact achieved.

The second expansion is to encompass multiple project settings
and related organizational issues, which fall under the umbrella
known as enterprisewide project management. This trend started
gaining momentum in the 1990s and continues to grow as compa-
nies come to grips with the challenges of responding to market
demands by systematically managing multiple projects through
improved portfolio management and project support groups such as
project management offices. Broadening the view of project man-
agement diffuses its implications throughout the enterprise and
brings to light major issues not traditionally dealt with under the
project management banner.

Three “Rights”

Prosperity in organizations hinges on the successful application of a
simple formula: the right combination of the right projects done right. So
prosperity depends not only on good strategy but also on implement-
ing that strategy effectively. Success thus depends on the effective
management across the enterprise, involving an array of unique,
timely, and finite initiatives called projects.



