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Success and failure are two sides of the same coin when it comes to portfolio
program and project management. In this article, we will explore the dynamics
behind achieving success and avoiding failure in these endeavors. We will delve
into the best practices that can help organizations navigate the complexities of
managing portfolios, programs, and projects effectively.

Understanding Success and Failure

Success and failure are not absolute concepts. They are subjective and depend
on the goals and objectives of each portfolio, program, or project. What may be
considered a success in one context may be a failure in another. Therefore, it is
crucial to define clear criteria for success and failure right from the beginning.

Success is often associated with achieving the desired outcomes, such as
delivering a project on time, within budget, and meeting all the established
requirements. On the other hand, failure is characterized by not meeting these
expectations. It is essential to remember that failure does not necessarily mean a
complete loss. It can also be a learning opportunity for improvement.
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Best Practices for Success

1. Clear Goals and Objectives

Achieving success starts with setting clear goals and objectives for the portfolio,
program, or project. Without a solid foundation, it becomes challenging to
navigate in the right direction and make informed decisions. Clearly defining the
desired outcomes and aligning them with the organization's strategic objectives is
critical.

2. Effective Communication

Communication is the key to success in any endeavor, especially in portfolio
program and project management. It is essential to establish effective
communication channels and ensure that all stakeholders are well-informed
about the progress, challenges, and outcomes. Transparent and regular
communication fosters collaboration and trust.

3. Robust Planning and Execution

Planning is the backbone of successful portfolio, program, and project
management. It involves identifying tasks, allocating resources, establishing
timelines, and defining milestones. A well-planned project sets the stage for
smooth execution. However, planning alone is not enough. Execution is equally
important, and constant monitoring and adaptation are necessary.

4. Risk Management
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Risks are inevitable in any project. It is crucial to proactively identify, assess, and
manage risks to minimize their impact on the overall success. A risk management
plan should be in place to address potential threats and develop mitigation
strategies. Regular risk assessment and mitigation actions are essential
throughout the entire project lifecycle.

5. Stakeholder Engagement

Engaging stakeholders throughout the project lifecycle is crucial for success.
Stakeholders have a vested interest in the project's outcomes, and their input and
involvement can significantly impact its success or failure. Regular meetings,
feedback sessions, and involving stakeholders in decision-making processes
improve alignment and reduce resistance.

Averting Failure: Lessons Learned

1. Failure as an Opportunity

Failure should not be viewed solely as a negative outcome. Instead, it should be
embraced as an opportunity for growth and improvement. Analyzing the reasons
behind failure can lead to valuable insights, enabling organizations to make
informed decisions and avoid similar pitfalls in the future.

2. Early Identification and Action

Identifying signs of potential failure early on is critical to taking corrective actions
promptly. Ignoring or minimizing these signs can exacerbate the situation and
lead to more significant failures. Project managers must be proactive in
monitoring performance indicators and addressing issues before they escalate.

3. Learn from Past Mistakes



Organizations should establish a culture of learning from mistakes and sharing
lessons across projects. This enables continuous improvement and increases the
chances of success in future endeavors. Conducting post-project reviews and
implementing corrective measures can help organizations avoid repeating the
same mistakes.

4. Adaptability and Flexibility

Rigid adherence to initial plans and resistance to change can contribute to failure.
It is essential to be adaptable and flexible in the face of evolving requirements,
unexpected challenges, and external influences. Being open to feedback,
embracing change, and adapting plans accordingly increases the project's
resilience.

5. Collaborative Decision Making

Empowering teams to make collaborative decisions can significantly influence the
project's success. Encouraging diverse perspectives, fostering open dialogue,
and valuing collective wisdom improves problem-solving capabilities.
Collaborative decision-making increases stakeholder buy-in and reduces
resistance to change.

Managing portfolios, programs, and projects successfully requires a combination
of best practices and the ability to learn from failures. It is essential to define
success and failure criteria, establish clear goals, communicate effectively, plan
and execute robustly, manage risks, engage stakeholders, and learn from past
mistakes. By embracing failures as opportunities for growth and improvement,
organizations can navigate the dynamics of success and failure and achieve their
desired outcomes.
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Most project managers would agree that every project is unique. But not all
project managers would agree that the best way to manage a unique project is
unique. Many still cling to the old practice of having a methodology that is applied
to all projects. "One size fits all" is still in common use, and this approach has
proven to lead to project failure. Flexibility, situational intelligence, and creativity
are essential to deliver project success.

The need to recognize and master ever-changing requirements and
environmental conditions is a tough challenge for professional project managers.
The same practices that led to success yesterday may cause failure today.
Selecting favorable responses to a given situation is often the most critical factor
of the dynamics of success and failure. This book is designed to help project
professionals assess a situation, predict the appropriate approach, methodology
and achieving styles, and then apply them in a situational fashion.
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To guide project managers in selecting the appropriate responses, Situational
Project Management (SitPM) shows how to assess a given project, determine its
unique characteristics, and select the appropriate methods to complete the
project. With this book, projects managers can use SitPM to develop profiles of
their projects on the basis of the projects’ physical characteristics, the project
teams’ behavioral characteristics, the enterprise environment, and the market
environments receiving project deliverables. These profiles help project
managers to determine the appropriate project life cycle approach and leadership
style. The book also explores various ways to engage stakeholders on the basis
of a project’s SitPM profile.

The book’s author, Oliver F. Lehmann, has developed a set of templates to apply
SitPM in practice. It can be downloaded from
www.oliverlehmann.com/SitPM/Templates.zip.
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