
20 USD/AUD | 15 EUR/GBP

THE MEASURABLE NEWS

2016.03
The Quarterly Magazine of the College of Performance Management

mycpm.org

INSIDE
THIS
ISSUE

09 17 33 44
The Probability of 
Project Recovery

By Walt Lipke

Why Do Projects ‘Fail’ And 
More To The Point What 
Can We Do About It? 

By Stephen Jenner

Stakeholder C.P.R. – 
Crisis Project Rescue –
Management of 
Stakeholder Issues In 
Troubled Projects

By Frances Crossno and 
Carrie Weeks

CPM Gaile Argiro 
Volunteer Awards



THE MEASURABLE NEWS

2016.03
The Quarterly Magazine of the College of Performance Management

mycpm.org

CONTENTS
04 In This Issue...

Lisa Wolf

06 Message from the President
Wayne Abba

09 The Probability of Project Recovery
Walt Lipke

17 Why Do Projects ‘Fail’ And More To The Point What Can We Do About It? 
The Case For Disciplined, ‘Fast and Frugal’ Decision-Making
Stephen Jenner

33 Stakeholder C.P.R. – Crisis Project Rescue –
Management of Stakeholder Issues in Troubled Projects
Frances Crossno and Carrie Weeks

41 NDIA IPMD News

43 CPM President’s Award Conferred at EVM World, Naples

44 CPM Gaile Argiro Volunteer Awards

47 Call For Award Nominations

48 CPM Washington DC (WDC) Chapter News

49 CPM Tennessee Valley (CPMTV) Chapter
Quarterly Meeting – June 7, 2016
Norman Dean

50 Do You Have a Story to Tell?

51 Book Review: Rescue the Problem Project: A Complete Guide to Identifying, 
Preventing, and Recovering from Project Failure
Jimmy Godard

53 Book Review: Project Recovery: Case Studies and Techniques for Overcoming 
Project Failure
Kate Rohm

55 Vendors/Services

2016 ISSUE 03 



THE COLLEGE OF 
PERFORMANCE 
MANAGEMENT 

2016 BOARD & STAFF
PRESIDENT
Wayne Abba 
703-658-1815 • wayne.abba@mycpm.org

VICE PRESIDENT OF FINANCE
Buddy Everage 
202-507-4372 • buddy.everage@mycpm.org

VICE PRESIDENT OF ADMINISTRATION
Lauren Bone 
+44 (0) 7766 97 40 63 • lauren.bone@mycpm.org

VICE PRESIDENT OF CONFERENCE & EVENTS
Susan Wood
850-585-4830 • susan.wood@mycpm.org

VICE PRESIDENT OF EDUCATION & CERTIFICATION
Bill Mathis
703-825-5588 • bill.mathis@mycpm.org

VICE PRESIDENT OF RESEARCH & STANDARDS
Dale Gillam
703-431-6398 • dale.gillam@mycpm.org

VICE PRESIDENT OF GLOBAL OUTREACH
Kym Henderson
61-414-428-437 • kym.henderson@mycpm.org

VICE PRESIDENT OF COMMUNICATIONS
Lisa Wolf
301-802-0627 • lisa.wolf@mycpm.org

PAST PRESIDENT
Gary W. Troop 
310-365-3876 • gary.troop@mycpm.org

EXECUTIVE DIRECTOR
Don Kaiser
703-370-7885 • kaiser@mycpm.org 

THE MEASURABLE NEWS IS AN 
OFFICIAL PUBLICATION OF THE 
COLLEGE OF PERFORMANCE 
MANAGEMENT

EDITORIAL STAFF
Publisher: College of Performance Management
Story Editor: Lisa Wolf
Design: id365 Design + Communications
Communications VP: Lisa Wolf

EDITORIAL COPY 
Editorial contributions, photos, and miscellaneous 
inquiries should be addressed and sent to the editor 
at the College of Performance Management (CPM) 
headquarters. Please follow the author guidelines 
posted on the CPM web site. Letters submitted to 
the editor will be considered for publication unless 
the writer requests otherwise. Letters are subject to 
editing for style, accuracy, space, and propriety. All 
letters must be signed, and initials will be used on 
request only if you include your name. CPM reserves 
the right to refuse publication of any letter for any 
reason. We welcome articles relevant to project 
management. The Measurable News does not pay for 
submissions. Articles published in The Measurable 
News remain the property of the authors.

ADVERTISING
Advertising inquiries, submissions, and payments 
(check or money order made payable to the College 
of Performance Management) should be sent to CPM 
headquarters. Advertising rates are $1000 for inside 
front or back cover (full-page ad only), $800 for other 
full-page ads, $500 for half-page ads, and $300 for 
quarter-page ads. Issue sponsorships are available 
at $2,500 per issue. Business card ads are available 
for $100 per issue (or free with full-page ad). Rates 
are good from January 1, 2016 – December 31, 2016. 
College of Performance Management reserves the 
right to refuse publication of any ad for any reason.

SUBSCRIPTIONS
All College of Performance Management publications 
are produced as a benefit for College of Performance 
Management members. All change of address or 
membership inquiries should be directed to:
 College of Performance Management 
 12100 Sunset Hills Road, Suite 130
 Reston, VA 20190 
 Ph 703-370-7885 • Fx 703-370-1757 
 www.mycpm.org

All articles and letters represent the view of the 
authors and not necessarily those of College of 
Performance Management. Advertising content does 
not signify endorsement by College of Performance 
Management. Please notify College of Performance 
Management for single copy or reproduction 
requests. Appropriate charges will apply.

© 2016 by the College of Performance Management. 
 All rights reserved.

THE MEASURABLE NEWS

2016.03
The Quarterly Magazine of the College of Performance Management

mycpm.org



THE MEASURABLE NEWS 2016.03

04 The Quarterly Magazine of the College of Performance Management    |    mycpm.org

IN THIS ISSUE...
By Lisa Wolf, MBA, PMP, EVP
VP, Communications, College of Performance Management

In this issue of the Measurable News, we have three articles covering the 
theme of Project Recovery. 

Walt Lipke offers ‘The Probability of Project Recovery,’ expanding on his research regarding 
the utilization of both earned value and earned schedule metrics. In this paper, Mr. Lipke 
discusses his theories regarding calculating the chances that your project will recover to 
achieve completion within the total budget and be delivered on or before the negotiated 
completion date. 

Once we realize that our project has a low chance of recovery or is in danger of being 
unable to recover, what do we do? To help answer this question, we have provided several 
other items to help the project management team:

In ‘Why do projects fail and more to the point what can we do about it? The case for 
disciplined, fast and frugal decision-making,’ Stephen Jenner of Brisbane, Australia 
discusses exactly as the title describes. He explores the frequency of project failure, the 
key reasons for failure, and a portfolio investment management approach to attempting to 
bring projects back on track.

The topic of stakeholder management is arguably key in understanding and achieving 
project recovery. Failure to properly manage these relationships is noted in Mr. Jenner’s 
article as one of the key reasons projects fail. Understanding stakeholder management and 
its importance in project management has increased significantly over the past few years, 
and is supported by the recent addition of the Stakeholder Management Knowledge Area 
in the most recent version (5th Edition) of the Project Management Body of Knowledge 
(PMBOK), published by the Project Management Institute ®. 

With that in mind, we offer ‘Stakeholder C.P.R. – Crisis Project Rescue,’ authored by Frances 
Crossno and Carrie Weeks of the U.S. In this article, Ms. Crossno and Ms. Weeks offer 
several case studies to provide insight in to how to handle stakeholder issues in troubled 
projects. Offered within are several ‘key tenets’ to maximizing these relationships.

Last, but not least, perhaps your thirst for knowledge regarding project recovery could be 
quenched by some further reading on books specializing in the topic. Accordingly, we offer 
book reviews of two books: ‘Rescue the Problem Project: A Complete Guide to Identifying, 
Preventing, and Recovering from Project Failure’; and ‘Project Recovery: Case Studies and 
Techniques for Overcoming Project Failure.’ By providing these book reviews, CPM is not 
endorsing these books; rather, providing potential knowledge opportunity.

Also included in this issue are announcements regarding recipients of CPM’s Presidents 
Award and the new Gaile Argiro Volunteer Award, a message from our President, 
information regarding the NDIA IPMD, and updates on our Washington DC and Tennessee 
Valley Chapters.
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MEASURABLE NEWS IS SEEKING AN EDITOR!

Have you always wanted to be like L. Frank Baum, Ruth Almog, or R. Edward Gosnell? Don’t 
know who they are? How about Perry White? 

Well, the first three are real-life famous editors, and Perry White was the fictional editor of the 
Daily Planet – the newspaper for which Clark Kent and Lois Lane of Superman fame worked.

What we are trying to announce is that the Measurable News is in need of an Editor. The 
Editor is responsible, in partnership with the VP Communications, for finding and gathering 
articles of interest for each of the four (4) annual Measurable News editions. He or she helps 
find authors, decide on issue themes, search archives for refresh, review articles for proper 
grammar and punctuation, and approve the final version prior to publication.

If you have excellent English grammar skills, are the person who, on Facebook, is always 
correcting their friends and explaining the difference between affect and effect, and your 
and you’re, you may be the one for us. If you have found the Easter egg errors in THIS issue… 
Please contact the VP of Communication, Lisa Wolf, at lisa.wolf@mpcpm.org right away to 
start the conversation!

FROM C/S2 TO EVM TO IPPM: THE NEXT GENERATION OF 
INTEGRATED PROGRAM PERFORMANCE MANAGEMENT

Earned Value Management has evolved during the past half century from a US contracting 
requirement called Cost/Schedule Control Systems Criteria (C/S2) to IPPM, with an 
International Standards Organization (ISO) standard in development. IPM 2016 workshop 
provides forums for you to interact with the world’s leading experts, help influence the new 
standard’s potential application by government and industry, and attend training to prepare 
yourself for the next generation through IPPM certification.

CORRECTION OF 2016 MEASURABLE NEWS ISSUE 2

In Measurable News Issue 2, the article Making EVM Work in Agile Development Projects by 
Ray W. Stratton, PMP, EVP contained the following error: Figures 3, 4, and 5 inadvertently all 
contained the same data, which was intended to solely be for Figure 5. 
A correct version of the article is available for your enjoyment at http://www.mgmt-
technologies.com/EVM%20and%20Agile%20Paper.pdf. 
Our sincere apologies to our distinguished author for the error, and to any readers who may 
have been affected.
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EVM World in Naples, Florida was a rousing success. From the opening keynote by Mr. John 
McGregor of the Office of the Secretary of Defense to the closing panel on Integrated 
Program Performance Management, attendees enjoyed stimulating workshops, symposia and 
training led by our dedicated volunteers. And speaking of volunteers, outgoing CPM president 
Gary Troop bestowed the President’s Award on two CPM members for their contributions 
during his term of office and I had the pleasure of awarding the inaugural Gaile Argiro 
Leadership awards to four members. Those awards are reported elsewhere in this issue. 

Mr. McGregor stayed for the entire workshop and made invaluable contributions to the 
“clearinghouse” session led by Mr. Dan Lynch and Mr. Gary Humphreys of the National 
Defense Industrial Association (NDIA) Integrated Program Management Division (IPMD). He 
attended the International Organization for Standardization (ISO) Update and the Civilian 
Agency-Industry Working Group meeting and led a session on the new Department of 
Defense EVMS Interpretation Guide. CPM is pleased to provide forums for these important 
discussions and will provide a venue for the IPMD meeting following our annual Integrated 
Performance Management Workshop in Bethesda, Maryland October 31 – November 2, 2016.

The second day keynote by Dr. Mark Coles of the National Science Foundation (NSF) 
masterfully blended the prediction of gravitational waves by Einstein a century ago with 
their discovery by the Laser Interferometer Gravitational Wave Observatory (LIGO) and with 
NSF project oversight using EVM. With Dr. Coles’ support, CPM is working with the LIGO 
Livingston, Louisiana observatory to arrange a tour of the facility and the Science Education 
Center in conjunction with our EVM World workshop in New Orleans May 31 – June 2, 2017. 
We will provide further information as details are worked out and look forward to providing 
this educational excursion for you and your families.

Since my last message, the ISO has approved CPM’s participation in the development of new 
standards for EVM (ISO/AWI 21508) and Work Breakdown Structure (ISO/AWI 21511). Bill 
Mathis, Vice President for Education and Certification, and Lauren Bone, Vice President for 
Administration, are liaison members to the ISO/TC 258 Secretariat, which is responsible for 
project, program and portfolio management. Neil Albert, a past CPM president, is a member 
of the US Technical Advisory Group. The TAG is led by the Project Management Institute 
(PMI®) and represents the American National Standards Institute (ANSI) as a member of TC 
258. In that capacity, Neil represents US stakeholders.

EVM World also saw remarkable interest in CPM chapters. The Washington DC and Tennessee 
Valley chapters are chartered and operating, and several others are in the works including 
Midwest, Greater Los Angeles, Turkey, Colorado Front Range and Japan. Many thanks to 
the sponsors who have helped get the chapters going and to the local CPM volunteers who 
provide ever-increasing value to our members.

Warm Regards,
Wayne Abba

MESSAGE FROM THE PRESIDENT
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ABSTRACT 

 
This article was published 
previously in the PM World Journal, 
Vol. V, Issue VI – June 2016.

A few years ago, a theoretical study was made of the To Complete Performance 
Index of Earned Value Management. The study concluded that, when the value 
of 1.10 is exceeded, recovery of the project is very unlikely. Recent analysis 
using real data has shown that the value 1.10 for the To Complete indexes from 
Earned Value Management and Earned Schedule is a reliable threshold, adding 
credence to the conclusion from the theory assessment. This paper describes 
how to use project performance measures with the established threshold to 
compute the probability of schedule and cost recovery. Knowing the probability 
provides additional and beneficial information, thereby enhancing the decision-
making capability of project managers. 

INTRODUCTION
Recent research, using real data from 25 projects, indicates that the value 1.10 is a reliable 
threshold for the To Complete Performance Index (TCPI) and the To Complete Schedule 
Performance Index (TSPI) [Lipke, 2016]. The research affirmed the conclusion made from 
a theoretical assessment that when the threshold is exceeded after 20 percent project 
completion, recovery is very unlikely [Lipke, 2009-1]. As well, it was shown that when the 
index value is equal to or less than the threshold, a successful project can be expected; i.e., 
the product is achieved within the total budget and delivery to the customer is made on or 
before the negotiated completion date.

With the establishment of the threshold value, it becomes possible to compute the 
probability of project recovery (PRcv) for both cost and schedule. In turn, having knowledge 
of the probability is envisioned to be useful to project management. For example, when final 
cost is forecast to exceed the total budget, yet TCPI is less than 1.10, indicating there may be 
opportunity for recovery, the project manager (PM) has a decision to make: Should he/she 
take action to effect recovery or not? The value of PRcv is a needed component in the PM’s 
decision process.

Succinctly, there is need for knowing and using the PRcv. The remainder of the article 
is devoted to developing the method of its calculation. To create the foundation for 
understanding, we will begin from a common point with the definitions of the To Complete 
Indexes, and proceed to an introduction of probability theory. 

To Complete Formulas. The TCPI from Earned Value Management (EVM) describes the cost 
performance efficiency required for the remainder of the project to achieve the desired final 
cost [Project Management Institute (PMI), 2011]. The index formula is defined as follows:
 
  TCPI = (BAC – EV) / (TC – AC)

where  BAC = Budget at Completion
  EV = Earned Value
  TC = Total Cost (BAC plus cost risk reserve)
  AC = Actual Cost

 

THE PROBABILITY OF PROJECT RECOVERY
By Walt Lipke
PMI® Oklahoma City Chapter
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TSPI is the time-based To Complete indicator, derived from the application of Earned 
Schedule [Lipke, 2009-2]. The indicator yields the schedule performance efficiency required 
for the remainder of the project to achieve the desired project duration [PMI, 2011]. The 
formula for TSPI is shown below:

  TSPI = (PD – ES) / (TD – AT)

where   PD = Planned Duration
  ES = Earned Schedule
  TD = Total Duration (PD plus schedule risk reserve)
  AT = Actual Time Duration

Probability Theory. The probability that the mean (M) of a number of observations (O), 
having a normal distribution, is larger than a selected value (V) is determined from the 
following equations [Crowe et al, 1960]:

  X = (M – V) / (σ/√n) 
  σ = √(Σ(Oi – M)2 / (n – 1))

where  X = the statistically normalized difference of M minus V
  σ = the estimated standard deviation of the observed measures
  n = the number of measures
  Oi = one of the observations

The computed value of X is converted to probability using either the normal or t-distribution. 
The t-distribution is applied when the number of observations is less than 30.

When the observations are from a finite data set, the denominator of the equation for X 
is multiplied by the adjustment factor √((N – n) / (N – 1)), where N is the total number of 
observations and n is the number in the sample [Crowe et al, 1960]. Because projects are 
finite, the adjustment factor is pertinent to the calculation of PRcv.

PROBABILITY OF RECOVERY
To compute the probability for when the value of TCPI or TSPI is, say, less than or equal to 
the threshold value (1.10) two characteristics must be determined:

1. Are the values from the periodic measures of the index distributed normally?
2. Is the number of index measures finite?

For TCPI and TSPI, the number of status values is limited by project completion, and 
therefore finite. However, the indicators behave oddly, especially for poor performing 
projects. For projects performing well, the indicators monotonically decrease in value, 
reaching zero at completion. For poor performing projects, the indicator values increase past 
the threshold, have a divide by zero condition, then turn negative and finally return to zero at 
completion. From this odd characteristic behavior along with the lack of meaning for periodic 
values of the indicators, it is logically inferred that their respective statistical distributions are 
indeterminate. Thus, the To Complete indexes do not satisfy the requirements and we have a 
conundrum:

The probability of project recovery is dependent upon the TCPI and TSPI values relative to 
the threshold, 1.10. How can the probability be computed without discerning their statistical 
characteristics?

Resolving the Dilemma. Let’s begin by viewing TCPI and TSPI in a different form. For TCPI, 
the changed form is created by dividing the numerator and denominator of the defining 
equation by BAC. And, for TSPI, the numerator and denominator are divided by PD. The 
transformed equations are shown below:

  TCPI = (1 – EV%) / (CR – EV%/CPI)
  TSPI = (1 – ES%) / (SR – ES%/SPI(t))

where  EV% = EV/BAC  ES% = ES/PD
  CR = TC/BAC  SR = TD/PD
  CPI = EV/AC  SPI(t) = ES/AT
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The acronyms, CPI and SPI(t), are the Cost Performance Index and the Schedule Performance 
Index (time), respectively [PMI, 2011].

Upon setting TCPI and TSPI to the threshold value, 1.10, the above transformed equations are 
solved for CPI and SPI(t), respectively. The resultant solutions follow:

  CPIT = 1.10 EV% / (1.10 CR – 1 + EV%)
  SPI(t)T = 1.10 ES% / (1.10 SR – 1 + ES%) 
  
The subscript T denotes that these formulas provide the threshold values for which the 
performance values of CPI and SPI(t) are to be compared. When the performance value 
is less than the comparable threshold value, the To Complete index threshold has been 
breached.

To enhance understanding, graphs of SPI(t)T are shown in figure 1. Three plots are depicted 
to illustrate the effect of various values of SR; the value of SR is in parenthesis for each of the 
legend identifiers. For the value 1.0, TD equals PD, indicating there is no schedule reserve; for 
the value 1.1, 10 percent of TD is reserve and for 1.2, 20 percent is reserve. From analysis of 
the three graphs, we observe that as SR increases the SPI(t)T value decreases for the same 
value of fraction complete (ES%). Thus, it is easily deduced that as reserves increase, the 
performance values of SPI(t) can decrease and not cause TSPI to exceed 1.10. The above 
description may be applied, analogously, to CPIT, CR, CPI, and TCPI for cost performance 
analysis.
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       Figure 1. SPI(t)T Behavior

Application of Statistics. The periodic values of CPI and SPI(t) from real projects have been 
tested and determined to be lognormally distributed [Lipke, 2002 and 2012]. Furthermore, it 
can be shown mathematically that the mean of the lognormal distribution is equal to the log 
of the cumulative value of the index. To clarify, using the schedule indexes: ln SPI(t)C = Σ(ln 
SPI(t)i)/n, where the subscripts C and i denote cumulative and periodic, respectively, and ln is 
the logarithm function.

By transforming the threshold for TCPI and TSPI to CPIT and SPI(t)T functions, the statistical 
characteristics of CPI and SPI(t) can be utilized. Figure 2 illustrates the normal distribution of 
the periodic values of ln SPI(t), as well as the placement of ln SPI(t)C and ln SPI(t)T. For the 
pictorial example, the project has an estimated 90 percent probability of recovering to its TD. 
The probability is determined from the area beneath the normal curve beginning at ln SPI(t)T 
and extending to plus infinity. At 90 percent, the PM has a good opportunity to take positive 
action and have a successful project.



12 The Measurable News     2016.03    |    mycpm.org

 
1) Explanation of the finite 
adjustment factors for cost 
and schedule is available in the 
reference [Lipke, 2009-2]
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Included, as well, are the finite data adjustment factors required for projects.1 
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Figure 2. Probability Example

Probability Calculation. To perform the probability of recovery calculation, substitutions 
for variables, M, V, and Oi, are made in the equations for X and σ described previously in the 
Probability Theory section. Table 1 is a compilation of the cost and schedule substitutions. 
Included, as well, are the finite data adjustment factors required for projects.1

Three graphs of computed results for probability of recovery are portrayed in figure 3. For 
the calculations, the values for SPI(t)C and σ are held constant at 0.87 and 0.30, respectively, 
as ES% increases to 1.0. The value of 0.87 is purposely chosen to demonstrate poor schedule 
performance, while the σ value is typically observed. Each of the graphs, PRcv(1.0), PRcv(1.1), 
and PRcv(1.2), is an example of probability behavior over the duration of the project. The 
number in parenthesis is the value of SR used in the calculations. For instance, 1.0 in the 
notation, PRcv(1.0), indicates the total duration is equal to PD.
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Variable Cost Schedule 

M ln CPIC ln SPI(t)C 

V ln CPIT ln SPI(t)T 

Oi ln CPIi ln SPI(t)i 

((N – n) / (N – 1)) ((BAC – EV) / (BAC – EV/n)) ((PD – ES) / (PD – ES/n)) 

Table 1. Cost and Schedule Substitutions 
 
 The figure illustrates the influence of schedule reserve on PRcv. The graph of PRcv(1.0) 
shows a decreasing probability value until, at approximately 85 percent complete, actual duration 
has exceeded PD. From that point until completion PRcv equals 0.0; it is impossible to recover. 
The PRcv(1.1) graph indicates there is good opportunity for recovery until the project has 
progressed to approximately 70 percent complete. The probability decreases rapidly thereafter 
until the actual duration exceeds 1.1 PD. For the PRcv(1.2) graph, TD is greater than the actual 
duration at completion. The probability approaches 1.0 very early and at completion equals 1.0. 
  

 
Figure 3. Probability of Recovery 

Table 1. Cost and Schedule Substitutions

The figure illustrates the influence of schedule reserve on PRcv. The graph of PRcv(1.0) shows 
a decreasing probability value until, at approximately 85 percent complete, actual duration 
has exceeded PD. From that point until completion PRcv equals 0.0; it is impossible to 
recover. The PRcv(1.1) graph indicates there is good opportunity for recovery until the project 
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number in parenthesis is the value of SR used in the calculations. For instance, 1.0 in the 
notation, PRcv(1.0), indicates the total duration is equal to PD. 

  

Variable Cost Schedule 

M ln CPIC ln SPI(t)C 

V ln CPIT ln SPI(t)T 

Oi ln CPIi ln SPI(t)i 

((N – n) / (N – 1)) ((BAC – EV) / (BAC – EV/n)) ((PD – ES) / (PD – ES/n)) 

Table 1. Cost and Schedule Substitutions 
 
 The figure illustrates the influence of schedule reserve on PRcv. The graph of PRcv(1.0) 
shows a decreasing probability value until, at approximately 85 percent complete, actual duration 
has exceeded PD. From that point until completion PRcv equals 0.0; it is impossible to recover. 
The PRcv(1.1) graph indicates there is good opportunity for recovery until the project has 
progressed to approximately 70 percent complete. The probability decreases rapidly thereafter 
until the actual duration exceeds 1.1 PD. For the PRcv(1.2) graph, TD is greater than the actual 
duration at completion. The probability approaches 1.0 very early and at completion equals 1.0. 
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The examples and figures throughout the article have been presented in reference to 
schedule performance. However, the discussion points are equally applicable to cost. In this 
confined context, cost and schedule analysis are perfectly analogous. The threshold behavior 
of CPIT is identical to SPI(t)T in figure1. As well, the interpretation of figure 2 is unchanged 
when CPI is substituted for SPI(t). And lastly, the PRcv graphs in figure 3 are identical for 
cost, when performance and risk reserve mimic the values employed for schedule. 

NOTIONAL DATA EXAMPLE
A small set of data has been created to demonstrate the management application of PRcv. 
The data and computed results are consolidated in Table 2. The majority of the headings 
have been introduced previously; however, four have not: Mo, PV, PO%, and IEAC(t). The 
abbreviation Mo is month, while the abbreviations PV and IEAC(t) are Planned Value, and 
Independent Estimate at Completion (time), respectively [PMI, 2011]. The heading PO% is 
the Period of Opportunity percentage [Lipke, 2009-1]. The value of PO% represents the 
portion of PD from the present status point until the threshold is exceeded if present SPI(t) 
continues; i.e., it provides management with information concerning the opportunity to take 
corrective action.
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 From the PV data, we can see the project has a planned duration of eight months. The 
effort is considered low risk and has no reserve; i.e., product delivery is to occur upon 
completion of the 8th month. However, the EV column shows performance lagged expectation 
with the project completing two months late. 
 
 For delivery to occur as planned, SPI(t) must equal 1.000 at project completion, and 
should be maintained close to that value throughout execution. Correspondingly, the forecast 
duration shown in column, IEAC(t), needs to hover around 8.0 to have the expectation of 
delivering on time. As the project progresses, neither SPI(t) nor IEAC(t), provide confidence of 

Table 2. Analysis Example

From the PV data, we can see the project has a planned duration of eight months. The effort 
is considered low risk and has no reserve; i.e., product delivery is to occur upon completion 
of the 8th month. However, the EV column shows performance lagged expectation with the 
project completing two months late.
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For delivery to occur as planned, SPI(t) must equal 1.000 at project completion, and should 
be maintained close to that value throughout execution. Correspondingly, the forecast 
duration shown in column, IEAC(t), needs to hover around 8.0 to have the expectation of 
delivering on time. As the project progresses, neither SPI(t) nor IEAC(t), provide confidence 
of project success; SPI(t) is consistently less than 1.000 and IEAC(t) is always greater than 
8.0 periods. 

Early in the execution, the PM can see that the project is in trouble. However, utilizing only 
SPI(t) and IEAC(t), there is not enough information to determine if recovery action is possible, 
or practical. To be possible, the PM needs to know that TSPI has not exceeded the threshold 
value. To decide whether a recovery action is appropriate and worthwhile, the PM must 
answer two questions:
 

1. Is there opportunity to make necessary performance corrections? 
2. What is the probability of having a successful recovery? 

The value of PO% answers question 1, while PRcv answers 2.

Although we may be able to answer the above questions, there is another aspect to consider. 
Some amount of execution is needed to have confidence in the management information. 
Generally, to achieve a level of performance data sufficiency, the execution required for EVM 
analysis is the initial 15 or 20 percent of the effort. Choosing 15 percent, the table values 
for analysis of the hypothetical project are considered when ES is equal to or greater than 
1.2 months. Thus for the first month, the values shown may be ignored; ES is less than 0.4 
months. For month 2, ES equals 1.859 making values for months 2 through 10 usable for 
analysis.

Examining the values in the table for months 2 and 3, we can see that the PM has information 
for SPI(t) and IEAC(t), indicating poor performance. Also, we observe that TSPI has not 
exceeded the threshold and recovery is possible. With PO% greater than 30 percent and 
PRcv close to 60 percent, the PM can feel reasonably confident that recovery intervention is 
appropriate.  

Of course during execution of months 2 and 3, our PM does not know that if he/she chooses 
not act, TSPI will exceed the threshold in period 4 and project delivery is not likely to occur 
as planned. The PM, recognizing poor performance, must balance the inefficiency caused 
by intervention with the possibility that improvement can be made. Inherently, the PM 
reacts either from intuition and experience, or from external pressure. By utilizing PRcv in 
the analysis process, improvement can be expected; it becomes possible to make decisions 
earlier with greater confidence. And, by taking reasoned and appropriate action, TSPI just 
might not exceed the threshold in period 4 and the project achieves success with the product 
delivered on time. 

SUMMARY
Theoretical and recent empirical research has shown that the value of 1.10 is very likely a valid 
threshold for both TCPI and TSPI. When the To Complete index exceeds 1.10, the project most 
likely will not meet its commitment, i.e., target cost or delivery date.

Having evidence the threshold is valid, it was thought the probability of recovery could be 
computed. From inspection, however, the characteristic behavior of the To Complete indexes 
was deduced to be erratic. Understanding the TCPI and TSPI cannot be directly used, an 
alternative approach was created. The method incorporates the 1.10 value and the established 
lognormal characteristics of CPI and SPI(t). Conceptually, although there is complexity, the 
method for computing PRcv is essentially identical for cost and schedule.

An example analysis was made using notional data. The analysis illustrates how PRcv in 
conjunction with TSPI and PO%, along with schedule performance efficiency and forecasting 
must necessarily be used together for making the decision to take recovery action.

The probability of recovery is foreseen to be a very useful aid in determining when project 
management intervention can be beneficial.
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CALCULATION AID
To promote uptake and use of PRcv, the Probability of Recovery Calculator for both cost and 
schedule is freely downloadable from the Earned Schedule website (www.earnedschedule.
com). The calculator is an easy to use Excel spreadsheet, requiring only EVM and ES data 
normally available. 
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ABSTRACT It’s almost an article of faith that somewhere between 50% and 70% of projects and 
programs fail. Studies by academics, professional bodies, consulting firms (and even Nobel 
Prize winners1), paint a depressing picture of consistent and continuing failure. The issue 
appears to apply globally and to all sectors – for example, the UK National Audit Office 
(NAO) report2 that, “the evidence shows that two thirds of public sector projects are 
completed late, over budget or do not deliver the outcomes expected” and, “The track record 
of project delivery in the private sector is equally mixed.” The problem also seems to affect 
most categories of project or program, for example:

• Business Change initiatives – “change remains difficult to pull off, and few companies 
manage the process as well as they would like…The brutal fact is that about 70 per cent 
of all change initiatives fail.” Beer & Nohria3.

• Information Technology – “It is the remarkable ubiquity of the failure of ICT projects – 
particularly large ICT projects – and the large sums of money that can disappear as a 
result that should be of most concern.” Gauld & Goldfinch4. 

• Infrastructure investments - “At the same time as many more and much larger 
infrastructure projects are being proposed and built around the world, it is becoming 
clear that many such projects have strikingly poor performance records”. Flyvbjerg et al5

• Business process reengineering – “reengineering efforts had failure rates as high as 70% 
and one source estimated that 85% of reengineering projects failed.” Pfeffer & Sutton6.

• Mergers and Acquisitions - “70% to 80% of acquisitions fail, meaning they create no 
wealth for the shareholders of the acquiring company. Most often, in fact, they destroy 
wealth” Seldon & Colvin7.

Olympic games – “average cost overrun in real terms of 179% - and 324% in nominal terms” 
Flyvbjerg & Stewart8.

Furthermore, there’s little evidence that things are improving significantly - research in 
Australia by Capability Management9 found, “The success ratio of projects has not increased 
in 15 years”; and the PMI’s 2014 Pulse of the Profession® report10 noted, “Change initiatives are 
time consuming and costly, significantly impacting an organization’s drive toward success. 
And nearly half of them fail.” With regard to megaprojects, Flyvbjerg (2014)11 concludes 
that, “overruns have stayed high and constant for the 70-year period for which comparable 
data exist…Similarly, benefit shortfalls of up to 50% are also common and above 50% not 
uncommon, again with no signs of improvements over time and geography.”

A number of questions arise from this: 
• Firstly, how accurate is the picture painted of consistent and continuing failure?
• Secondly, what do we mean by failure?
• Thirdly, what are the main causes of failure? and 
• Fourthly, what can we do to address the issue? 

I’ll briefly address the first three, before focusing in more detail on the actions we should 
take, and specifically, I’ll argue for a portfolio investment management approach based on 
disciplined, but ‘fast and frugal’ decision-making.

Do 50-70% of projects and programs fail?
So, is the picture of 50%-70% project failure a complete and accurate picture? Most of 
the project and program professionals I speak with accept that there are too many well-
publicised failures, but their personal experience is that far more projects and programs 
are delivered broadly as envisaged than fail. This would seem to support our everyday 
experience – in a world in which organizations are increasingly project-based12, most things 
seem to work, most of the time. 

 
Reprinted from PM World Journal, 
Vol IV, Issue III with permission. 
www.pmworldjournal.net
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Note also that research consistently finds post-implementation reviews are poorly or rarely 
performed, and many organizations do not track the benefits realised - for example, the 
NAO reported13 that 80% of UK government departments don’t use Gateway 5s (Benefits 
Evaluation). The problem is not one that is restricted to the public sector – Ward et al14 found 
in one European survey that 80% of respondents reported that the review and evaluation 
of completed projects was inadequate. In which case, how do we know that 50%-70% 
of projects and programs fail? Without a comprehensive evidence base derived from a 
comparison of forecast against actual costs, benefits and time taken, there’s no way we can 
reliably know the scale of success or failure. 

This is not to discount the evidence quoted above – indeed whilst we may not reliably know 
the scale of failure, we do know that failure is more common than it need be, and the scale 
of overspend and benefits shortfall is often far greater than should be the case, sometimes 
with catastrophic results, including corporate bankruptcies15. In short, failure may not be as 
common as often claimed, but when it does happen the impact is often massive. For example, 
with regard to large IT projects, Flyvbjerg and Budzier16 found that whilst the average 
overspend was ‘only’ 27%, the real area for concern was the ‘fat tail’ i.e. one in six projects 
studied was a black swan with overspends of 200% and delays of 70%. 

Furthermore, failure is correlated with size, duration and complexity:

• Size - Flyvbjerg17 refers to the, “iron law of megaprojects…Over budget, over time, over 
and over again”; 

• Duration – the first factor in the Boston Consulting Group’s DICE® model18 for assessing 
project risk; and

• Complexity - Remington and Pollack19 conclude, “We can manage straightforward 
projects. We can also manage certain types of large complicated projects, such as 
building large chemical plants. But it has been increasingly clear over recent years that 
projects are becoming more complex and it is the complex projects that we aren’t very 
good at managing – in fact we aren’t very good at understanding how they behave at all.” 
Research by Deloitte in Canada20 similarly finds, “a strong correlation between project 
complexity and project outcomes.” 

So size, duration and complexity appear to be associated with the worst examples of project 
and program failure. These are factors that we will re-visit later in this article in determining 
what actions are appropriate to improve the track record of success.

So whilst we may lack solid evidence on the exact scale of project/program failure, we do know 
the failure rate, scale and impact is greater than should be expected. The result in a world of 
finite resources is seen not only in the direct results of failure, but in the opportunity cost of 
other projects that don’t get progressed due to resources being allocated to projects that fail. 
As William Hazlitt said21, “Man is the only animal that laughs and weeps; for he is the only animal 
that is struck by the difference between what things are, and what they ought to be.”

What do we mean by ‘failure’?
Is a project delivered one week late on a two year schedule, but on budget and which meets 
the required specifications, a failure? Presumably yes if it’s a sporting event such as the 
Olympics or World Cup, but what about other less time sensitive projects? What about a 
10% budget ‘blowout’ but where delivery was on time and met a real and pressing business 
need? Perhaps more contentiously, is cancelling a project because business conditions have 
changed really a ‘failure’, or is it a success because the organization avoids throwing good 
money after bad? ‘Success’ and ‘failure’ are therefore often contestable notions.

What are the main causes of ‘failure’? 
Sir Peter Gershon argued at the 2010 APM Conference that, “projects do not fail for novel 
reasons, they fail for the same boringly repetitive reasons.” As far as what these reasons are – 
well, the NAO/OGC published a list of eight common causes of project failure22. See Table 1. 
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1. Lack of clear link between the project and the organisation’s key strategic priorities, 
including agreed measures of success. 

2. Lack of clear senior management and Ministerial ownership and leadership. 
3. Lack of effective engagement with stakeholders. 
4. Lack of skills and proven approach to project management and risk management. 
5. Too little attention to breaking development and implementation into manageable steps. 
6. Evaluation of proposals driven by initial price rather than long- term value for money 

(especially securing delivery of business benefits). 
7. Lack of understanding of and contact with the supply industry at senior levels in the 

organisation. 
8. Lack of effective project team integration between clients, the supplier team and the 

supply chain.

Table 1 – The NAO/OGC List of Common Causes of Project Failure

But as Sir Peter said, none of this is new. We are thus left facing what is known as Cobb’s23 
paradox: “We know why projects fail; we know how to prevent their failure – so why do they 
still fail?” 

In answer, one can point to a whole host of causes including those outlined by the NAO/OGC 
above, as well as the issues of size, duration and complexity. Others include: the separation of 
strategy formulation (‘choosing’) from implementation (‘doing’) which according to Martin24, 

“almost guarantees failure”; adopting activity-based rather than results or benefits-led change 
(Schaffer & Thomson25); failing to adequately address transition management (the ‘build 
it and they will come’ fallacy26); failing to include all required business changes within the 
scope of the initiative (which is one of the drivers behind the increasing adoption of program 
management); poorly defined requirements; and governance failures – and particularly 
according to Neilson et al27, decision rights and information flows i.e. success depends on 
ensuring that, “people truly understand what they are responsible for and who makes which 
decisions – and then giving them the information they need to fulfil their responsibilities”. 

Additionally, I argued in a previous PM World Journal article28 that a fundamental cause of 
project failure is that too often we build on the (unsafe) foundations of unrealistic forecasts. 
If costs estimates are understated and benefits forecasts overstated (which they too often 
are), it should come as no surprise when the final outcome indicates (often massive) benefit 
shortfalls and budget overspends. This forecasting failure can be due to cognitive bias 
(what Professor Daniel Kahneman calls the ‘planning fallacy’ – the belief that our project will 
succeed, despite an awareness that many similar projects have failed to do so in the past) 
or ‘strategic misrepresentation’ which Professor Bent Flyvbjerg29 defines as the, “the planned, 
systematic, deliberate misstatement of costs and benefits to get projects approved”. The 
solutions outlined in my previous article include: more accurate (reference class) forecasting 
and more effective governance with enforcement of organizational accountabilities and 
independent and regular review. 

Looking beyond the above factors which apply at the individual project/program level, 
research also finds that organizations typically undertake too many projects and programs30. 
In summary, if you want to deliver more successful projects and programs, do fewer projects 
and programs. This in turn requires more consistent and disciplined portfolio prioritization to 
ensure we do the ‘right’ projects and programs, and terminate failing ones. It is to this area 
that we now turn.

What can be done? A Portfolio Investment Management approach
The last issue referred to above is fundamental and is at the heart of a portfolio investment 
management approach that treats projects and programs as investments – with:

• Clear investment criteria that ensure limited resources are allocated to optimum effect 
and recognizes that approved projects and programs have an opportunity cost in terms 
of the alternative projects and programs that are delayed or never get started. 

• Balancing return against risk, and considering potential projects and programs from the 
perspective of their incremental impact on the project portfolio as a whole. 

• Strict start gates to control the set up of projects and programs. The NAO report that31, 
“the quality of project initiation is highly predictive of project success” and yet, “very few 
projects do enough feasibility work to develop a robust understanding of what is needed, 
if this is deliverable and how much it will cost.”

• Regular ‘gates with teeth’32 i.e. robust end of stage/phase/tranche reviews to ensure that 
the project or program remains the best use of available funds and when necessary, to 
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terminate the investment. As Warren Buffet says33, “When you find yourself in a hole, the 
best thing you can do is stop digging.”

• Active intervention to address interdependencies and to remove obstacles to delivery. 
• Periodic portfolio-level reviews to assess portfolio performance as a whole, the continued 

balance of the organization’s change portfolio, and to ensure that the allocation of 
resources continues to represent the best return on investment in the context of current 
strategic objectives and business priorities.

Disciplined and consistent decision-making
Central to an effective portfolio investment management approach is a commitment to 
disciplined decision-making. Research by Professor Bob Cooper in the area of new product 
development34 finds that the difference between the ‘winners’ and ‘losers’ is often not so 
much that the latter don’t engage in portfolio management, but rather that they don’t do 
it consistently i.e. they allow managers to bypass the agreed procedures and apply the 
agreed decision criteria inconsistently. A recent report from McKinsey35 notes, “as one 
executive observed, his company’s biggest failures occurred when senior managers overrode 
established processes and methodologies.”

The importance of disciplined decision-making is also illustrated by research from the oil 
industry. According to Spetzler36 analysis of oil company returns over the period 2006-2011 
indicates that Chevron significantly outperformed its competitors: if Chevron had performed 
like Shell it would have been worth $78bn less; and if BP had performed like Shell it would 
have been worth $130billion more. Chevron stakeholders were asked to what they attributed 
the company’s outperforming its competitors – the two key factors identified were ‘the 
Chevron way’ (values and culture) and their commitment to ‘Organizational Decision Quality’ 
i.e. a “collaborative and systematic search for the highest value rather than a politicized or 
autocratic process.” 

The point is reinforced by a McKinsey study of the returns generated by 1,600 US companies 
from 1990-200537. They found that the best indicator of Strategic Business Unit (SBU) 
funding in any year, was the funding they had in the previous year i.e. most organizations, 
despite much effort in strategic planning, find it very difficult to re-allocate funds. For fully 
one third of the companies, the average correlation of SBU funding year on year was .99; 
and across all companies the average correlation was .92. On the other hand, the payback 
to the minority of companies that were able to re-allocate funding to match strategy was 
impressive – they were worth an average 40% more over a 15 year period.

Similar findings have been reported in the public sector – according to the NAO,38 “There was 
a consensus among the non-Executive Directors in our workshops that reallocating resources 
occurs too infrequently. They asserted that while senior management in departments increasingly 
have access to the necessary information to make this kind of decision, action is often not taken.” 

Part of the reason for this failure lies in the cognitive biases already mentioned – and in 
particular a combination of the ‘status quo’ and ‘sunk cost’ biases. The result is what Tim 
Banfield39 calls, “the conspiracy of continuation” i.e. once a project or program gets started 
it’s often very difficult to stop it.

The solution to enabling greater agility in resource allocation? Well, greater transparency and 
accountability would help - Courtney et al40 argue, “Our consulting experiences suggest that 
most organizations can manage those biases if, when a strategic decision is being considered, 
managers choose their decision-making approach in a systematic, transparent, public manner 
during which their judgements can be evaluated by peers.” This would at least help address 
the planning fallacy – as Armor and Taylor41 say, “the very awareness that one’s predictions 
will be publicly tested motivates people to try to be more accurate when making predictions; 
people in this view, feel accountable to their own performance and then respond to this 
accountability by critically evaluating the basis of their predictions.” 

The Mckinsey report referred to above, also calls for setting target corporate portfolio 
allocations, regular performance reviews and, “remaking the corporate centre so it can 
provide more independent counsel”. So an independent Portfolio Office can play a crucial 
role by challenging the biases and self-interest that compromise effective portfolio 
investment management (providing what Daniel Kahneman refers to as ‘adversarial 
collaboration’42). Beyond this, McKinsey argue for clear investment criteria and ‘simple 
decision rules’ for each portfolio category to, “remove as much politics as possible from the 
resource allocation process.” But do simple rules suffice and if so, what would these simple 
decision rules look like for portfolio investment management?
The case for ‘fast and frugal’ decision-making
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Research into effective decision-making finds that43:

• Organizations often seek more information than they require – and more information 
does not necessarily lead to better decisions as it can result in information overload and 
over-confidence (Russo & Schoemaker44).

• Experts generally rely on relatively few factors in coming to their decisions. The 
exceptions are instances where feedback is prompt and precise e.g. weather forecasting 

– which is rarely the case in the project and program management world where project 
lives can span many years.

• These few factors can however be remarkably effective as a basis for what Gerd 
Gigerenzer45 refers to as ‘fast and frugal’ decision-making.

• Unfortunately experts often fail to apply these factors consistently and when irrelevant 
information is presented, they tend to become more confident in their decisions (an 
example of another cognitive bias, the ‘conjunction fallacy’). They also over-rely on their 
intuition, but as Russo & Schoemaker say, “To those who study decision-making, the 
most striking feature of intuitive judgment is not its occasional brilliance but its rampant 
mediocrity.” The results: 
• Low levels of inter-expert agreement – Hastie and Dawes comment, “In important 

domains like medical diagnosis, this conclusion is disturbing, because we would like 
our medical experts to agree with one another (and with biological theory) when they 
make diagnoses”; 

• Inconsistent decision-making by individual experts - Russo and Schoemaker46 argue, 
“Certainly such results support the standard advice to seek a second opinion in 
important medical decisions. What is especially unsettling is that you may be able to 
get that second opinion from the same doctor a week later!”; and

• In study after study, formal application of the criteria identified by experts using 
scorecards/checklists, consistently outperforms the judgments of those same experts.

The answer therefore lies in utilizing expert advice in determining the key factors relevant 
to decision-making in a specific context; applying these factors in a disciplined manner by 
utilizing scorecards/checklists to keep the factors at the forefront of the decision-maker’s 
mind (with weightings if appropriate); and then monitoring the outcomes and adjusting the 
factors (and weightings) where relevant. 

This approach based on disciplined, but ‘fast and frugal’ decision-making, also applies to 
organizations’ investment in projects and programs. McKinsey47 argue that in considering 
project investment decisions, we should examine, “the handful of characteristics that are 
most critical to a project”; and Kahneman, Lovallo & Sibony48 say that, “executives need to 
be prepared to be systematic…Using Checklists is a matter of discipline, not genius. Partial 
adherence may be a recipe for total failure.” Scorecards can therefore be used to sift out the 
best initiatives, but they can also be used to improve the chances of success – by identifying 
areas in which corrective action is required.

The conclusion – identify the key factors relevant to investment in projects and programs; 
document these factors on a scorecard/checklist; and apply this scorecard/checklist 
consistently in making project investment/re-investment decisions. But what might these 
factors be?

Towards a project/program ‘fast and frugal’ investment scorecard
Review of the relevant project and program management and decision-making literature 
identifies a degree of agreement in the factors that represent ‘the difference that makes the 
difference’ in terms of success and failure. This literature encompasses: 

• Reports by consultants including the various studies from McKinsey quoted above, and 
Boston Consulting Group’s DICE® model for assessing project risk which is referrred to in 
the ‘Achievability’ checklist below;

• Harvard Business Review articles – including those quoted from throughout this article;
• Research by academics including Daniel Kahneman and Bent Flyvbjerg, as well as 

researchers in the field of decision-making including: Hastie and Dawes, Russo and 
Schoemaker, Kahneman, Gigerenzer, and Klein; and

• Guidance from professional bodies (including the PMI, APM, AIPM, and CIMA) and 
government agencies such as the UK NAO, OGC, Cabinet Office and Treasury, and the 
Victorian investment Management Standard.



22 The Measurable News     2016.03    |    mycpm.org

The emerging view on the key questions to include on these ‘fast and frugal’ checklists has 
also been enhanced by feedback from participants in my classes at QUT’s Graduate Business 
School. In this way I’ve sought to combine the ‘best of the best’, within the framework of a 
portfolio-based approach i.e. one that combines consideration of return (or attractiveness) 
in the context of risk (or achievability). As John Ward (2006) says, “the more successful 
organisations select projects on the basis of desirability and their capability to deliver them, 
not just desirability.”49

Table 2 shows the Attractiveness Checklist and Table 3 the Achievability Checklist50. 

Key Question Explanation & Comments

1. Is the problem the project/
program is designed to solve 
(or the opportunity to be 
exploited), clearly defined?

The Victorian Government’s Investment Management 
Standard51 starts by confirming that there is a real problem 
and that it needs to be addressed at this time. This can be 
facilitated via techniques such as: 

• Sakichi Toyoda’s ‘5 why’s’;
• Ethnography – observing users in real-life situations to 

gain a deep understanding about their behaviour; and
• User Stories in the format - “As a < Type of User > I 

want < Goal > So that <Reason>” – this can then be 
validated with the user(s).

Such techniques help ensure we address the root cause of 
a problem rather than its symptoms.

2. Are the resulting outcomes 
and benefits that will result 
from successfully addressing 
the problem/exploiting the 
opportunity, clearly identified 
in measurable, or at least 
observable, terms?

Stephen Covey’s 2nd habit of successful people is to ‘begin 
with the end in mind’ i.e. in project and program terms, 
we should start by identifying the desired outcomes and 
benefits (including clear measures) and then design the 
project or program to deliver them.

3. How confident are we that 
the project/program will 
result in the desired business 
outcomes and benefits 
realisation?

Courtney et al52 suggest asking two fundamental 
questions – do we have a clear causal model, “that is, a 
strong understanding of what critical success factors 
and economic conditions, in what combination, will lead 
to a successful outcome”; and can we predict the range 
of possible outcomes and their probabilities? This is 
facilitated by driver-based analysis53 - a technique whereby 
the implicit value chain underpinning the strategic 
objectives, or the organization’s business model, is made 
explicit i.e. what are the elements in the value chain, what 
factors drive achievement of each element, and how are 
they linked? Project/program benefits can then be stated 
in terms of their impact on the drivers of each element in 
the value chain.

4. Do we understand how 
the identified benefits 
will contribute to the 
organization’s strategic 
objectives?

The NAO/OGC Common causes of project failure 
includes – ‘Lack of clear link between the project and 
the organisation’s key strategic priorities, including 
agreed measures of success’. Benefits should therefore 
be expressed in consistent terms (to enable portfolio-
wide comparison and consolidation) and in terms that 
demonstrate the contribution of each initiative to the 
strategic objectives. This can be facilitated by driver-based 
analysis and compiling a benefits eligibility framework54.

5. Has a range of credible and 
genuine options to address 
the problem/opportunity and 
deliver the desired outcomes 
and benefits been identified?

Kahneman et al55 note that, “individuals and groups are 
prone to generating one plausible hypothesis and then 
seeking only evidence that supports it.”; and Herbert 
Simon56 referred to the tendency to ‘satisficing’ i.e. seeking 
a ‘just good enough’ rather than an optimum solution. 
So ensure a range of credible options are identified and 
appraised. This is helped by seeking a fresh pair of eyes 
and a diversity of views. At the very least include front line 
workers and/or customers in the assessment.
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Key Question Explanation & Comments

6. Do the forecasts of cost, 
time to deliver, and benefits 
reflect the organization’s 
track record in delivery of 
similar projects/programs?

Basing forecasts on a reference class of similar initiatives 
(Lovallo and Kahneman57) helps overcome the cognitive 
biases and strategic misrepresentation that affect 
traditional forecasting.

7. Are forecast benefits 
validated by ‘booking’ them 
i.e.

• Financial benefits (cost 
savings and revenue 
increases) ‘booked’ in unit 
budgets/financial plans?

• Non-financial 
performance 
improvements ‘booked’ 
in unit and individual 
performance plans.

‘Booking’ benefits is one way in which responsibility and 
accountability for benefits realisation can be aligned with 
the organization’s performance management regime. 

Note - In the case of compliance and replacement projects 
the key question does not concern validation of benefits 
(since they relate to the avoidance of the implications 
of not investing) but rather: Is it clear that the solution 
adopted or recommended represents the most cost-
effective way of meeting the requirements?

8. Have all relevant benefits 
been identified?

Doz and Hamel58 note that we often fall into two traps: 
firstly, overly optimistic forecasting and secondly, defining 
the range of benefits too narrowly. As, Kahneman et al 
(2011)59 say, “we tend to overlook what is missing” – i.e. 
WYSIATI or ‘What You See Is All There Is’. So develop 
a benefits eligibility framework with standard benefit 
categories – and then ask whether all potential benefits 
have been identified in the project/program business case. 
Typical benefits categories include:

• User benefits – time savings, cost savings, improved 
user experience;

• Financial benefits – cost savings, revenue increases;
• Risk reduction; and
• Service/product quality enhancement/effectiveness.

9. Is it clear that the project/
program represents best 
value for money? i.e.

• Projects and programs 
with a financial 
investment objective: is 
there a positive return on 
investment that justifies 
the risk inherent in the 
initiative?

• Projects and programs 
with a non-financial 
investment objective – is 
it clear that the outcome 
and benefits cannot 
be achieved more 
cost-effectively by an 
alternative solution?; and 

• There are no other 
more pressing calls on 
available funding or no 
alternative investments 
with a greater strategic 
contribution?

All investments have an opportunity cost in terms of the 
next best alternative foregone. We therefore need to 
ensure that:

• All investments have a positive return on investment 
(not necessarily in financial terms); and

• This return represents the best available use of limited 
resources when compared with alternative options and 
alternative projects and programs.
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Key Question Explanation & Comments

10. Have adequate 
arrangements been made to 
identify and exploit emergent 
or unplanned benefits?

Not all benefits that are realized will be planned from 
the outset – many will be ‘emergent’. These are benefits 
that are unanticipated, but which emerge as the initiative 
is developed and, most often, as it is deployed or 
implemented. Arrangements should be established to 
ensure such benefits are recognized and fully exploited. 
One way in which this can be achieved is by applying 
what Andrew & Sirkin60 refer to as a ‘scout and beacon’ 
approach in which:

• ‘Scouts’ scan the environment for potential 
opportunities and emergent benefits.

• ‘Beacons’ are ‘lit’ clearly communicating that ideas and 
information on unplanned benefits are welcomed.

Table 2 - Attractiveness Checklist

Key Question Explanation & Comments

1. Has the project/program 
been designed around 
modular/incremental releases 
of output/capability?

As was noted above, failure is often associated with 
project/program size and duration. The NAO/OGC list 
of common causes of project failure includes, “Too little 
attention to breaking development and implementation 
into manageable steps.” The BCG’s DICE® model similarly 
identifies ‘Duration’ as one of the four key components 
of project risk i.e. all other things being equal, the longer 
the project the more risky it is. This can be addressed 
by: breaking the project/program down into modular/
incremental parts and applying regular independent stage 
or phase gate reviews. This reduces risk and facilitates 
funding reallocation if conditions change.

2. Has adequate and effective 
provision been made for 
stakeholder engagement?

The NAO/OGC list of common causes of project failure 
includes, ‘Lack of clear senior management and Ministerial 
ownership and leadership’ and, ‘Lack of effective 
engagement with stakeholders’. Similarly, the BCG’s 
DICE® model identifies ‘Commitment’, by both senior 
management and those in the area undergoing the change, 
as one of the four key components of project risk. Regular 
re-appraisal of the adequacy and effectiveness of the 
project/program’s stakeholder engagement is therefore 
crucial.

3. Does the project/program 
team have the requisite skills, 
resources and experience 
(and do they have the track 
record to demonstrate this)?

The NAO/OGC list of common causes of project failure 
includes, ‘Lack of skills and proven approach to project 
management and risk management.’ Similarly, the BCG’s 
DICE® model identifies performance ‘Integrity’ (i.e. the 
ability to deliver the project on time which depends on the 
skills and traits relative to the project’s requirements) as 
one of the four key components of project risk. 

The key question also includes – does the team have a 
demonstrable track record of successful delivery of similar 
projects and programs (or projects and programs of similar 
complexity)?
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Key Question Explanation & Comments

4. Have adequate and 
effective steps been taken to 
minimise the downside risk?

Consideration needs to be given as to how the 
organization’s exposure to a failed initiative can be 
mitigated. Managing ‘downside’ risk can be facilitated by: 
modular/incremental delivery; scenario planning; and by 
undertaking what Gary Klein61 calls a ‘pre-mortem’, using 
what Russo and Schoemaker refer to as ‘prospective 
foresight62’ i.e. a facilitated workshop is undertaken at the 
start of an initiative at which the project/program team 
imagine a future state in which the project/program has 
failed; and then use their creativity and experience to 
explore the causes of this failure. Another idea is that of 
‘decision circles’63 where a range of staff provide feedback 
on the obstacles the project will face.

5. Has provision been made 
for all required enabling, 
business and behavioural 
change i.e. does the scope 
of the project/program 
encompass all required 
changes upon which benefits 
realization depends?

Failing to make adequate provision for business change 
has been regularly identified64 as a cause of the failure 
to realize planned benefits. This can be addressed by 
benefits dependency mapping/networking where a map 
is documented identifying all required changes (enabling, 
business and behavioural) upon which benefits realization 
is dependent. This can then be checked against the scope 
of the project/program.

6. Has adequate provision 
been made for transitioning 
from the ‘as is’ to ‘to be’ 
states?

The BCG’s DICE® model identifies ‘Effort’ (the additional 
effort required of local staff to complete the change) as 
one of the four key components of project risk. It is crucial 
that adequate provision be made to help customers and 
staff transition to the new ways of working. It has also 
been suggested65 that anything between 30%-50% of the 
development budget should be allocated to transition 
management.

7. Are the governance 
arrangements adequate in 
relation to the complexity 
of the project/program 
and do they include regular 
independent review?

Garland66 emphasises that governance represents 
the organizational framework that enables effective 
investment decision-making (as opposed to technical 
decision-making which comes within the remit of project 
and program managers). As such he identifies four 
governance principles: 

• Single point of accountability; 
• Service delivery ownership determines project 

ownership; 
• Ensure separation of stakeholder management and 

project decision-making; and
• Ensure separation of project governance and 

organizational governance.
Effective governance also includes regular independent 
stage/phase gate review: independent – because even 
when we are aware of the main cognitive biases we find 
it hard to escape them – as Kahneman et al say, “knowing 
you have biases is not enough to help you overcome them. 
You may accept that you have biases, but you cannot 
eliminate them in yourself.”67
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Key Question Explanation & Comments

8. Have lessons learned 
from previous projects and 
programs been learnt and 
applied?

There is a tendency to believe that our project/program 
is different from all those that came before (uniqueness 
bias) and any previous failure was due to bad luck or 
external factors (self-serving bias). We are therefore slow 
to learn from experience – as the following comment 
from a Director at the NAO in a feature interview in 
Project Magazine (May, 2011) shows, “The fact that we see 
the same issues coming up time and again on projects 
suggests lessons are not being learned when investment 
decisions are being made. If people acted on the lessons 
you would hope they would become less prevalent over 
time. But the truth is we’re not seeing much change.”

The solution is to take dedicated steps to ensure learning 
occurs and is applied – for example, by:

• Requiring lessons learned and the steps taken to be 
recorded in the Business Case; and

• Making specific provision for evaluation in the Business 
Case, which should clearly identify when reviews will 
take place, by whom, and that provision for the costs 
of monitoring and evaluation has been included in the 
project/program budget.

9. Has the project/program 
methodology, lifecycle 
and management style 
been adapted to suit the 
complexity of the project/
program?

As noted above, complexity is one of the main causes 
of project/program failure – as Shenhar and Dvir say68, 

“executives as well as project teams failed to appreciate up 
front the extent of uncertainty and complexity involved (or 
failed to communicate this extent to each other) and failed 
to adapt their management style to the situation.”
Approaches to complexity include:

• Adopting a program management approach 
(Remington & Pollack69). Heaslip70 argues for a ‘third 
generation’ approach in which project managers 
address operational complexity, program managers 
address outcome complexity, and governance 
committees manage environmental complexity; 
and all three (project managers, program managers, 
and governance committees) collectively manage 
organizational and stakeholder complexity);

• Choosing the appropriate project lifecycle – Hass71 
suggests that as complexity and uncertainty increase 
so we should shift along the spectrum from linear, 
incremental, iterative, adaptive to extreme lifecycles; 

• Adapting the management style from ‘command and 
control’ approaches for routine projects, to ‘adapt 
and learn’ for highly complex projects and programs 

- characterised by agile, iterative and incremental 
deployment of capability.

10. Is the project/program 
affordable:

• Has sufficient resourcing 
(financial and otherwise) 
been allocated to the 
project/program, including 
contingency?; and

• Is it clear how the scope 
will be adjusted should 
costs escalate beyond the 
agreed contingency?

Clearly affordability is a key factor – yet cost escalation 
is a reality due to under-estimating the funding required 
(optimism bias) and scope creep. The assumption too 
often is that funds will be found if required – but this 
has an opportunity cost in terms of other projects and 
programs that are consequently delayed or never start due 
to the shortage of funds. As referred to above, the answers 
lie in reference class forecasting; regular independent 
review; and being clear about where scope can be 
adjusted to accommodate cost escalation.

Table 3 - Achievability Checklist
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CONCLUSION 
Researchers in the field of decision-making emphasise the importance of separating 
planning from doing: we need to be realistic in planning our projects and programs, and 
then enthusiastic in their implementation. Yet too often we see the reverse: over–optimism in 
planning and then pessimism in delivery. No wonder the failure rate seems so high.

The solution is to adopt a portfolio approach that treats projects and programs as 
investments. This in turn is dependent on effective portfolio prioritization – which research 
shows relies heavily on consistent and disciplined application of clear investment criteria. 
The research in this regard is compelling - process trumps analysis, and by a factor of six, 
because as Lovallo and Sibony say,72 “one of the things an unbiased decision-making process 
will do is ferret out poor analysis.” 

Furthermore, the answer lies in identifying the few key factors as a basis for ‘fast and frugal’ 
decision-making about which projects to invest (and re-invest) in. A review of the literature 
has identified two sets of 10 key questions under the headings of ‘Attractiveness’ and 
‘Achievability’. Further study is required in terms of:

• How should these questions be adapted to suit a specific organization?
• Are there other factors that should be included (in addition to, or to replace some of the 

above)? 
• Which questions are of most importance and therefore should be weighted (and by how 

much)?

Ultimately these questions can only be answered by application in the real world. But at its 
heart, the issue is relatively simple – as with most fields of human endeavour, find out what 
works and then apply it consistently. One might argue we’ve done this in determining how 
to manage projects and programs (although the consistent application bit may need further 
work). Now it’s time to do the same for the process for deciding which project and programs 
we should invest in, and in so doing, overcome what Spetzler73 calls the biggest bias of all, 

“the perception that we are good at making decisions.”
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ABSTRACT Stakeholder related issues can easily throw a project into crisis. If not 
resolved, they can even ‘kill’ the project. Proper resolution of these issues 
can resuscitate the project and bring it back to life.

This paper will examine a series of case studies derived from interviews and 
input from various project managers with over 150 years of total project 
experience, to derive a set of “key tenets”, or takeaways, for stakeholder 
management. The case studies are grouped into two categories. The first 
category looks at troubled projects with serious stakeholder issues and 
how they were resolved. The second category examines cases where 
stakeholders were used to rescue a troubled project.

CATEGORY I - STAKEHOLDER ISSUES CASE STUDIES

Study #1 – Situation: Low level of stakeholder involvement across the project.
The project was a priority for the organization, but not a priority for any single department 
which resulted in actions not getting done between meetings, and having to be 
rescheduled.

Action(s): The visibility of the project to management had to be raised. The project 
manager let the team know their individual managers would be copied on status and other 
communications as needed, not just the project sponsor. The people with action items were 
asked to report out to the team prior to the publication of project communication / status.

Result: There was significant improvement in the completion of assignments on schedule.

Key Tenet(s): 
• Raise / broaden the visibility of the project as necessary to get focus.

Study #2 – Situation: Vice President set an unrealistic timetable for implementation of 
purchased software.

Vendor also supported rapid deployment.

Action(s): The project manager initially built a project plan based on the VP’s timing 
request, knowing that the schedule would very likely have to change. There was not enough 
information at project startup to be able to prove the schedule was unreasonable.

However, not far into the project, it became apparent that the business resources were not 
available to support the level of effort required to meet the set schedule. Also, additional 
detail was understood on reporting and interface requirements. This information was used to 
determine a more realistic schedule.

Result: The Vice President approved the change request on the more realistic schedule when 
presented with enough detail to understand the reason for the change.

Key Tenet(s):
• Be careful of vendor influence.
• There is no substitute for understanding the complexity of effort, or for putting together 

a realistic plan. (Even if it is done after the preliminary plan).
• Educating management on what has to be understood to properly plan a project will pay 

off, and likely reduce the ‘preset’ schedule syndrome.

 
Reprinted from PM World Journal, 
Vol II, Issue XI with permission. 
www.pmworldjournal.net

STAKEHOLDER C.P.R. – CRISIS PROJECT RESCUE
MANAGEMENT OF STAKEHOLDER ISSUES IN TROUBLED PROJECTS 
By  Frances Crossno, PMP and Carrie Weeks, PMP
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Study #3 – Situation: Director/Executive Sponsor mandating use of strategic software 
which caused delays.

Internal software project required use of purchased software deemed strategic for the 
company to perform data cleansing and matching functions. Use of the strategic software 
was a director level mandate, however the software was not working after significant over-
spend.  The project was put on hold.

Action(s): Project Manager was responsible for delivering a working project, and was forced 
to address the issue with the director. However, before addressing with the director, the 
project manager put together the following information:

• An alternative approach to develop the functionality in house. This approach having 
already been validated with the development team.

• Cost estimate for the alternative approach.
• Determined the cost to continue with the strategic vendor was going to be more than 

the alternative approach. In fact, determined it was doubtful the project could be 
completed with the strategic software and the reasons why.

Result: Sponsor gave permission and additional funds to complete the project without trying 
to prove the strategic software with this project.

Key Tenet(s):
• Face the facts and redirect the project as necessary.
• New approach / options planned out before meeting with stakeholder.

Study #4 – Situation: Sponsor dissatisfied with the project in general. The sponsor had 
unspoken expectations.

Company A is hired by company B to execute a software project. Executive sponsor became 
generally dissatisfied with the project during execution.  Cause(s) uncertain.

Action(s): Company A had to determine what the “real” cause of the dissatisfaction was. The 
project manager developed some questions to ask the sponsor and other stakeholders which 
were designed to elicit the cause of the dissatisfaction.  For example:

• What is going well / what is not going well?
• What do you see that you don’t like?
• What did you think you were getting that you are not getting?

Result: It was determined that the Sales team had implied benefit(s) to metrics that were not 
in the SOW. Once the real problem was identified, remediation  was  developed  to address 
and to reset the expectations / update the SOW.

Key Tenet(s):
• Determine the ‘real’ problem.
• Remember there are often unspoken expectations to manage.

Study #5 – Situation: Vendor misunderstood scope of work required to meet stakeholder 
expectations; sponsor was not educated on technical needs, so these went unspecified in 
the contract.

Company A is hired by company B to find and fix Y2K issues. An unwritten assumption of 
Company A going into the engagement was that code was primarily legacy systems / COBOL 
code, on IBM platform.

Upon startup, Company A realized code was not written in COBOL, and not on an IBM 
platform. There were multiple platforms and multiple developmental  software languages 
involved. There was also little documentation. Company A had software to scan COBOL code 
to detect Y2K issues, but did not have software to scan code written in other languages.  
There was little existing documentation of Company B systems.

The Executive Sponsor had a key requirement that the Y2K project not impact his 
development staff, so there was to be very minimal interaction with that staff. The Sponsor 
was also expecting signoff from Company A, that he could present to governmental bodies, 
that his software was Y2K compliant at the end of the project.
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Action(s): Company A realized they had to hire a lot of different staff with the right expertise 
in each language. They also had to have independent testing platforms which had not been 
in the original plan in order to be able to test independently. Physical space to house staff 
and platforms was also a necessity.

They quickly put together a 60 day plan to use vacant office space leased by their company 
to bring in new hardware and expert staff. They also had in their plan to develop new 
scanning software

There was a meeting with the sponsor to educate him on the situation and the need for the 
new approach. Company A presented a comprehensive plan that not only addressed their 
technical need, but their sponsor’s requirement for minimal impact on his development staff.  
The sponsor agreed to the new approach.

Result: Company A delivered on the plan and was able to give Company ‘B’ the 
documentation required to support their position to the government agencies.

Key Tenet(s):
• Stakeholder education.
• New approach / options planned out before meeting with stakeholder.

Study # 6 – Situation:  Non Involvement of a key stakeholder.

Project team had difficulty getting the stakeholder to provide the content needed for web 
pages.  During meetings, the stakeholder would not be prepared to discuss the content.

Action(s): Follow up meetings were scheduled where the project team provided exact screen 
shots for discussion. The developer walked the stakeholder through the online location where 
her content was to be inserted. The issue was escalated to the stakeholders’ manager, and 
the person’s priorities were assessed.

Result: The stakeholder’s manager freed some time for her to work the content the project 
needed. The stakeholder was able to spend time with the team to understand and provide 
what was needed.

Key Tenet(s):
• Work priorities with management.
• Educate Stakeholder.

Study # 7 – Situation: Cultural differences, global virtual team and a drive for 
standardization across international departments led to separation and isolation of key 
stakeholder and team members.

Company has offices located across the globe. A program was launched to standardize 
global processes across the international offices. Group A, located in the United States, 
believed the right solution had to be a single standard based on the lowest common 
denominator between the groups. Group B, located in the United Kingdom, did want their 
advanced processes simplified and this caused the key stakeholder to disengage and 
slow the global project down. All meetings were held virtually and relationships were not 
established. The project lost traction because people could not agree on direction, action, 
and objectives. Team members would not support the project with time or effort, while 
others became argumentative and forced their position.

Action(s): The team participated face-to-face in a team building environment for  several 
days. Team building exercises involved physical activities, such as high ropes and climbing 
the pole were used to build trust among individuals. Professional facilitators led the team 
through face-to-face dialogue scenarios.

Result: Group A and Group B established a respectful team relationship.  Team members 
valued opinions and established a “code of conduct” agreed to by the team. Members were 
willing to work with one another, listen and engage each other. The stakeholder groups 
re-engaged and allowed the group to creatively design a global standard processes that 
was more adaptive and encompassing. The solution delivered more than the program 
was originally planned to deliver, however, not all elements were incorporated. Group A 
and Group B learned to compromise and create a standard that was not elementary, but 
acceptable and achieved the goals of the program.
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Key Tenet(s):
• Team building is essential - take the time to build rapport among team members.
• There isn’t always a “one size fits all” solution. Welcome creativity and new ideas.
• Watch for warning signs of an impending crisis. Regularly monitor the temperature of 

stakeholders and team members.

CATEGORY II - STAKEHOLDER RESCUE STUDIES

Study #1 – Situation: Sponsor slowed down the project because his level of trust was low. 

Action(s): Instead of the Project manager pushing on the sponsor, he used a couple of the 
SME’s to explain the direction in business terms during project meetings. The SME’s were also 
used to help answer the sponsor’s specific concerns and questions offline.

Result: The sponsor grew confidence in the project team and let the project proceed to 
successful completion.

Key Tenet(s):
• Use SME’s (which are also stakeholders) to become change agents for the project.

Study #2 – Situation: Agile project has run short of money before completion of all sprints 
and deliverables.

A software development project, being executed in an Agile methodology, was hit with 
unexpected vendor charges after 4 sprints had been delivered and released to production. 
The impact on the project budget means there is not enough money to complete the effort. 
The current budget was being funded by multiple business groups and the sprints had been 
organized into logical groupings of functionality relative to what pieces of code were impacted.

Action(s): The project manager took the issue to the   sponsors. They reviewed the 
functionality already delivered and the remaining functionality requirements to be delivered.

Result: All business groups were pleased with the functionality previously delivered. One of 
the business groups agreed to finish funding the project, but the remaining requirements 
were re-prioritized to put the funding business units’ needs first. Other business units agreed, 
and the project proceeded.

Key Tenet(s):
• Ability to show progress and confidence in the project team can make Stakeholders more 

willing to provide additional funding when necessary to complete the project.
• Remember when working across multiple business units, one or two business units 

may have a stronger or more urgent need and thus be willing to be more involved and 
possibly provide more funding than other business units.

Study #3 – Situation:  Purchased software did not meet requirements without 
customization.

Software was purchased based on vendor demonstrations without going through detail 
requirements in the vendor selection process. During implementation it was determined the 
software could not be used without massive customization.

Action(s): The project manager educated the Sponsor on the issues surrounding 
customizations and the level of customizations required to make the software meet the 
requirements.

Initial decision was to try to work with the vendor of the purchased solution, but the project 
sponsor planned an exit strategy to disengage if the product was not acceptable within 
a specified timeframe. He also planned how to build an internal replacement if it became 
necessary to disengage with the vendor.

Result: It became necessary to disengage with the vendor; however the internal project was 
ready to kick off by the time of the disengagement.

Key Tenet(s):
• Educate Stakeholder.
• Plan exit strategy.
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Study #4 – Situation: Scope expanded to include an additional “simple” request that had 
business impact that the team did not anticipate and the business was not ready to handle.

The system was a financial system and the added requirement was to change the way 
receipts for expenses were to be submitted. Instead of receipts being submitted in envelopes, 
they were to be scanned and submitted electronically. There was a perception by staff that it 
was more work for them and there was a reluctance to change.

Action(s): Top down communication on the money it would save the organization, 
particularly in storage costs.  Build FAQs to answer negative communication in a positive way.

Result: The timeline was extended, but the change was accepted more readily when staff 
understood the tremendous savings to the organization.

Key Tenet(s):
• Strong top down communication from management as well as communicating the 

business value can help with acceptance and transition.

Study #5 – Situation: Difficulty getting involvement / commitment from customer service 
team located in the Far East.

The project team was having virtual meetings with the customer service team located in the 
Far East to get input and obtain buy in and commitment to roll out plans. This included the 
customer service team communications to end customers.

Action(s): The project manager changed approach in meetings to ask for feedback from the 
customer service leader first, before asking for staff input. The PM always sent information 
ahead of time that would be reviewed virtually. The customer service leader and the PM started 
having regular discussions separate to the whole customer service team.  The Customer service 
leader then obtained the buy in and input from the team on the project plans.

Result: Once the leader’s position was clearly respected and her views known, other staff 
members provided their input and commitment.

Key Tenet(s):
• Always be cognizant of cultural differences, particularly around authority structure. In 

some cultures, staff always has to give deference to their authority figure and expect 
you to do the same. It is a good practice as a project manager to always acknowledge 
and work through the authority structure even if you have all levels of staff in the same 
meeting.

Study #6 – Situation: Out of the box system did not have a self- service function for the 
password reset; the business was not concerned about this.

Action(s): An IT Executive Vice President went before the steering committee and presented 
the business value of adding customization for password resets.

Result: The business accepted the re-direction from the IT stakeholder, as it had minimal user 
impact and high business value.

Key Tenet(s):
• IT is also a stakeholder and can re-direct positively when the need is recognized.

Study #7 – Situation: Two C-level executives with opposing communication styles were 
engaged at different levels of the project and they both thought they were the key stakeholder.

Executive A was the key stakeholder of the project according to the project charter, but 
Executive B felt they had authority to drive the project. Executive B was overactive in the 
sense that he was beyond the authority given in the project charter, but not for his position. 
Due to the scope, the failure of the project could have resulted in legal action against him 
so he had a higher investment level than Executive A. This resulted in conflict, confusion 
and delay. Executive A had a communication style that demanded face-to-face interaction, 
high-level communication and did not appreciate email communication. Executive B was the 
opposite and preferred the details via email or presentation as a chart/ graph. Program team 
attempted to resolve the conflict by asking them how to approach issue resolution when they 
could not agree but was told the Project Manager needed to determine how to work past 
that obstacle.
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Action(s): Divided and conquered—assigned stakeholder management of Executive A to 
one of the Project Managers on the program and Executive B to another Project Manager 
who had an established relationship. Project communication and issue resolution had to be 
manually adjusted to meet the different communication styles and the Project Managers 
worked together to find comparable solutions to issues.

Result: Both executives engaged appropriately and the project had a successful outcome. 
Issues were resolved and deliverables met.

Key Tenet(s):
• Don’t underestimate the power of communication styles. Ensure messages are clear, 

concise and at the appropriate level for the audience. This may require a communication 
plan with multiple communication layers for an audience.

• Become a student of the executive sponsor to understand how they interpret messages 
and process through issues.

• Two executive stakeholders are too many. When possible, clearly identify the lead stakeholder.
• Stakeholders are not typically overactive on a project unless they have a vested 

interest. Find out what it is and manage the stakeholder with that interest as a priority. 
Sometimes, this will allow the stakeholder to step back because they know their interests 
are a priority for the project team.

SUMMARY OF KEY TENET FINDINGS FOR STAKEHOLDER MANAGEMENT

Key Tenets to resolve Stakeholder Issues in Troubled Projects:
• Educate Stakeholders.
• Plan out new approaches/options before meeting with key stakeholder.
• Determine the ‘real’ problem.
• Remember there are often unspoken expectations to discover and manage.
• Face the Facts and redirect the project as necessary.
• Be careful of vendor influence.
• There is no substitute for understanding the complexity of effort, or for putting together 

a realistic plan. (Even if the project has to be “re-planned” after start- up.)
• Educating management on what has to be understood to properly plan a project will pay 

off, and likely reduce the ‘preset’ schedule syndrome.
• Work priorities with management.
• Raise / broaden the visibility of the project as necessary.
• Team building is essential - take the time to build rapport among team members.
• There isn’t always a “one size fits all” solution. Welcome creativity and new ideas.
• Watch for warning signs of an impending crisis. Regularly monitor the temperature of 

stakeholders and team members.

Key Tenets to using Stakeholders to resolve issues in Troubled Projects
• Ability to show progress and confidence in the project team, can make Stakeholders 

more willing to provide additional funding when necessary to complete the project.
• Educate Stakeholders.
• Plan exit strategy.
• Raise / broadened the visibility of the project.
• Use SME’s to become change agents for the project.
• Strong top down communication from management as well as communicating the 

business value can help with acceptance and transition.
• IT is also a stakeholder, and can re-direct positively when the need is recognized.
• Always acknowledge the authority structure even if you have to have all levels in the 

same meeting.
• Remember when working across multiple business units, one or two business units may 

have a stronger need and therefore may be willing to be more involved and possibly 
provide more funding than other business units.

• Don’t underestimate the power of communication styles. Ensure messages are clear, 
concise and at the appropriate level for the audience. This may require a communication 
plan with multiple communication layers for an audience.

• Become a student of the executive sponsor to understand how they interpret messages 
and process through issues.

• Two executive stakeholders are too many. When possible, clearly identify the lead stakeholder.
• Stakeholders are not typically overactive on a project unless they have a vested 

interest. Find out what it is and manage the stakeholder with that interest as a priority. 
Sometimes, this will allow the stakeholder to step back because they know their interests 
are a priority for the project team.
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ª  We bring ensured compliance when you need it most 
ª  Tell the clear, winning story in your proposal 

Contact Us: 
 www.clearplanconsulting.com 
info@clearplanconsulting.com 

888.249.7990 

Nationwide Team of Experts 
Cost Effective Solutions 
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INDUSTRY STEWARDSHIP

With over 1,600 corporate members and more than 86,000 individuals from the spectrum of 
the defense and national industrial base, the National Defense Industrial Association (NDIA) 
is America’s leading defense industry association promoting national security and strength 
through industry and technology.  NDIA’s Integrated Program Management Division (IPMD) is 
the industry organization that focuses on building strong government and industry working 
relationships to promote and communicate integrated program management best practices 
using earned value management (EVM) and other related processes.  The IPMD and its 
predecessor, the Program Management Systems Committee (PMSC), has for decades been 
industry’s advocate on the use and implementation of EVM practices.  

The IPMD authored and maintains the EIA-748 Standard for Earned Value Management 
Systems (EVMS).  The IPMD also authored and maintains the related NDIA IPMD EVMS 
Standard Intent Guide that provides additional context to the EVMS Standard Section 3, 
EVMS Process Discussion, as an aid to understanding and applying EVM practices.  The Intent 
Guide is one of many industry best practice guides the IPMD maintains related to integrated 
program management and earned value management. 

PARTNERSHIP BETWEEN IPMD AND CPM

While the NDIA IPMD is made up of member companies and the College of Performance 
Management (CPM) is made up of individual members, the two organizations share a 
common mission of improving integrated program management practices including earned 
value management.  The organizations sponsor joint conferences such as the annual Fall 
IPM Workshop and have reciprocal representation on each organization’s board of directors.  
Many of the IPMD working group leaders, contributors, and board members speak at EVM 
World and CPM Chapter events.

IPMD WORKING GROUPS SOLVING COMMON CHALLENGES

The IPMD has a number of working groups that focus on specific areas and work jointly with 
the government agencies to resolve common issues or promote industry best practices 
for mutual benefit.  Three of the working groups are profiled in this article.  All of the IPMD 
guides mentioned here are available for download from the NDIA IPMD website.  

• EVMS for Agile Development Working Group.  This working group was formed in October 
2014 to focus on the application of EVM in Agile development environments.  The group is 
working to advance the understanding and use of Agile and EVM to increase the probability 
of program cost, schedule, and technical success.  It provides a forum to exchange views 
and information as well as to provide guidance and direction.  The working group has 
documented optimal Agile and EVM practices with example artifacts and scenarios of those 
practices.  The result of this work effort was a new IPMD document, An Industry Practice 
Guide for Agile on Earned Value Management Programs, published in March 2016.  The 
intent is to update and add content to this guide on a regular basis as the working group 
continues to expand on and document industry best practices.  

• Planning and Scheduling Working Group.  One of the primary objectives of the working 
group is to serve as an effective vehicle for the exchange of views and information 
between government and industry regarding planning and scheduling processes 
including earned value management.  A great example of this collaboration between 
government and industry is the Planning & Scheduling Excellence Guide (PASEG).

• The PASEG was first published in 2010, with major updates in 2012, and most recently 
in March 2016.  Each release was the culmination of months of effort from planning and 
scheduling experts from across the country.  Scheduling experts from the government 

NDIA IPMD NEWS
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agencies including PARCA, NRO, DCMA, NAVAIR, USAF, Army, Navy, GAO, and the DAU 
have worked side-by-side with industry experts from 16 different defense contractors, 
subcontractors, and consulting firms to write, review, edit, approve, and publish 
the PASEG.  This guide provides a program management team, including new and 
experienced master planners/schedulers, with practical approaches for building, using, 
and maintaining an integrated master schedule (IMS). 

• Program Management Working Group.  The mission of this working group is to broaden 
the focus and membership of the IPMD to influence acquisition policy and share best 
practices among program management professionals in areas in addition to earned 
value management.  The group has actively worked to broaden the IPMD meeting topics 
related to successful program execution and to increase program manager participation 
in the IPMD.  

• The working group produced a new IPMD document, A Guide to Managing Programs Using 
Predictive Measures, published in September 2014.  This guide is a compilation of more 
than 30 industry and government measures, including EVM metrics, useful for comparing 
current program status against planned measures.  EVM as a management approach should 
be supplemented with additional measures and metrics during a program’s monitoring and 
controlling phase to attain a more comprehensive understanding of current performance 
and to help management make well-informed decisions.  These additional measures and 
metrics can provide valuable predictive indicators useful for developing and implementing 
effective mitigation plans.  The intended audience for this guide are organizations that are 
looking for standard approaches to manage programs.  It is intended to provide a menu 
of typical measures that could be applied as some metrics are better suited for certain 
applications than are others. 

 
UPCOMING MEETINGS AND ADDITIONAL INFORMATION

The IPMD meets three times a year in different locations and is hosted by a company sponsor 
or the NDIA in the Washington D.C. area.  The next upcoming meeting is scheduled for the 
end of August 2016 and will be hosted by Pratt & Whitney in Hartford, CT.  Each meeting 
is a two day event.  The first day is an industry only day with working groups meeting in 
the afternoon.  The second day is a joint industry and government day with presentations 
from the OASD(A) Office of Performance Assessments and Root Cause Analyses (PARCA), 
the policy owner for EVM within the Department of Defense, and DCMA leadership.  The 
meetings are one of the best ways to keep up to date on government agency policy, current 
integrated program management issues and issue resolution, as well as best practices from 
the leaders in industry and government agencies.  

Industry representatives regardless of NDIA corporate membership status are invited to 
attend the IPMD meetings.  Anyone from a non-member NDIA company pays a higher 
meeting registration fee.  The working groups are an excellent way to get involved, network 
with others, and actively participate in the IPMD activities.  Government representatives are 
invited to participate in the joint industry and government day and working group meetings. 
The division has an extensive website under the NDIA heading that provides more details 
on working group activities, guides and white papers, charter, board of director’s contact 
information, presentations and minutes from previous meetings, and the schedule for 
upcoming meetings.  The NDIA IPMD website is: www.ndia.org/ipmd. 
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As his last activity as CPM President, Gary Troop presented the President’s Award to CPM 
Members Kathy Evans and Bob Loop at the CPM EVM World 2016 Workshop in Naples, 
Florida in June. The President’s Award is occasionally awarded to individuals by the CPM 
President to recognize special contributions by any member of CPM. 

In making the award, Gary Troop explained that he felt presenting these awards was the best 
part of being the President of CPM. He went on to recognize two CPM members for their 
outstanding service and dedication in making the CPM training program truly world class, 
saying “It is truly my pleasure to recognize Kathy Evans and Bob Loop from the Training Team." 

The CPM Board thanks both Kathy and Bob for their significant contributions to advancing 
the CPM education program and congratulate them on their awards.

Both Kathy and Bob are playing an important role in the development of CPM’s new 
Integrated Program Performance Management (IPPM) professional certification program. 
Kathy has been coordinating the task of developing new advanced workshops to build on the 
curriculum CPM offers at its two conferences each year. Advanced workshops generally begin 
as a topic in the Practice Symposia featuring best practices in performance management. 
The material is examined and aligned to formal Learning Outcomes, standardized and 
introduced within the Training Tracks at the conferences. A recent example of this was the 
advanced workshop on the integration of technical performance measurement with schedule 
status reporting.

Similarly, Bob Loop has been helping with development and pilot evaluation of examination 
questions in support of the IPPM certification exam development. Over the past two 
years, CPM has run pilots of the Earned Value Management and the Schedule / Resource 
Management aspects of IPPM. These trials are an important part of the process required to 
develop and launch a world-wide IPPM certification program in 2016.

CPM PRESIDENT’S AWARD CONFERRED AT
EVM WORLD, NAPLES
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Many of you may not have had the honor of meeting Gaile Argiro, CPM’s 
long time Executive Administrator. Gaile knew many of our members by 
name and served the organization for many years but unfortunately passed 
away in 2014. It is testimony to Gaile’s dedication to CPM that, from her 
hospital bed during her final illness, she was still trying to assist in the 
planning and organization of one of our annual workshops. It is for this 
dedication and loyalty that the CPM Governing board decided to name our 
new Volunteer Award. 

Any nominee for this prestigious new award must be an outstanding volunteer who has 
provided service to the College of Performance Management over an extended period of 
time. This award is not for a one-time effort; rather, for ongoing manifestation of service over 
time by the nominee.

The nominee must have demonstrated exceptional commitment to volunteerism by helping 
support the needs of the CPM in a recognized Volunteer Position. The nominee should have 
demonstrated exemplary leadership, creativity, teamwork, and hard work in their service to 
CPM. The nominee should serve as a model and inspiration to other volunteers. The nominee 
must have demonstrated the ability to work in a collaborative manner with other team 
members, CPM members, CPM board members, the CPM staff and others.

This year, the Governing Board has pleasure in announcing the maiden recipients of the Gaile 
Argiro Volunteer Award:

• Marty Saia
• Andrea Nibert
• Barbara Phillips
• Bob Wasser

To understand the service these recipients have provided, please read on and join the CPM 
Board in thanking and congratulating them.

NOMINEE: MARTY SAIA
Volunteer Position(s): Conference Curriculum Coordinator, Dean 500 Track, IPPM 
Certification Team
Nominated By: Bill Mathis

Reason for Nomination: Marty Saia has been an outstanding contributor to the CPM 
Education team. He is currently serving CPM in their important volunteer assignments:

• Conference Curriculum Coordinator: As Curriculum Coordinator for the EVMW and 
IPMW education programs, Marty is responsible for ensuring that all training materials 
are checked for compliance with the TLO/ELO set, and that they conform to CPM 
standards for completeness and consistency. He has filled this role since 2010, when it 
was more narrowly defined as the Change Control Board lead. As Curriculum Coordinator, 
Marty now also works in close coordination with the Education Team Workshop 
coordinator to define the new Advanced Workshops and integrate them into the 
conference timetable. He also works in close coordination with the Education Team’s Test 
Director to refresh the question sets used for the PEP exams in each conference.

• Dean – 500 Track: Marty also volunteered to assume duties as Dean in the 500 
(Reporting and Analysis) Track in the two conference programs. As a Dean working in 
shared responsibilities with his Co-Dean, Marty undertook added responsibilities for 
coordinating the content and instructors of the six courses offered each conference. The 
role of Dean is responsible for updating TLO/ELO and related course content following 

CPM GAILE ARGIRO VOLUNTEER AWARDS
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each conference in order to ensure that student feedback is incorporated to improve the 
quality of the program. Deans are also responsible for monitoring significant changes in 
policy and practice that affect the content of the education materials provided by CPM 
to ensure we are up to date and relevant. Finally, Deans are responsible for nominating 
who will be the face of CPM as instructors. The Dean’s nomination is taken into 
consideration by the full Education Team.

• IPPM Certification Development Team: Most recently, Marty was one of the first to 
volunteer to assist in the process of developing the IPPM Certification standards and 
content. He worked with the VP Education and Certification to develop the first draft of 
the competencies for the new certification program from the existing PEP Certificate 
learning outcomes, and has continued to provide support to the development effort.

Marty is meticulous in how he approaches everything he is responsible for with his Education 
Team duties. It is because of his efforts in large part that the Education Team makes all of our 
preparation requirements and deadlines on time or before. When our VP Conference praises 
those who play a role in preparing the Education portion of our conference it is a direct 
reflection of the work Marty does. He has successfully coordinated all that is required to 
present a training program containing 36 separate course modules presented by close to two 
dozen different instructors without significant problems since 2010. He has volunteered his 
services for three different Education VPs demonstrating that his efforts in support of CPM 
are equal regardless of who is providing him direction.

Considering that the education program offered in our conference is a principal motivation why 
people attend, Marty’s contribution to CPM is not only vital, it is a large part of what must be 
done to ensure CPM’s sustained successes in our conferences and as an organization overall. 

NOMINEE: ANDREA NIBERT
Volunteer Position: IPM Workshop and EVM World Volunteer Coordinator & other support
Nominated By: Dale Gillam

Reason for Nomination: Andrea Nibert is an outstanding volunteer who has provided 
service to CPM over an extended period of time. Ms. Nibert has demonstrated exceptional 
commitment to volunteerism by helping support the needs of the CPM in several recognized 
volunteer positions. Ms. Nibert has demonstrated exemplary leadership, creativity, teamwork, 
and hard work in her service to CPM and serves as a role model and inspiration to other 
volunteers. Ms. Nibert has demonstrated the ability to work in a collaborative manner with 
CPM members and the community at large.

The value of Ms. Nibert’s contribution to CPM is realized within each specific role and across 
CPM as a whole. Ms. Nibert’s efforts truly reflect the valuable example set by Ms. Argiro.

The specific roles for which Ms. Nibert has volunteered in support of CPM span across many 
domain areas and include:

• IPM Workshop and EVM World Volunteer Coordinator: In this role, Ms. Nibert has 
coordinated a team of various volunteers over several years to serve eight positions at 
each event. In soliciting volunteers and assigning responsibilities, Ms. Nibert assesses the 
individual career interests to align each individual to their preferred sessions to help the 
career development while supporting the specific needs of the sessions.

• Instructor for CPM-500-D: Ms. Nibert has served CPM as the instructor for the 500-D 
course since November 2014 and has improved the course material.

• Agile Track Coordinator for the IPM Workshop and EVM World: Ms. Nibert has led 
the revised approach to the Agile Track for every IPM Workshop and EVM World since 
the IPM Workshop in 2014. Ms. Nibert has coordinated dozens of speakers and topics 
to create integrated themes across the Agile sessions to create a cohesive Track. Ms. 
Nibert actively engages in other Agile initiatives (e.g., NDIA, GAO, Intel) to work with the 
Research and Standards VP (along with other Board Members) to keep CPM engaged in 
the Agile discussions and to tie all of the key topics together, ensuring consistency.

• IPM Workshop and EVM World Workshop and Practice Symposia Evaluator: Ms. Nibert 
has volunteered to review, rate, and align abstracts and speakers to support creating 
an improved approach to Workshops and Practice Symposia sessions for every IPM 
Workshop and EVM World beginning with preparations for EVM World 2014.

• Washington DC Chapter Participant: Ms. Nibert participates in the WDC Chapter 
meetings and served as a panellist for the “Agile and EVM: A Round Table on Planning” 
topic at the April 22, 2015, meeting.

• Measurable News Author: Ms. Nibert has written articles for the Measurable News. Ms. 
Nibert authored or co-authored:
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• “EVM World 2015 Agile and EVM Content” for Issue 4, 2015.
• “Top 10 Agile and EVM Concepts from EVM World 2015” for Issue 4, 2015.
• “A Compendium on The Application of EVM to Agile Development and The Application 

of Agile Development to EVM” for Issue 1, 2015

NOMINEES: BARBARA PHILLIPS & BOB WASSER
Volunteer Position: US Domestic Chapter Pilot Initiatives
Nominated By: Lauren Bone

Reason for Nomination: When I came into office in 2013, it was an objective of CPM to create 
a chapter programme and interest had already been gathered for this. Chapter activity 
provides an invaluable additional benefit for CPM members. After a lot of Governing Board 
(GB) discussion, legal investigation and discussions over concern about financing, it was 
agreed to pilot some US domestic chapters. Whatever the GB undertook to get that green 
light, nothing could have happened without the strength, enthusiasm and perseverance of 
willing volunteers to ‘carry the can’ to make chapters a reality. 

Bob Wasser got the ball rolling with the first advertised chapter session in Tennessee Valley 
and persisted through the need to reschedule that meeting twice, finally succeeding on 8th 
September 2014. Since then, he has established a regular meeting schedule holding a further 
eight meetings.

Barbara Phillips kicked off with a meeting at IPMC in 2013 and succeeded in scheduling the 
first local session on 19th March, 2014. Since then, the pilot held a further meeting in 2014 and 
another four in 2015. 

Each of their chapter meeting activity involves recruiting quality speakers, venues, sponsors 
and attendees - which between them they have done 15 times in two years without counting 
additional effort required when rescheduling has been required. Both pilot chapter volunteers 
have assisted with feedback to support the development of models for chapter operation 
and reviewed template start up documents, as well as contributing to the Measurable News 
about their activities. 

Barbara and Bob have recruited additional volunteers to support their chapter who, 
under their leadership, have successfully completed development of chapter Bylaws and 
participated in election of the inaugural Chapter Executive Committee. In addition to this, 
they have helped other potential chapter volunteers with information ideas and the benefit 
of their own experience such that between three and five other U.S. domestic chapters 
are in the pipeline. In the six months to the end of March, 2016, Chapter activity has been 
responsible for 10 new CPM members.

Without the untiring efforts of these two volunteers to pioneer the chapter programme, an 
invaluable new membership benefit that is expected to increase CPM profile, interest and 
membership could not have been created.
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CALL FOR AWARD NOMINATIONS

Do you have the vision to spot peers of those for whom these awards below 
are named? 

If you do see someone you think might be deserving, please nominate them 
for one of these prestigious accolades:

DRIESSNACK DISTINGUISHED SERVICE AWARD
If you have read any Earned Value literature you will recognise the previous recipients of this award 
as a pantheon of the champions of Earned Value Management and Project Controls leadership:
 
 1992 – Robert R. Kemps 
 1994 – Gary Christle 
 1995 – Quentin Fleming 
 1996 – Wayne Abba 
 1996 – Larry Stone 
 1997 – Gary Humphreys 
 2003 – Robert Pattie 
 2004 – David Christensen 
 2006 – David Muzio 
 2009 – Tony Finefield
 2014 – Neil Albert
 2014 – Walt Lipke

Is the next deserving recipient someone you know? Here are the attributes required:
• has made major contributions to project performance management policy, concepts, and 

practices, which have national and international implications; 
• has provided critical contributions to the evolution of Earned Value Management and 

project planning and control standards, research, and education;
• has promoted the exchange of theory, development, and application among project 

management professionals.

GARY CHRISTLE LEADERSHIP EXCELLENCE AWARD
There has to date only been one recipient of the Gary Christle Leadership Excellence Award:
 
2009 – Dr. Robert B. “Bob” Rovinsky

Does someone you know have the attributes to merit this Award? They include:
• a leader in his or her community;
• will have promoted an environment of cooperation whether it is between customer and 

supplier or within the government or a company;
• not a one-time effort but ongoing examples of leadership;
• has made significant contributions to the development and/or understanding of earned 

value management that historically has and will continue to distinguish their work. The 
contribution should be a definable body of work as demonstrated through one or more of 
the following: speaking, teaching/training, research, publications, professional practice, etc.

Inspired to identify and reward the new leaders in our community?

Nomination Forms for either of these Awards can be downloaded from: 
http://www.mycpm.org/about-us/awards/

2016 Nominations close on 20 September, 2016.
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For the first half of 2016, CPM WDC held five meetings. In February, MCR 
hosted a meeting where Michael Marcell of K2 drew a crowd to discuss 
using MS Project and Primavera. In April, Steve Shinn of NASA GSFC, was 
hosted by SGT-Inc. in Greenbelt. Steve talked about How EVM Data is Used 
at NASA. In May, John McGregor, PARCA, discussed the recently published 
Agile and Earned Value Management: A Program Manager's Desk Guide.

Dale Gillam, Program Manager and the Earned Value Management (EVM) and Scheduling 
Focal Point for SAIC, spoke in June at SAIC in Tysons Corner on Trends in Integrated 
Program Management. Through a facilitated discussion, meeting attendees contributed to 
the understanding of current trends and shaping the path forward in the Integrated Program 
Management (IPM) community. The IPM community includes EVM, project scheduling, 
program performance measurement, effective contracting, program start-up and transition 
management, and many other related practices. 

Jerald Kerby, NASA and Matoka, Forbes, FAA also spoke in June. They were hosted by 
MCR LLC in Washington, DC on the topic of EVM Reciprocity MOU – OMB. NASA and FAA 
now have in place an EVM Reciprocity Memoranda of Understanding.  This is an exciting 
achievement on the road to government cost savings. Many more are expected. 

CPMWDC HAS MEETINGS SCHEDULED IN THE COMING MONTHS. 
Please go to http://mycpm.org/cpmwdc for registration information.
September (TBD) 2016, Oracle, 1900 Oracle Way, Reston, VA. EVM and FFP: A Round Table 
on Real Issues. Should EVM be required on Firm Fixed Price Contracts? Do companies know 
the value of using EVM on FFP? Join our panelists for a lively discussion of the applicability 
of EVM on FFP. Panelists (to be invited)

CPMWDC is always looking for meeting topics and locations. Please reach out to any of our 
CEC members with your ideas! We can be reached at cpmwdc@mycpm.org.

CPM WASHINGTON DC (WDC) CHAPTER NEWS



THE MEASURABLE NEWS

The Quarterly Magazine of the College of Performance Management    |    mycpm.org

2016.03

49

The CPMTV chapter held its summer quarterly meeting on Tuesday, 
June 7 in Huntsville, Alabama. With good representation from industry, 
education, and government, over 30 individuals attended the meeting. 
The meeting was graciously hosted by Encore Analytics and Defense 
Acquisition University (DAU) with Encore Analytics providing speakers 
and refreshments and DAU providing the meeting space at their Huntsville 
facility. The meeting was emceed by Bob Wasser of BCF Solutions with 
presentations by Gary Troop and Truman Carroll.

Bob Wasser kicked things off by thanking Encore Analytics and DAU for sponsoring the 
meeting, and he presented the chapter by-laws for a vote: They were approved by the 10+ 
voting members. He continued by introducing a motion to amend the by-laws to include Vice 
President of Meetings and Events as a new officer position. The motion was approved, and 
Ms. Julie Ruston volunteered and was voted into the new position by all 10+ present CPM 
members.  Mr. Wasser concluded his opening remarks by welcoming Mr. Gary Troop. 

Gary Troop, President and CEO of Encore Analytics, opened the presentations by giving an 
overview and demonstration of Encore’s Empower software tool. It was a very interesting 
discussion as Mr. Troop was able to draw upon his years of experience and technical expertise 
to showcase Empower’s many features. His talk included both examples utilizing the software 
and tips for engaging all levels of management in the proactive use of project performance 
data.  

Truman Carroll, SAIC analyst supporting NASA’s Space Launch System Program Planning and 
Control office, then gave an enlightening presentation entitled “Over Target Baseline: Lessons 
Learned from the NASA SLS Booster”. Mr. Carroll first explained the definition, purpose, 
and application of an Over Target Baseline (OTB). He then shared his actual experiences 
implementing an OTB on NASA’s Space Launch System Booster Element and concluded by 
discussing lessons learned and presenting key resources for understanding OTB situations.  

Bob Wasser closed the meeting by thanking the presenters, Encore Analytics, and DAU. 
He then encouraged meeting attendees to join CPM and reminded everyone about the fall 
CPM quarterly meeting, and the CPM Meeting in October in Bethesda MD and encouraged 
participation. He also mentioned a special EVM discussion panel CPM will host on Tuesday, 
November 8 from 3:00-5:00. Lastly, he invited everyone in attendance to the post-meeting 
reception.

The next CPMTV quarterly meeting is scheduled for Tuesday, September 6 from 3:00-5:00. 
More details will follow.

CPM TENNESSEE VALLEY (CPMTV) CHAPTER
QUARTERLY MEETING – JUNE 7, 2016
By Norman Dean
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If so, we would like to hear from you.  Measurable News is looking for articles and anecdotes 
regarding project management, EVM, integrated performance management, etc. in the 
following topic areas for the next several issues;

Acquisitions and Project Management
• Understanding the relationship between Mission and Money
• Navigating the waters when Mission and Money conflict
• Ensuring correct and clear requirements
• Flowing down requirements to subcontractors
• Perspectives South: Government, Prime Contractors, Subcontractors

Applying EVM in Non-Government Requirement Environments
• Lessons learned on execution (cost, schedule, scope, technical measures, subcontracting, 

etc.)
• Various industries: Healthcare, Support Services, Oil & Gas, Construction

Academic Contributions
• Course offerings or skillsets available to the potential practitioner
• Research performed, data analyzed, information to share

Soft Skills
• Influencing without authority
• Stakeholder management
• Conflict management

Basic Guidelines:
Articles should be between 5-14 pages long, 12-point font, double-spaced. Anecdotes should 
be no longer than two pages and can be attributed or not (i.e., if you do not wish to share 
your name nor the names of the companies, agencies, or people, that is fine).  Anecdotes will 
be analyzed, gathered into related compilations, and shared in future issues.  If they are funny, 
even better.

Do not limit your imagination to the above-referenced topics. Think about your time working 
on projects; the pains you have taken to ensure that cost, schedule, scope, risk, quality, 
resources, and client satisfaction have all been integrated. What has gone well? What went 
poorly? What would you like to share with others to help them improve their efforts or stop 
them from making the same mistakes?

Please review further submission guidelines and deadlines at http://www.mycpm.org/news-
events/measurable-news/author-guidelines/ and http://www.mycpm.org/news-events/
measurable-news/editorial-calendar/.

DO YOU HAVE A STORY TO TELL?
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Republished with permission. 
Originally appeared in PM 
World Journal, Vol III, Issue XI – 
November 2014

BOOK REVIEW: RESCUE THE PROBLEM PROJECT: A 
COMPLETE GUIDE TO IDENTIFYING, PREVENTING, AND 
RECOVERING FROM PROJECT FAILURE
Reviewed by Jimmy Godard

Book Title: Rescue the Problem Project: A Complete Guide to Identifying, Preventing, and 
Recovering from Project Failure
Author:  Todd C. Williams, PMP
Publisher: Amacom
List Price:   US$ 22.00 
Format:  Hard cover; # 277 pages 
Publication Date: 2011 
ISBN: 9780814416822
Reviewer: Jimmy J Godard
Review Date: October 2014 

WHY SHOULD YOU READ THIS BOOK

How did you do on your last project?
The goal of all project stakeholders is that everything goes well. This is not realistic in many 
organizations. Research indicates that more than 15 percent of large projects fail; threatening 
the existence of the organization and delivering 56 percent less value than predicted.

I recommend this book because it lays out an insightful process, based on real world 
examples, to identify, prevent and recover from project failure. I had the opportunity to 
work with the author, Todd Williams, as a fellow board member at the Project Management 
Institute (PMI) Portland Chapter (Oregon). Todd, a seasoned professional, has served our PMI 
local Chapter, provided guidance, built leading- edge systems, recovered red projects and 
helped prevent recurring failures for more than 25 years. Executives at all levels seek Todd’s 
guidance on how to improve their organizations. He has now made his working knowledge 
available to us via this book.

OVERVIEW
The premise of the book is to profile a recovery process for failing projects. It is not a manual 
that provides guidance on how to manage projects. Rather, it is an end to end process on 
rescuing projects.

The target audience is stakeholders who are seasoned in project management, with specific 
applicability toward consultants. The book is technical in nature; which fits the purpose and 
subject. Therefore, it is not an easy read in which you follow a story from beginning to end. 
The book contains 20 chapters. There is a chapter that lays out the nature and purpose of 
each chapter and even establishes relationships between them. In addition, this book cites real 
case studies in each chapter that illustrate or support the materials and augment the book.

Williams highlights four driving elements that are important in rescuing a distressed project. 
At the outset, he outlines a common sense approach on how to rescue a project from the brink 
of disaster. His recommendations are to 1) Identify what is wrong with the project, 2) Develop 
a plan to correct it, and 3) Understand the measures required to prevent recurring failure.

He then depicts a process flow that teaches how to 1) Audit the project, 2) Analyze the data 
from the audit, 3) Negotiate a solution with the team and management and
4) Execute the negotiated solution as a new project. Next, he advises how to prevent failure 
and find a negotiated solution that can follow the same path as the original project. He 
further explains how to identify the early signs of a failing project and how to understand the 
dynamics behind it.

Finally, he reviews in detail two distinct methodologies (Agile and Critical Chain) which can 
be leveraged to execute the new project and briefly discusses the traditional or waterfall 
methodology.



52 The Measurable News     2016.03    |    mycpm.org

Relevance
As a senior change manager for a Fortune 500 company, I can relate to the case studies 
described in the book. I recently completed a four year program and wish that I read this 
book during the time I was overseeing the projects under the program. Some of the projects 
got into trouble, and it became necessary to bring in a reputable consulting firm to assist in 
resolution. This book has now given me a rational reason as to what went wrong and what I 
can do in the future to avoid sleepless nights.

What is missing?
Todd depicts a common sense approach in the book. It is a great reference to help rescue 
your distressed project or get it out trouble. Although the case studies highlight the real 
world success stories, they also unintentionally portray outside consultants as rescuers to 
failed projects. I do concur with the notion that senior executives tend to listen to outside 
consultants rather than their own project managers. I would have appreciated some 
examples on how internal project managers have applied the process to get a project back 
on track. Furthermore, the case studies could have provided more credence to the book had 
they also highlighted some failed projects, as well as examples of what not to do.

CONCLUSION

This book displays a wealth of real industry knowledge project managers can leverage to 
identify anomalies with their projects how to be aware of the negative factors. It depicts 
a practical approach to handling and recovering troubled projects by:  1) Realizing that a 
problem exists, 2) Auditing the project with facts instead of emotions, 3) Analyzing data 
objectively, 4) Negotiating solutions with stakeholders and 5) Executing the new plan as a 
new project.

Many may argue this book is not a silver bullet or that there is nothing new here. I would 
agree. Yet, it is frequently the simple standard that we overlook. It is the various shortcuts 
that often lead our projects to disaster. The process this book outlines will assist the project 
manager to architect a recovery plan, and make adequate changes to inhibit recurring failure.

Rescue the Problem Project: A Complete Guide to Identifying, Preventing, and Recovering 
from Project Failure, by Todd C. Williams, PMP, published by AMACOM, $USD 22.00; 277 
pages, Hard cover.  More information at PMI Marketplace

Editor’s note: This book review was the result of cooperation between the publisher, PM 
World and the Portland, Oregon, USA Chapter of the Project Management Institute (PMI 
Portland Chapter – www.pmi-portland.org). Publishers provide the books to the PMI Portland 
Chapter, where they are offered free to PMI members to review; book reviews are published in 
the PM World Journal and PM World Library. Reviewers can keep the books and claim PDUs 
for PMP recertification. PMI Portland Chapter members are generally mid-career professionals, 
the audience for most project management books. If you are an author or publisher of a 
project management-related book, and would like the book reviewed through this program, 
please contact editor@pmworldjournal.net or asst_newsletter_dir@pmi- portland.org.

About the Reviewer
Jimmy Godard, Portland, OR, USA

Jimmy Godard, MBA, PMP, is a seasoned change manager. His work focuses on implementing global 
enterprise wide changes that impact, people, process, and technology.
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WHY SHOULD YOU READ THIS BOOK

Project managers who are managing struggling projects, have been asked to recover a failing 
project, or who want to simply gain information to help guide project teams to success. 
Business leaders, program/portfolio managers, and project teams who seek to understand 
what factors cause projects to fail and how they may contribute to ensuring project success.

On more than one occasion I have been asked to turnaround a stalled or struggling 
Information Technology project. I’m always interested in the root causes associated with 
these troubled projects and also in finding the most viable methods for recovery and 
prevention of recurrence.  I’ve discovered over time that the definition of a specific project’s 
success or failure depends, to a great degree, on stakeholder impact, perception, and 
expectations. Ensuring clear alignment is key to knowing if a project is successful or if it has 
failed to meet common goals and objectives. When I discovered this book by Dr. Kerzner 
was available for review, I was intrigued and hopeful to learn new information on how others 
recover and even prevent failing projects.

OVERVIEW

Harold R. Kerzner, PH.D., has spent 50 years involved in project management and is a global 
leader in project management and Senior Executive Director at International Institute 
for Learning, Inc. Dr. Kerzner has instructed over 200,000 professionals in his “Kerzner 
Approach” to project management excellence.  The Kerzner
Scholarship Endowment Fund and the Kerzner Project Management Award are managed by 
the PMI Educational Foundation.

Project Recovery: Case Studies and Techniques for Overcoming Project Failure delivers 
benefit to the reader by examining critical causes of project failure through examples of real-
world case studies that highlight root causes and then align key lessons learned to specific 
PMBOK® Guide sections where additional or supporting information may be found.

The book establishes a basic framework with a comparison of both historical and modern 
definitions of project success and failure. Chapter 2 explores categories and causes of 
project failure including but not limited to schedule, unknown technology, staffing, planning, 
risk identification, management mistakes and the failure to recognize early warning signs. 
In chapters 3-8, Kerzner uses case studies such as the Space Shuttle Challenger, Denver 
International Airport, Sydney Opera House, DMV – California and Washington, FoxMeyer 
Drugs’ ERP implementation, and Boeing 787 Dreamliner battery to dive deep into key causes 
of failure including business case, sponsorship/governance, project politics, software, safety 
considerations, and scope creep.

While I was interested in the case studies, what I found most valuable was the actionable 
information provided in chapters 9 and 10. Chapter 9 discussed the need for project health 
checks as validation for project progress and/or indicators of looming trouble spots.  Chapter 
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10 provided insight on the difference between project recovery versus project rescue and 
techniques for guiding stakeholders through the process of deciding whether recovery is 
feasible or whether the tradeoffs no longer maintain alignment with strategic goals and 
objectives.

Going forward, I plan to use both periodic audits and health checks and to ensure my 
sponsors and project team members understand the value in both. Audits typically evaluate 
a snapshot in time and are usually conducted internally by the project team to assess the 
present state of the project; possibly for progress or status reporting.
The intent of an audit is usually focused on determining whether the project is executing 
within the project management methodology and is meeting scope, schedule and budget 
targets. It’s important to note that meeting scope, schedule, and budget does not always 
mean the end product or service will be a success.

As Kerzner notes in chapter 9, “Periodic health checks, if done correctly, eliminate ambiguity 
such that true status can be determined.” A health check is focused on the bigger picture, 
can be conducted by an external consultant through one on one interviews, and is based on 
assessing value, requirements, and quality. A health check should be conducted immediately 
when a project starts to experience a great deal of scope creep, missed deadlines, budget 
overruns, and team member turnover. Conversely, incorporating health checks at phase gates 
or time-boxed checkpoints, will allow sponsors and project teams to proactively verify that 
work products are not only executing within scope, schedule, and budget targets but that 
the expected quality, value, and benefits will be delivered as well.

Project Recovery: Case Studies and Techniques for Overcoming Project Failure, Harold R. 
Kerzner, PH.D., published by Jon Wiley & Sons, Inc, ISBN # 978-1-118-80919-8 ; $75.00 USD; 
336 pages, hard cover. More information at: http://www.wiley.com/WileyCDA/WileyTitle/
productCd-111880919X.html

Editor’s note: This book review was the result of cooperation between the publisher, PM 
World and the Portland, Oregon, USA Chapter of the Project Management Institute (PMI 
Portland Chapter – www.pmi-portland.org). Publishers provide the books to the PMI Portland 
Chapter, where they are offered free to PMI members to review; book reviews are published in 
the PM World Journal and PM World Library. Reviewers can keep the books and claim PDUs 
for PMP recertification. PMI Portland Chapter members are generally mid-career professionals, 
the audience for most project management books. If you are an author or publisher of a 
project management-related book, and would like the book reviewed through this program, 
please contact editor@pmworldjournal.net or asst_newsletter_dir@pmi- portland.org.

About the Reviewer
Kate Rohm, PMP, CSM - Portland, Oregon Kate Rohm, PMP, CSM is a Senior-level IT Program/
Project Manager with over 20 years of experience leading high-profile programs and projects in the 
manufacturing, direct-to-consumer retail supply chain, and US Department of Energy power utility 
industries.

A summary of her work can be found on LinkedIn at http://www.linkedin.com/in/katerohm
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