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Successful project management to
leave competitors behind!
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TOP 1: Project management is changing

Since the construction of the earliest buildings, such as the pyramids or the Hoover dam,
to the first human being landing on the moon, there have been no fundamental changes of
the essential planning and implementation steps needed to take on new projects. However, over the last decades, there has been an enormous change in the tools used, such as
settings and approaches made in daily project management.
Competition in the free economy globally forces companies to constantly shorten the duration of product development until the product is placed on the market (Time to market),
in order to achieve a higher market share. This also increases pressure on the IT projects
of the company.
This increase in pressure leads to a much higher rate of failed projects.
For instance, a study by the consulting company Steria Mummert Consulting and the specialized newspaper Information Week from 2009, showed that 24% of IT projects were terminated without results.
Comparable results are observed in large projects as well small organizations. In the latter, there are
even up to 40% of damp squibs.
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Investigating the causes of project crashes is a central issue in further studies, as it underlines the
frequently quoted “CHAOS Report” [Standish Group 2006] of a Standish Group. The Standish Group
identifies five main reasons why fail:
1.

Incomplete requirements

2.

End users lack of involvement

3.

Lack of resources

4.

Unrealistic expectations

5.

Lack of management support
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The Company Oose Innovative Informatik GmbH from Hamburg created a study in 2011 with over 200
participants. The following questions were asked:
•

Are there significant differences in how Classic and Agile projects operate? Agile project management refers to procedures in which the project team has high tolerances regarding quality, scope,
time and cost and the client takes part in the preparation of the work. One characteristic for Agile
project management is to focus on work to be delivered and user acceptance.

•

What can Classic and Agile projects learn from each other?

•

Which procedures contribute to project success?

The study results showed that Agile projects had a significantly lower dropout rate than Classic projects.
http://www.odmincamp.de/konferenz/ac2009.nsf/O/fldco84063860bf4cl2574fe00501b02/$FILE/
TlS8-Top_Ten_Projekt_Scheitern.pdf

Reasons why projects fail!
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Source: Gesellschaft für Projektmanagement in Zeitschrift IT Business 3/2005
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Project management discipline has changed dramatically over the past decades.

Playing rules in project management
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Whether ... and how to comply with playing rules depends essentially on culture!
If one can believe the forecasts of future researchers, we are in the middle of the transition to a new age
of human evolutionary history - often referred to as a “networked society”. Digitization is the driving
force behind the explosive growth of the network density in the world. This has a profound impact on
society, politics and the economy.
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What does this mean for project managers (PM) for today and tomorrow compared to
yesterday?
Yesterday

Today and tomorrow

Project management is an additional task

PM is a clear role

PM’s only execute (operational)

PM’s also act strategically and tactically

Project management was considered as a “science for

Focus is on leadership, teamwork, flexibility and

itself”

self-responsibility

The Waterfall approach (theoretical approach from
textbooks according to BEST PRACTISE principles) is
in the foreground

Very technical and expensive local desktop tools are
characteristic; these systems are primarily used in
large companies

The PM teams all work in one place

Iterative processes gain in importance, and theory and
practice are interlinked more strongly

Cloud-based tools are used by enterprises (SMEs as
well as corporations). They easy to use and affordable

Remote teams work in different places and countries
with different cultures

Status meetings are held at agreed intervals and all

Virtual real-time updates always ensure prompt status

information is collected on a key date

information without formal meetings

Standalone PM’s are left to themselves

The completion of a project means the delivery of a
final product that meets all the demands on time and
within budget

An organized project management office provides
administrative and strategic support

A quick and cost-effective conclusion through streamlined processes ensures a short project runtime
Project portfolio management, especially PPM prac-

Management of individual projects

tices, are favored to examine ROI, delegate resources
and for choosing the type of project to be pursued.
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TOP 2: Success factors of yesterday and today (Project quality)
Many projects are not completed properly, and results aren’t emphasized!
Project management contributes to ensure project success but he can’t do it alone, as there are other
factors such as company strategy, organization or market situations that are relevant and thus project
success will be influenced.
The quality of the process is directly related to the quality of the project. This quality can be measured by
analyzing the quality features. For comparison means, the following process quality features are selected:
Feature

Agile according to “AGILE”
•

Time to market

A potentially marketable product results after each sprint

•

Classic according to “Waterfall”
•

acceptance tests show the com-

Exploration sprints are exclu-

mercial viability of the product

ded
•
Reliability

•

The integration and following

Quality assurance referred to

Conscious focus on quality is

integration tests usually only

part of the sprint

takes place in late phases (acceptance phases) of the project

•

It is at all times possible to see
via release plan when which

•

ment without much effort in

function has been implemen-

Timeliness

request documentation

ted
•

Changes are part of the relea-

•

se planning

•

Changes are welcome

Changes endanger the project
deadline

•
Requirements stability

Changes are difficult to imple-

Started implementations must
be stopped

•

Changes endanger the schedule
(critical path)

•

No heavy reporting docu-

•

ments through Sprint Review
Project control
•

Daily SCRUM informs all team

the project status report
•

Staff motivation

Self-Organization

•

Autonomous

•

Even determining factor

•

Simple recurring artifacts in

Different information levels
among shareholders and pro-

members
•

Time-consuming preparation of

ject team
•

Tasks are distributed by the project manager

•

Long meetings

•

Project staff must attend mandatory meetings

AGILE Review  (meetings)
•

AGILE  is easy to learn

This sheet is the result of experience, interviews with project managers from the Classical as well as the Agile environment.

6

AGILE and everything runs smoothly ...
AGILE SCRUM and Waterfall - what do they mean?
AGILE SCRUM embodies the values of Agile software development:
•

People and their interactions are more important than processes and tools.

•

Working software is more important than full documentation.

•

Customer collaboration is more important than the original formulated requirements.

•

Change acceptance is more important than sticking to the plan.

Waterfall approach is a linear non-iterative model.
•

Each phase has predefined start and end points with clearly defined results.

•

Results are documented and adopted with milestones at each phase end.

•

The name “Waterfall” comes from the frequent graphical cascade representation of the five phases (requirements - design - implementation - verification - maintenance)

In Germany, Agile project management approaches are trendy in IT projects. However, not all companies
succeed in switching to this approach smoothly. Because the necessary framework conditions were not
created, one third of Agile projects do fail, (Nielsen + Partner Oct. 31, 2011). Agile procedures often
encountered Classical Project Management methods with rigid planning. Conflicts are thus predestined.

“SCRUM projects often fail because the internal or external client does not provide the necessary cooperation.”
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The key success factor for Agile projects is the integration of the company, from the support of top management to internal self-marketing. Further compelling prerequisites are permanent and intensive cooperation
of the client in the project, an extremely consistent project management, the assumption of responsibility
by all project staff as well as the ability to prioritize requirements over and over again. In general, a change
in thinking of all stakeholders is required. Classic patterns must be put away or at least set aside.
•

What does this mean in practice?

•

What do we have to do?

•

What do we have to consider when making investment decisions?

Away from static thinking

Towards dynamic thinking

One-dimensional

Multi-dimensional

• well-planned projects

• uncertain specifications

• complete information

• contradictory information

• stable framework conditions

• high dynamics

Project work

Pioneering

• projects with clearly defined and achievable goals

• specifications with a clear vision
• frequent uncertain solutions
• experiments with constant learning

Standardization

Integration

• comprehensive set of rules

• focus on few principles

• detailed processes

• conscious and integrative use of methods

• strict formalisms
Management

Leadership and management

• rigid hierarchies

• dynamic collaboration

• opaque processes

• transparent playing rules

• heroic individual fighters

• situational roles

Successively

Together

• functional experts

• stable, cross-functional teams

• status and announcement meetings

• collaboration

• temporary project work

• self-organization, organization and responsibility

Project managing
• powerful, rigid software

Social collaboration
• flexible platforms with a focus on communication and
fluid cooperation

• planning, controlling and reporting tools
Knowledge

Know-how

• competence building through training, conferences

• competence build-up through project experience and

and certifications

networking
• goal-oriented based partnership and situation-oriented qualifications
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It is about competence, transparency and credibility.

Success is both the breeding ground and the engine for further success.
You need permanent observance, assessment and continuous transparency to support decision-making. You
must always know where you are, always having your goal in mind. By doing this corrective measures may be
taken and/or assistance can be obtained early.
The goal is to develop comprehensive, company-wide project management with maximum flexibility. This
applies to all areas of an organization. As a result, projects are carried out in the same way in all departments planning, production or sales.

Social communication skills

Selection of
appropriate
instruments

Technical and
methodological
competences
Research

Discussing
relationships

Know-how
Modeling
Transfer
Intuition

Breaking
the mold

Apply

Understanding

Thoughtfulness

Thinking
Routine

Intuition

Practice

Personal competences

Autonomy

Activity and
action competences
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There are strategic challenges, such as selecting and deciding on a new production site, but also operational
challenges, such as the introduction of a process or when purchasing a new plant.
Combining hard and soft factors leads to success.

TOP 3: Project management goals
What are currently the most important driving factors to obtain new business applications?
(Multiple answers are possible in % of companies)

Productivity improvement

69.0%

Shortening/improving business processes

57.1%
50.0%

Process automation

42.9%

Cost savings compared to the previous solution
Shortening reaction time / improved customer
service

33.3%

Adherence to compliance requirements

33.3%

Technological innovation

26.2%

Through our experience we’ve learned that the following factors must be overcome:
(ranking)
1.

Communication difficulties

2.

Uncertain specifications

3.

Culture of no cooperation

4.

Unspoken (cold) conflicts; lack of trust (culture of mistrust)

5.

Power struggles

6.

Ineffective team meetings

7.

No team leader

8.

Domination of own interests

9.

Uncertain hierarchies (rights and obligations are unresolved)

10. Too little time (conflict with operating business)
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TOP 4: Requirements for future IT software systems
Working with projects was often primarily a matter for engineers.
Therefore, for a long time, network engineering was regarded as a synonym for project management.
Such a restricted view of project management is no longer sufficient for today’s challenges. Companies
are increasingly confronted with new trends, which significantly increase complexity in the business
environment. It is an ever-increasing number of influencing factors on companies and global networking.
Furthermore, these factors also have a high change dynamic.
This means that future software solutions must respond with flexibility to future challenges.

More complexity
The changeover of organizations from directional orientation to process orientation (change-management) significantly increases complexity. Communication becomes the highest priority by far.

“You have to talk easy, but think complicated! NOT the other way around.” (Quote by Franz Josef Strauss)

More pioneering work
An important condition of the classic project work was having “clear, measurable goals,” which is still a
key condition for success in many projects, but more and more projects must often venture into unsafe
and unknown terrain. In addition to good and correct project management, this also requires courage for
experimenting, inspiring visions and short learning loops.

A practical example
A company would like to introduce LEAN management. The goals are to be formulated SMART. All formulations refer to the existing system and experience. It quickly becomes clear that SMART targets must
be adapted gradually. In this case, results will differ significantly from previous experiences. The motto
“experience - understand - act” will change preceding signs dramatically.
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More integration
Managers were used to answer economic questions with clear rules, standards and models. This has
often led to mechanized management thinking.
In the future, however, we need a much more holistic and integrative understanding of how to cope with
complex problems. We must get out of the old, one-dimensional way of thinking; the one and only action
models.
It requires a situational use of methods, techniques and procedural models, which are oriented towards
object and context. Here, a Waterfall approach will be useful, while an Agile approach leads to success in
another situation. Not “either or”, but “both”.

More leadership
We need more of a forward-looking and precursory leadership and less of a monitoring, rigid management.
In a seafaring metaphor, we could say: More guidance on the bridge and less management in the engine room.
Leadership is understood as a situational, meaning-giving, orientation-giving and thus system-maintaining function. Leadership is more system-focused, thus facilitating a variety of team processes and providing a reliable framework for successful collaboration. We often experience that responsible managers
no longer have their office where the action takes place, but rather in the administration building far
away. Local problems are often only managed.

More linked
People have always had to cooperate to achieve their goals. In the future, however, more real, interdisciplinary collaboration will be necessary. Less “successive working” and more “working together” is
required to cope with new project tasks.
This requires a culture of teamwork and collaboration - from a self-confident “I” to a responsible “we”. In
doing so, group dynamics, differences and friction are actively used to get innovative solutions, instead of
harmonizing tensions artificially.

More networked thinking
In challenging projects good tools are needed to keep an overview as well as to coordinate and structure
work processes adequately. Conventional tools are often heavily based on numbers and facts and are
rather rigid. Modern “Social collaboration tools” rely on transparent communication processes, adaptability and consistent task orientation. Away from pure project planning and Gantt charts, to dynamic
planning and tracking of next tasks. Consequently, teams organize themselves in a dynamic way.

More knowledge
Most of the training and continuing education programs for (project) managers are still solely concentrated on conveying the supposedly correct and necessary knowledge. However, this will not be enough in
future.
We need platforms for active learning and experience exchanges, which will require a specific knowledge. Because, especially in complex projects, it is about real abilities and these can only be acquired by
consciously interacting with colleagues. That is why consulting, qualification and coaching must come
together in one go. This means to grant a good coordination and communication level.
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TOP 5: Using project management software
Dealing with the project management tool: successful, efficient and sustainable!

CLOUD
TECHNOLOGY

The share of project work in the total value added continues to grow rapidly. After all, increasingly
complex tasks must be implemented so that companies can continue to be successful in the market. Projects do frequently fail due to deficiencies in project management itself.
Nowadays management, and particularly project management, is changing. The traditional top-down
approach is overhauled.

Agile approach

Top-down
approach

Bottom-up
approach

Traditional approach

A few years ago, companies such as the “New York Times” as well as the auditing company “Ernst &
Young” switched from a top-down to bottom-up management approach.
Other companies, including some of the largest corporations in the world, such as Toyota and IBM, have
introduced bottom-up management approaches in some of their departments.
In management, the popularity of the bottom-up approach is growing. Nevertheless, the discussions over
both approaches are in full swing. Why are companies so worried about changing their management
style? Let us compare both management approaches:
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Projects managed on a top-down approach
Top-down means that all instructions come from above. Project goals are set by the top management.
Top managers provide all guidelines, information, plans, and financing processes. All expectations of the
project manager must be clear to every project participant.
With this approach, ambiguity is often the reason for failure. Managers must be as concrete as possible
when communicating their expectations. With this approach, it is very important to respect processes
formality.
New York Times case
Several years ago, the management felt that it had not created the necessary framework conditions for
the emergence of a dynamic work environment and a successful organization. As a consequence of centralized leadership of the company, senior editors felt completely controlled and had no room for personal commitment. All project decisions were only influenced by one person, namely the project manager.
What was the result?
Team members had the impression that they were not listened to and that their opinion did not count.
There was no effective collaboration between journalists. They were not motivated to do their job. The
senior managers became aware that they had to allow their staff more freedom and change their leadership style.
It took some time to introduce a bottom-up management, but it was clearly worth the effort. New York
Times staff confirmed that collaboration has become much more efficient and that team members are
now working together more productively.
Similar problems, caused by the top-down approach, can be observed in many organizations with a traditional leadership style. Experience shows that a top-down management often reduces productivity and
causes bottlenecks and lockdowns. In a lockdown situation, the project manager has complete control
over the team. Lockdowns can lead to unnecessary complaints and significant delays in project completion.

A lockdown can lead to a project stop!
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Projects managed with a bottom-up approach
The bottom-up approach encourages a committed team effort during project execution. Team members
are prompted to actively participate in every step of the management process. The decision about an
action is taken by the whole team.
With the bottom-up approach executives can transmit goals and values through, for example, milestone
planning. Team members are motivated to create independent personal to-do lists, with the necessary
steps to reach milestones. The choice of methods and ways to accomplish the tasks are left to the team.
The advantage of this approach is that it enables team members to think more creatively. They feel
involved in project development and know that their initiatives are appreciated. The motivation of team
members, to help and ensure that the project is a success, is doubled.
Individual team members have the opportunity to find project solutions that focus more on practical
requirements than on abstract ideas. The planning process is designed and simplified by several people,
which means that it can be executed much faster. The to-do lists of each team member are included in the
detailed general project plan. Timetables, budgets and results are transparent.
Despite all these advantages, the bottom-up style alone cannot ensure that your projects will succeed, as
they sometimes lack control. The best is to find a balance between the two opposing approaches and to
exploit the respective advantages of each.

Find your perfect management balance

A well-balanced approach leads to success!
If you have tried to implement recognized bottom-up procedures in your company, you have probably
found it difficult to use traditional project management software. Traditional project management software, such as Microsoft-Project, was designed primarily for a top-down approach and is not intended
for bottom-up management.
This software is tailored for the project manager and puts him in the middle of project communication. Team members often only have read-only access to the project plan and they are not able to make any contributions or changes. Employees send their updates to the project manager per e-mail or other means. The project manager then
collects all data and manually enters the information into the project plan and informs managers about eventual
changes. All of this results into a situation in which the talent of the project manager is often lost. The large amount
of control and synchronization work often leaves little time for the project manager to lead the project.
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Further proven methods for the successful implementation of bottom-up management have emerged
through transformations, which are currently taking place in this area.
This method includes Enterprise 2.0 technologies - wikis, blogs, social networks, collaboration software, etc. With the introduction of these working methods, companies must change how they carry out
projects. They transform traditional project management into Project management 2.0, creating new
forms of collaboration based on collective intelligence, in which each project member of the team is an
expert and works more independently.
Thanks to second-generation project management software experts’ knowledge is now successfully used
together in a networked environment. A project manager changes his role from task manager to project
leader. His role is to facilitate team communication, create a creative work environment and lead the
team. He becomes a visionary leader who is able to use the strengths of the team and adapt the project
handling to external changes.
Thanks to second-generation project management software, managers can combine the advantages of
the two management approaches. This software helps them to combine control and creative collaboration, clearly show project objectives, and provide a clear view of internal organizational processes.

Top-down
approach

Bottom-up
approach

Project management 2.0
• Control and cooperation
• Clear project objectives
• Transparent processes
• Coordinated collaboration
• Willingness to accept responsibility
• Intelligent solutions
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TOP 6: Solution approach / summary
The assessment of whether and to what extent project management has been implemented with suitable software is only indirectly measurable.
This can only be measured in specific tasks and objectives:
•

Within the provided time and cost framework

•

With the desired performance or the intended specification level

•

With the minimal or client-agreed changes of the project goals

•

Without affecting the company’s main workflow

•

Without changing the corporate culture

•

To the satisfaction of the customer or user

Essential basic pre-requisites are decisive for success:
1.

Commitment of top management to change

2.

High decision-making capacity of all company participants (make it happen)

3.

Competence to measure target acceptance

4.

Experienced team of consultants, trainers and coaches with clear task assignments

5.

Continuous measurement of success (dashboard or cockpit)

6.

Extensive experience in project management

7.

Balanced Top-down / Bottom-up Approach - With focus on workshops and not milestones

8.

Readiness of mind and opportunities; recognition skill, allow other paths

9.

Absolute desire for success

10. Method-driven and result-oriented
11. Good communication on all hierarchical levels
12. Balanced training concept (train the trainer)
13. Encourage delegate responsibility
14. Leadership of the project manager and sub-project managers
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