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Abstract
This paper discusses information from at least ten peer-reviewed project management related
articles on project success and failure. The articles provide information on the challenges faced in
global projects. This paper will address the link between infrastructure, culture and project
outcome.
Regardless of the chosen methodology, there are many possible reasons for project failure, partial
success and total success, the articles have discussed different factors which could be a reason or
a partial reason for the outcome of a project.
Agile methodology is becoming increasingly popular and utilized on large and complex projects.
Large projects that lack clarity in some respects can adopt this methodology as it accommodates
the changing nature of the project objectives.
(Symonds, 2012) addressed the importance of effective financial management to keep costs within
budget on a large or complex project. The articles also draw attention to the fact that different types
of projects could have varying critical success factors, and these would need to be identified for
each specific project. The author of each article has a different focus in his or her research on why
projects may succeed or fail. (Walid, 1996) explains that there are critical success factors which
must be identified and achieved by the project team to attain project success. (Glass, 1999)
however, focused on the human contribution to project success or failure. His research addressed
the impact that the project manager has on the performance of the project team.
This paper evaluates the assertions made by previous researchers on the subject to establish the
relationship between infrastructure, culture and project outcome.
Keywords: Complex projects, critical success factors, project success, project failure,
outcome of any project, project team, project manager.
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Preface

This paper covers factors that lead to success or failure of global projects. The question rests on
the dormant factor of culture and how that affects the different phases of a project; from planning
to completion.
Global projects have continued to benefit from these improvements but still face cultural related
challenges that sometimes lead to project failure.
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Introduction
This research paper highlights the challenges faced by project teams, internal and external
stakeholders on complex global projects. The business environment is constantly evolving, and it
has become a challenge to meet the ever-changing needs of the customer. As competition continues
to increase, customers and consumers expect more from suppliers. This is sometimes reflected in
the pressure that Project Managers face when trying to deliver the best possible value to their
clients.
On a positive note, global projects have been made easier to manage with the advancement of
communication and technology. This means that despite the unchanging factors such as time
difference or language barrier, these challenges have been managed with the use of advanced
technology. Project Management has therefore, seen much improvement in recent years.

While there is continuous improvement in managing projects, there are some challenges for which
solutions are yet to be found. Global projects are usually of a complex nature and for this reason,
a similar project could be successful in one part of the world country and be unsuccessful in
another.
This research paper will be discussing possible reasons how differences in culture contribute to
successes and failures on similar projects. The paper will also discuss the leadership style of Project
Managers as this could be a contributing factor to the outcome of any project.
While the outcome of a project is important, the input of resources such as the level of expertise,
funding and time are just as important. Furthermore, the required resources could be determined
by the geographical location of the project as well as the existing culture, government rules and
regulations.
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Problem Statement and Justification
Global projects are on the rise and have been in the past few decades. As the world has
increasingly become a global market, consumers are no longer restricted to accepting services
provided by companies within proximity. With the use of the internet, individuals now have more
options when choosing service providers or the best products to suit their needs.
Culture is reflected in government infrastructure. The culture of a people, is seen in their way of
life and how business is conducted.
Consumer choice is one of the factors that drive complex and global projects. As the demands
continue to grow, project management has evolved, and methodologies are continually being
refined to improve efficiency in meeting customer demands.
Each project is unique. Despite project planning, executing and monitoring, significant differences
in project types could give rise to unexpected challenges. The Agile methodology by design, aims
to eliminate some of the challenges faced when using the traditional waterfall methodology. First,
a strong leadership is required regardless of the methodology used. For global projects, this could
mean understanding the people and the culture of the project location as effective leadership may
require challenging a long-standing work culture. Furthermore, all members of the project team
would need to be highly effective in contributing their knowledge and skills to ensure the success
of a project.
(Symonds, 2012) suggests that one of the challenges faced by the project team is the length of time
dedicated to long-term projects. Complex projects, if not broken down into phases, can become
daunting to the project team because the completion phase yields a sense of achievement and
motivation.
Complex projects, also known as high profile projects are likely to be completed without fulfilling
all the client’s expectations. Some of the reasons for this could be; constantly changing scope, poor
6
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risk analysis, inadequate tracking of project progress or differences in supplier and customers’
expectations mainly attributable to cultural differences. These challenges are occurring in different
industries. In some cases, the disappointing results are only realized at the end of the project. An
example of this is the London 2012 Olympics project. (Symonds, 2012) reveals that a budget of
over 9 billion pounds was exceeded as early as the first quarter of 2010. The Olympics was to take
place in the summer of 2012 exceeding the budget at such an early stage of the project was a reason
for project failure. With Agile methodology, while scope creep is expected on complex projects,
it is necessary to take into the consideration the financial waste that may be associated with
changing the requirements of a project when already in progress.
The problem of exceeding the budget by such a significant amount negatively affected the
government budget, tax payers, public and private companies. A similar project, if not being
sponsored through government funding could have been terminated and all expenses counted as a
loss resulting in project failure.
While these issues may exist in any type of projects, the Agile methodology could reduce the
chances of project failure due to an insufficient budget. This can be made possible by ensuring
timely communication amongst stakeholders and reviewing the costs spent at the end of each
sprint.
Some possible cause of this problem is an underestimation of unpredictable circumstances, lack of
experience in planning and executing a project of such magnitude and poor management of funds.
The project management culture, embraces the Agile methodology which is an interesting concept
that that allows the Project team, the client and all stakeholders to be actively involved during a
project. One major difference of the Agile methodology from a traditional waterfall project is that
the requirements are frequently reviewed and modified to meet the customer’s needs. This is of
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utmost importance because from a customers’ perspective, a project is successful if their needs are
met.
Ensuring that all customer requirements are met is not solely the responsibility of the project
manager. The client, as stakeholder has the responsibility of ensuring that requirements are clearly
communicated in a timely manner. Clients sometimes lack the experience in embarking on a
complex project. Therefore, the requirements may remain unclear to the project team and all
stakeholders involved. For this reason, changes in requirements are expected but should be
managed and be kept reasonable to avoid losing the focus of achieving the set goals of the project.
Businesses seek to maximize profits and one of the ways to achieve this is by reducing waste of
resources. If the above-mentioned problems remain unresolved, waste of financial resources will
continue to occur.
In addition, waste of human resources and time will also occur, and it may be difficult to place a
monetary value on these resources. Complex projects are likely to require the skills of highly
qualified individuals. Where the focus is lost in a complex project, the morale of the project team
is likely to be negatively affected and this could result in low output and poor performance of the
project team. Regardless of these issues, such highly skilled individuals will continue to get paid
at their contracted rate regardless of the project’s unlikely completion.
This research also considers possible factors responsible for project successes; identifying these
factors could bring about a solution to reducing the number of failed projects within various
industries.
Consideration is also given to the fact that the same key success factors could lead to a positive
outcome in one geographical location and have no effect in another.
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Furthermore, human resources are just as important as any other project resource required to
successfully complete a project. However, human resources need to be managed differently as
individuals could dedicate their skills to any project team of their choice or determine the level of
their performance while working as part of a project team.
This paper aims to emphasize the need for all stakeholders on a project to be consistent in
applying knowledge, processes and techniques that have proven to be successful.
The problem statement is that global projects continue to fail at an alarming rate with few
successes causing their organization to waste resources such as time and money (Symonds,
2012).
The rate of success versus failure in the global project space has led to varying stakeholder
definition of project success. The “iron triangle” has been identified as a tool for gaining a
standard perspective on the outcome of a project. (McLeon, Doolin, and MacDonell (2012)
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Literature Review

It is often said that the world has become a global market. One of the reasons why this
statement sounds accurate is because of the increasing collaboration of markets across the world.
The advancement in technology has played a huge role in making it possible for global projects to
be carried while being managed by individuals who live and work in different time zones.
While work culture has evolved to accommodate the changing demands of the markets, culture
has not evolved just as fast.
One possible reason for failure of global projects is the issue of culture. As global projects often
involve people from different parts of the world, project managers need to take into consideration
the significant impact the culture of a people has on their lifestyle, values and work culture.
Projects, by their very nature have a level of risk attached to them. To bring the risk to a minimal
level, risk assessments are carried out and identified risks are classified so that they can be
mitigated, avoided or eliminated.
Hillson, D. (2013). In the literature, “The A-B-C of risk culture”, Hillson explains the fact that the
existence of is evident at different levels of an organization. In addition, there could be more than
one culture within an organization.
The project team within an organization could have a different culture from the organization which
it stems from. Project teams are known for having a risk culture as every new project has a level
of risk attached to it. The reason for this is that such projects have not been done before and the
expected outcome is only a well informed and calculated guess.
Therefore, the dominant culture in project management is one which embraces change. It is
important to bear this in mind when carrying out a global project in a part of the world where the
people are risk averse.
10
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As explained in the literature, attitude, behavior and culture are linked and the reflected in a
person’s actions. The attitude is driven by perception and this influences behavior, decisions, and
communications. In turn, the attitude and behavior are seen in the culture of a people.

Global projects require the project team members to adapt to working with people from different
walks of life and various backgrounds. It is important that this factor is taken into consideration
when building the project team as it would help manage expectations.
According to Cohn (2011), “The best projects for agile are those with aggressive deadlines, a high
degree of complexity and uniqueness” (p. 1).
The focus of the project team should therefore not be on the methodology but on the actual project,
its unique nature, specific requirements and the best approach to achieving customer requirements.

Global Team Leadership
Successful project management requires more than just technical skills. Technical knowledge on
a subject matter is invaluable as this can help the project manager identify knowledge gaps in with
the project team members and guide them accordingly. However, excellent technical skills would
not be sufficient. The project manager needs to apply a balanced combination of technical
knowledge, leadership skills and emotional intelligence. Organizations are starting to place a
higher value on leadership as compared to managerial skills. A global project manager would be
in a position where leadership skills are required to bring out the best in the project team members
while managing the workload. This would require good people’s skills to place a demand on the
team members’ talents and abilities while keeping them motivated. Rabarison K., Ingram R.,
Holsinger J. (2013). In the literature, “Application of Situational Leadership to the National
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Voluntary Public Health Accreditation Process”, discuss the importance of having strong and
effective leadership for leading a public health agency as shown in the diagram below.

Situational Leadership Diagram

Rabarison et al. explain the fact that the concept of adjusting the style of leadership to suit the
circumstances to get the best productivity from the individuals on the team. Global project leaders
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would need to apply these same skills in understanding the culture of the people and how their
understanding of leadership.
Furthermore, situational leadership guides the leader to adapt to the needs of the team and that of
the project. It is not uncommon to have a team with people with varying levels of knowledge and
expertise. Some would therefore find it easier to work more independently than others. In relation
to global projects, cultures that display a high-power distance could have highly skilled team
members who may hesitant to work on their own initiative for fear of offending the project team
leader. Such issues need to be addressed from the onset, for global projects to run smoothly and
successfully, it is better to address issues of uncertainty rather than assume that all project team
members think alike in simple or complex matters. The framework below is an example of the
varying leadership styles that could be implemented by different global project leaders. Most
leadership styles are displayed according to the leaders’ personality.
In comparison to the situational leadership framework, the framework below shows what to expect
from each type of leader. However, for global projects, one way of overcoming the leadership
challenges that might arise as a result of cultural differences is for the project leader to understand
the people on his or her team and implement the best leadership style for the situation at hand.
This means that the global project team leader should be flexible enough to use different leadership
styles for the same individual as the need arises and in like manner, implement different leadership
style on the project team if there is a need to do so.
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Framework taken from: http://billzipponbusiness.com/wp-content/uploads/2013/07/LeadershipStyle-Strengths.jpg

Team leaders are faced with more than one type of challenge as they must deal with the technical
as well as the human relations aspects of their project. Adapting the style of leadership from one
global operating space to another. Management styles are tied in different cultures. The people
therefore are informed by the values, which is derived partly from their culture and this in turn, is
displayed in their work ethics. The team leader therefore, needs to understand the culture of the
people and combine technical and leadership skills to understand the makeup of the team and
how to work well individuals on the team as well as the team.
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An example of this is seen with ITSI-Biosciences, where the CEO works at the headquarters as
well as in other locations where there is an ongoing project. This can prove to be challenging as
it may take a while to adjust the mindset and leadership style from one global space to the other.
One of the factors that have led to success on global projects with ITSI-Biosciences is the
effective communication. The constant exchange of messages has enabled project team members
to get a better understanding of how their other team members work even though the team is
carrying out work in different time zones and across different parts of the world.

Communication
Global projects are more likely to have a more diverse project team. This also means that
miscommunication, misunderstanding and conflicts are more likely to occur in such a team. The
project manager therefore needs to, where possible, use all available forms of communication to
ensure that every team member is carried along in the communication process. The best form of
communication for the team needs to be established and utilized.
Global projects that are carried out across first and third world nations could face the challenge of
delay in delivering timely messages. Some third world countries struggle with poor to no internet
connection, power outages and delayed communication transmission. This in itself could have a
significant impact on projects that are time sensitive.
One common factor in global projects is the level of expertise of the project team members. The
common interest of the individuals involved brings them together but that is not sufficient to
achieve the project goals and objectives.
Global projects should therefore clearly define a leadership structure for managing the work and
the people involved.
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Lundy & Morin, (2013) discussed in the article, Project Leadership Influences Resistance to
Change, that all stakeholders look to the project leader/manager to bring the important factors
together throughout the course of the project. These factors include but are not limited to
communication, time, cost, and the team.
Lundy & Morin (2013), explain that the leadership skills of the project manager is essential to
project success. While this may be true in most cases, the makeup of the project team could also
have an impact on any project. Similarly, to putting teams together in a work setting, project team
leaders should consider the nature of the work to be done
Based on the information in the literature, the problem of project failure has not been solved for
more than one reason; Complex projects could be overwhelming to the project team if not broken
down into achievable sub-categories. These types of projects could lose definition of purpose and
the set goals would become unclear to the project team.
As suggested by Walid (1996), “Only a few studies in the project management literature
concentrate on the critical factors that affect project successes or failure” (p. 141-151). Agile
methodology helps in ensuring that management communicates the critical success factors and
provides support by constantly bringing these factors into focus. If these factors are not clear from
the start of a project, it becomes difficult to assess performance during the project.
In agreement with the above-mentioned authors, where goals are not clearly defined, the focus
becomes unclear to the project stakeholders. This in turn, leads to confusion, unnecessary conflict
and waste of available resources.
Davidoff’s (2005) study found the following:
In contrast with the primary goals of science, which are to discover and disseminate new
knowledge, the primary goal of improvement is to change performance. Unfortunately,
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scholarly accounts of the methods, experiences, and results of most medical quality
improvement work are not published, either in print or electronic form. (p. 2)
It can be argued that science has a goal of changing performance. As new reasons for project
failure and success are being discovered, individuals may need to adopt a new approach for
success and in so doing, avoid methods that have not led to successful completion of projects.
However, continuous improvement, which can be monitored by key performance indicators or
critical success factors will be more widely accepted and adopted for subsequent project if
written records of achieved improvements are published. While this paper discusses possible
reasons for project failure and success, the aim is to provide relevant information that will result
in more successful projects which adopt the Agile methodology. The idea of publishing records
and sharing knowledge gained could prove to be invaluable to project managers since any effort
to change individual or team performance could mean addressing the “the way things are done”
in a work environment.
Another challenge faced by stakeholders when implementing the Agile methodology is that the
project team may be used to their existing work culture. As mentioned above, agile methodology
is best suited for types which have never been done before and are required to be completed within
a tight deadline. Thus, the project team may be required to deviate from the “usual way” of
completing tasks so that they can explore new methods. This is related to the problem of human
resource management which is mentioned in this paper.
Furthermore, project managers need to be aware of the challenges that they may face at different
levels. Technical skills and expertise are invaluable for getting the job done. Technical skills and
expertise may be sufficient if all tasks on a project are required to be completed by robots. This is
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hardly ever the case. The human factor is just as important as the technical ability of any individual
or project team.
To achieve better results, the input on a project would need to change and this may be less
challenging to achieve if the project team members’ way of thinking can be positively influenced.
Project Success and failure can be viewed differently by the Project team and the client. One of
the challenges that project teams face is dealing with the changing requirements of the client. In
agreement with Paula Savolanien et al, one of the success criteria that the supplier should be
concerned about is customer satisfaction and this can be defined by short and long-term business
benefits.
While this could be a reasonable expectation from the client, it is important that both client and
supplier have the same understanding of what factors define the project as being successful.
Although this article considers software development project success and failure from the
supplier’s perspective, the principles the result in project success are not limited to any one type
of project.
In an article by Munns and Bjeirmi, the importance of project management techniques is
emphasized in relation to planning and control of time, cost and quality. In agreement with Munns
and Bjeirmi, time and cost are limited resources which should be managed efficiently. It is
important that the project team understands the value placed on the time allocated for the
completion of the project. The article goes on to distinguish between the project and project
management. Again, in agreement with this point, the project, which should have clearly stated
goals, should drive the project management. The goals of the project should help establish a focus
for the project team. In addition, the project should determine the level of planning and resource
gathering required to make the project successful.
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The literature however, fails to address the distinction between project management and
leadership styles. It remains a question whether the leadership and management style of a project
manager has a direct impact on his/her project team.
Organizations are different and may require varying methodologies for similar projects.
Therefore, the chosen methodology for a project should be based on the most likely possibility of
adding the most value to the customer. (PMBOK guide, 2013).
If this approach is followed, it is unlikely that a project would fail.
McLeod, Doolin, and MacDonell (2012) discussed in the article, A Perspective-Based
Understanding of Project Success, that emphasis is placed on the fact that project stakeholders
have varying perceptions of project success. The customer expectation of the outcome or
deliverable may be different from what has been communicated to the Business Analyst on the
Project team. To address this issue, the Agile methodology dedicates the task of obtaining
customer requirements to the Business Analyst.
McLeod et al., 2012 explain that several attempts have been made to define suitable criteria for
measuring project success. As mentioned above, key success factors could be helpful, but it is
worth mentioning that some of these factors could be subjective and difficult to measure. This
applies mostly to the qualitative factors such as level of customer satisfaction for a deliverable.
It is also worth mentioning that key success factors would vary significantly for each project and,
so it would be challenging to determine a set of key success factors that should be aimed for on
all projects.
While it is possible that different stakeholder perspectives influence the perceived outcome(s), it
is expedient that a fair measuring standard is used, and realistic expectations are upheld by all
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key stakeholders. For this reason, key performance indicators may need to be agreed upon and
established by project stakeholders before the start of the project.
McLeod et al., 2012 also refer to the “iron triangle” which refer to time, cost, and quality
(Atkinson, 1999; Cooke-Davies, 2002; de Wit, 1988; Ika, 2009; Jugdev & Muller, 2005; Jugdev
et al., 2001). Time can be quantified and there measured in the same terms by the customer and
the project team as well as any other stakeholders involved on the project. Likewise, cost can be
quantified and so all stakeholders are likely to have the same understanding of the measure of
cost. On the contrary, quality is subjective, and the stakeholders could have different
expectations on the quality of deliverables. Quality being a difficult to measure, highlights the
fact that a project may be perceived as a failure simply because the customer is not satisfied with
a deliverable even when the deliverable meets the customer’s specific requirements.
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Example of Objective and Subjective Key Performance Indicators:

Key Performance

Objective

Subjective

Indicators
Budget – Operating below

Yes

monthly budget
Cost of materials – Above or

Yes

below budgeted amount
Quality of materials

Yes

purchased –
Satisfactory/Unsatisfactory
First set of deliverables – On

Yes

schedule
Quality of deliverables – in

Yes

relation to customer
requirement being met
Skills and Expertise of the

Yes

project – appropriate for the
level of work required
Quality of deliverables – in

Yes

relation to customer
complaints
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In the article, “The Dimensions of Industrial New Product Success and Failure”, R. G. Cooper
expresses concern that not enough has been done to understand what makes a successful new
product. In addition to Cooper’s point, the end-product/deliverable could be a contributing factor
of a project’s success or failure. In other words, project stakeholders may perceive the project as
successful until the product/deliverable starts to prove to be of less value than expected. In cases
like this where there is little or no return on investment, the reason for project failure could be due
to the client’s poor research.
The literature goes on to emphasize the important of investigating success versus failure in
developing new products so that prescriptive guidelines can be established.
The literature clearly establishes the need to identify the potential causes for project failure and
this ties in with the assertion that there are so many reasons why a project could be perceived as a
failure. The reasons could be anything from; insufficient detail with the initial client requirement
to the chosen project management methodology.

Albert, Chan, Scott, Ada, & Chan (2004). In the literature, “Factors Affecting the Success of a
Construction Project”, draw readers’ attention to the fact that researchers have not been successful
in coming to an agreement on the variables that make a product successful. A product could be
perfect for one customer if their needs are met and the same product could be unappealing to
another customer. As customers have varying tastes and different needs, so do our project
customers who demand for projects to be carried out to meet their specific business needs for the
benefits of their customers and in turn, the financial needs of the business.
Another point to consider is the changing needs of customers and how quickly products become
obsolete. This is particularly true for the Information Technology Industry. The advancement of
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technology has resulted in many benefits such as speed of delivery and more accuracy for
deliverables however, a disadvantage for complex and long projects is that the deliverables could
become obsolete while the project is still in progress. This would be considered a failed project as,
depending on the phase of the project, there could be significant financial losses.
A key point emphasized in this article is that Critical Success Factors such as procedures and
project management actions are part of five major variables that could contribute to a successful
project.
As mentioned above, Key Performance Indicators could help all project stakeholders aim for the
same project outcome. These indicators are particularly beneficial for the project team to monitor
their progress. An additional benefit is that it serves as a form of motivation to the project team
when the team realizes that targets are being met. The Agile methodology is designed to complete
tasks in sprints which are two week-long. At the end of each sprint, the project team will be
motivated to start a new sprint with enthusiasm if the team members know that they were
successful in meeting their set target. Alternatively, failure to complete tasks at the end of each
sprint should challenge the project team members to increase their velocity so that they would be
more productive and avoid waste of resources such as time and cost.
Belout and Gauvreau explain in the article, “Factors Influencing Project Success: the impact of
human resource management”, point out that the “personal factor” was marginal for project
success. The literature attempts to evaluate this conclusion which was drawn in an empirical study
conducted by Pinto and Prescott (Journal of Management 14 (1988). (p.5)

In agreement with Belout and Gauvreau’s argument, the personal factor may be a contributing
factor but is not sufficient to determine the success or failure of a project. Like any other limited
23
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resource, human resources need to be well managed to obtain the best value for money. Therefore,
if highly skilled and self-motivated individuals are part of a project team that is poorly managed,
the poor management of the project team could be reflected in the outcome of the project.
The literature also addresses an important fact about the possible difference between the traditional
Human Resource Management and Human Resource Management in Project Management. While
the concepts may be the same, further consideration and assessments may be necessary for
different types of projects.
Projects are planned to achieve identified goals. Therefore, they are carried out to achieve
organizational goals. One challenge, and a possible reason for project failure is organizational
governance. While the project team may have a clear picture as to how the project goals can be
achieved, restrictions in the form of organization governance may pose some restraints on the
project team. (PMBOK guide, 2013)
The aim of project teams is to add value to customers by meeting their needs. A balance of effective
management of resources, flexibility on the part of all stakeholders and clear customer
requirements is needed for a successful project.
The inter-personal skills of the project-manager cannot be ignored as the project manager is faced
with tasks which involve negotiating with stakeholders, motivating and managing conflict of
project team members and constantly communicating with stakeholders.
Global projects require may require the use of global teams. There are certain factors that
contribute to the success of a global team. One of them is communication as mentioned earlier.
Cross cultural collaboration is necessary for the success of the team.
In one of the case studies; ITSI-Biosciences, the work requires scientists from the United States of
America to collaborate with Scientists in Lagos, Nigeria. This means that there has to an
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established set of rules on work expectations and work culture. As mentioned earlier, work culture
is driven by the culture of a people. With more than one culture coming together, there is a
possibility that there will be conflict at work between and among individuals.

Global Communication and Trust
Communication can be challenging even in a small setting such as between two people. With
Global communication for projects, it may be necessary to adopt all available forms of
communication.
Global Projects could involve a small or large audience. The important factor is that the message
being communicated is clearly understood. It may be necessary to use all possible forms of
communication when managing global projects. One of the reasons for this is that the information
could be sensitive therefore, the delivery would need to be controlled. A lack of control in
transferring sensitive information could lead to resistance from the receivers. This could be the
case if the message was misunderstood. For this reason, the medium of communication is just as
important as the message being conveyed. For example, ITSI-Biosciences, recently had a change
in structure. The change resulted in an additional level of management. In this situation,
communication of any change in employee duties had to be communicated by the Senior
Management to avoid undue resistance and conflict.
Frequency of communication in global projects is of utmost importance as the project team
members could be situated in different parts of the world. When a message is communicated, it is
important to obtain feedback as the feedback obtained would indicate if the intended message was
clearly understood.
Large companies such as Glaxo Smith Kline have established communication channels
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In addition, they take advantage of technology and use social media by creating a Facebook or a
twitter account as a medium to control the message that is transferred to current and potential
customers.
Appendix 1 is an extract that shows an established communication policy for GlaxoSmithKline.
The communication policy clearly communicates how information should be transferred in
different situations. This is easily overlooked in small companies such as ITSI-Biosciences and
sometimes sensitive information can be transferred through multiple channels if there is no defined
communication channel. If this were the case with a large corporation, the company could easily
be exposed to litigation for mishandling sensitive or confidential information. For this reason,
global projects need to be managed in such a way that there is an established communication
policy.
Secondly, it is important that the team members understand the importance of having a
communication policy and adhere to it.

ITSI-Biosciences, a small company conducts weekly management meetings on Monday mornings.
This provides the platform for employees to discuss ongoing projects as well as any other relevant
matter. Having face-face meetings have proven to be beneficial as issues are dealt with
immediately and pending questions are answered. However, employees who are located in
different parts of the world call in to participate in the weekly meetings and some of the challenges
that the team experiences include interruption of radio frequency. As simple as it may seem, this
can prove to be an unpleasant experience especially when urgent matters are being discussed. The
conversation may need to be continued outside of the scheduled meeting hours and this consumes
more time and delays delivery of results to customers.
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Communication therefore, can prove to be determining factor of the outcome of a project. It needs
to be well managed at each phase of the project and information needs to be transferred through
the right medium.
While a small company such as ITSI-Biosciences may have fewer challenges with communication,
research for this thesis has revealed that similar communication strategy needs to be applied for
both small and large companies to achieve effective communication which contributes to
successful completion of projects.
As shown above, GSK has a written-out communication policy which its employees can refer to.
While this serves as a guide, it can also be used a reference and a basis for disciplinary action. This
would make the work of the project manager somewhat easier when communicating the
importance of adhering to the communication policy. Unfortunately, individuals are likely to
respond better when they do not want to deal with the unpleasant consequences.
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Methodology
The methodology for this thesis is a case study. Research has been carried out on the three
companies listed below:
-

GlaxoSmithKline, also doing business as GSK

-

Johnson and Johnson

-

Integrated Technologies and Services International, also doing business as ITSIBiosciences LLC

These companies were chosen based on their practical experience of successes and failures in
their global projects. Their brands are known worldwide and in spite of some failed projects, the
companies continue to maintain a significant market share. This shows that they must be doing
something right.
A comparison of my findings on these three companies will be used to draw up a conclusion as
well as suggest a recommendation for the future.
As part of the methodology mentioned above, comparison has been made amongst the three
companies to understand their source of funding, their core function, the markets that they serve
and how they manage global projects.
Furthermore, factors that have contributed to their successes on global projects have also been
assessed. This will be discussed further in the “findings” section of this paper.
Some factors that have contributed to the failure of global projects for these companies have also
been identified.Both positive and negative factors will be discussed in further detail in the
“findings” section.
In addition, practical experience gained while working with ITSI-Biosciences has been factored
in to assess factors for outcome on global projects.

28

Global Projects
Further literature review on critical success factors and the project management culture will be
carried out to ascertain if there is a close comparison in the global project outcomes achieved by
the three companies.

Findings
GSK is a British pharmaceutical company which has its headquarters in Brentford, London. It was
established in 2000 due to a merger between Glaxo Wellcome and SmithKline Beecham. GSK
operates on a global platform and in 2015, was the world’s sixth largest pharmaceutical company.
The current CEO is Emma Walmsley and the at the end of 2016, the company had 99,300
employees.
Johnson and Johnson is an American Pharmaceutical company which was founded in 1886. The
company is also involved in manufacturing of medical devices and consumer packaged goods.
Johnson and Johnson is known as the world’s largest biotech company. It is currently led by Alex
Gorsky who has been the CEO since April 2012. At the end of 2017, the company had 134,000
employees.
While all three companies have manufacturing as part of their core function, the products vary.
ITSI-Biosciences, although in the Biotech industry, specializes in research. Part of the company’s
strengths is that it makes its own products for proteomics. These products are also demanded by
customers from within and outside the country for research carried out in their laboratories.
Johnson and Johnson manufactures products that are recognized and used worldwide. Similarly,
GSK is a long-established company and its products are used worldwide. The results and findings
below discuss success and failure factors.
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Critical Success Factors
These success factors apply to all three companies researched on for this thesis. Customer
satisfaction – This is key as GSK, Johnson and Johnson and ITSI-Biosciences all have
manufacturing as part of their core function. For their global projects to continue to succeed,
changing customer needs must be met.
Another critical success factor which Johnson and Johnson implements is empowerment of its
people. By operating a decentralized structure, the company has been able to meet its employees’
different needs and interests. ITSI-Biosciences does not have a problem doing the same but some
large corporations struggle with adjusting the company culture to suit the global projects at hand.
This also means the ability to rely on available resources in a geographical location especially if
such resource is needed urgently. Being able to have a pool of local resources not only reduces
costs but improves effective communication and flexibility with global projects.
GSK like the other two companies mentioned above must compete to retain their customers.
Customer satisfaction also ranks top of their list as acritical success factor.
ITSI-Biosciences has identified some of its critical success factors as; customer retention,
customer satisfaction, research and development and innovation.
Global projects may have varying critical success factors as each project has a unique set of
goals to accomplish. Therefore, there is a need to ascertain how critical success factors are.
Projects would not be carried out if there were no needs to be met. It is therefore fair to say that
customer satisfaction is a critical success factor that can be applied to any project, and this
includes global projects. Critical success factors, if closely linked with the project goals and
strategy are more likely to be relevant to the project. During the planning stage of the project, the
initial factors which were identified may need to be reassessed to ensure project success.

30

Global Projects

Critical Success Factors
Company
Customer

GlaxoSmithKline
X

Johnson and Johnson
X

ITSI-Biosciences
X

Satisfaction
Customer Retention

Triple Bottom Line

X

X

X

Innovation

X
X

Profitability

X

X

X

Retention of

X

X

X

X

X

X

Operating License
Maintaining
Quality Standards
Maintaining Ethical

X

Standards

Increasing Market

X

Share
Retaining Key Staff
Communication

X
X

X

X
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Project Risk Management
This is an area that is dealt with in the planning stage of the project. Project management operates
a risk culture. Part of this is because projects are inherently risky. Planning and risk assessments
are done based on past knowledge, but the future is unpredictable.
ITSI-Biosciences is currently working on a two-year global project. Extensive planning was done
to see that project can be completed within budget and within the estimated completion time.
Despite all the planning and controlling, there have been changes that has led to a shift in the
project completion timeline. This has led to ongoing planning with every new change. For
example, new project team members have joined since the project began, new companies have
won contracts to carry out different aspects of the project and the budget has been adjusted to meet
changing needs. With each new change, further planning has been done to manage and control the
scope, time and available funds.

Global projects carried out by any of these three companies are by their very nature, high risk
projects, but the cost implication of a failed project varies widely the three above mentioned
companies because the monetary value of their projects vary widely.
One common factor however, which these three companies try to avoid is non-profitability and a
negative reputation. Johnson and Johnson have recently had to deal with payment of fines and
penalties. The companies survived the setback and are still in operation. Smaller companies could
have been out of business if charged with crimes of similar nature. (Appendices 2 and 3).
Global projects therefore, need to have continuous risk assessment which can be reviewed on a
regular basis to ensure that any new changes have been taken into consideration.
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Project Integration Management
Language barrier is still a challenge is some parts of the world. One positive factor that could
contribute global project success is the use of all communication mediums available. This means
sending the same message more than once to ensure that all receivers get and understand the
intended message. An example with ITSI-Biosciences is that during the weekly management
meetings, all team members give feedback on their work. Occasionally, there are connectivity
issues or interference which makes it difficult to understand what team members in a different
location are trying to communicate. This problem is dealt with by ensuring that meeting minutes
are sent out to the team shortly after each meeting. This gives the opportunity to clear up any
misunderstandings and miscommunication. Appendix 4 shows GSK’ efforts on integration.
An even bigger problem that hinders team cohesiveness is ethnocentrism. It is not uncommon for
global project leaders to stem from developed parts of the world as such project leaders would
most likely, have had the privilege and opportunity to receive a high level of training as well as
the required practical experience. Unfortunately, highly trained professionals are not always
privileged to have been exposed to other cultures. In a case where such an individual becomes a
global project leader, it is important that such a person is not ethnocentric. This is a problem that
occurs even without the guilty party being aware of their actions. This factor can lead to poor
integration management and disrupt team cohesiveness. One way to overcome this challenge is by
creating an awareness in the beauty of diversity. This can be achieved through organizing team
building events where global project teams can meet either virtually or physically in a relaxed
atmosphere. If project team members can appreciate each other’s differences, it is likely that they
will also appreciate each other’s strengths and contribution to the team.
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Project Scope Management
Global projects are mostly complex thus, the client requirement for each phase becomes clearer as
the work progresses. This is mostly common with Agile projects. As such, global projects are
expected to have a changing scope as it may be impossible to understand the details of the customer
requirement before the commences. If not well managed, this could be a factor that leads to project
failure. A small change in scope can most likely, be managed to fit into the project plan, time and
budget. However, a continuous change in scope could redefine the entire project, the goals and
deliverables. It may be necessary to have a planning committee that would define the acceptable
level of change to remain within the project scope for achieving set goals and objectives.
Alternatively, complex projects can be broken into phases or smaller projects which would be
more manageable than one big complex project with a n ever changing scope.
To accomplish this, the project manager would need to get the support of the senior executives on
the project to control the changing demands of a client. This may require regular reporting on
project progress. The presented reports can be compared to the expected outcome and the variances
analyzed to manage any deviation from the initial project plan.
Another way to manage this negative factor of an ever-changing scope is to establish a process for
change request. This means that the change request would need to be reviewed and approved by
senior executives on the project.
It would also be helpful to communicate the financial impact of change of scope, in terms of overall
budget and project completion time. This would help clients carefully consider the need for change
and hopefully spend more time in the planning phase of the project to define and communicate
their requirements and desired project outcome.
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Project Time Management
Global projects usually operate over different time zones. This can be a challenge for the project
team. It is important to take into consideration the time zone of each team member when setting
deadlines and organizing meetings. At ITSI-Biosciences, team meetings are set to accommodate
team members’ office hours so that no individual has to work through unsocial hours in their time
zone.
Another factor which should be taken into consideration for global projects is that the different
part of the world would observe specific holidays which could be unique to just that part of the
world. This could affect the work progress for a team member and as a result cause delays for the
rest of the team. Important deadlines which rely on team members’ work being completed should
therefore be set with any such difference in work pattern in mind and a plan established on how to
accommodate those differences.
Closely linked to project time management is the project budget. Regarding human resources,
some project team members could be paid per hour while others could be paid per day or agreed
in their contract. Regardless of the frequency of payment made to project team members, poor
time management could lead to extended periods of time being spent on the project, in some cases,
this could be due to changes in customer requirements. Workers would need to be paid for their
time. This can quickly result in escalating costs which could negatively impact the profitability of
the project. To overcome this, budget slack should be applied to allow for unplanned expenses and
extra time for project completion needs to be factored into the estimated completion date and
potential delays need to be anticipated and addressed immediately they arise.
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Project Quality Management
Quality management is a possible factor for global project failure. GSK and Johnson and Johnson
manufacture and retail on a large scale. Failure in quality management could result in a significant
loss of income for the company.
Global projects require a good level of monitoring in quality standards. This is easier in countries
where the government closely monitors the operating standards in the different industries. Sadly,
not all countries put this into practice. Quality management can therefore be compromised in some
countries and this could lead to project failure.
Depending on the industry in which a company operates, licenses may be required. In such a case,
these licenses may need to be renewed. Adherence to these requirements can contribute in the
success of global projects. As with ITSI-Biosciences, it may be necessary to collaborate with local
companies in a geographical location to ensure that the government requirement for operations is
met.
Failure of global projects could also be due to poor ethical standards by the project team.
Continuous emphasis on the ethical standards is being made as companies are mostly focused on
profitability without considering the detrimental consequences of their actions. While maintain
good ethical standards is not a requirement, it is best practice and the general public has become
more aware of the dangers posed to the public by some companies. This does not largely apply to
ITSI-Biosciences but does apply to GSK and Johnson and Johnson. These large corporation
produce on a large scale and have to deal with issues such as getting rid of waste that could be
harmful to the public. Failure to handle this in a responsible manner could lead to further litigation
which could in fines or operating license being revoked.
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Project Human Resource Management
One of the subtle factors that still pose a threat to the success of global projects is the fact that
some cultures, today are male dominant. A project manager who happens to be female may have
to deal with a high level of resistance if the project team is mostly made up of men. This challenge
is closely linked with the challenges resulting from cultural differences. As mentioned earlier,
people’s values are shaped by their culture. Issues such as this need to be addressed with open
communication to avoid conflicts in the project team.
One of the ways to overcome this challenge is to consider having a gender balanced team. While
it may seem like a minor factor, failure to pay attention to this could expose the team to
unnecessary conflicts.
It is also important that during the team selection process, skills that should be sought after should
include culture awareness and adaptability. Relational skills are also very important for roles on
global project teams. If the project manager has a high level of emotional intelligence, this would
be more beneficial for the team than just technical skills. This is particularly important as it may a
frequent requirement to adapt leadership style accordingly if the project manager has to travel from
one location to another.
Human resources can structure the team to have a balance of personalities. The selection process
can ensure that the people are placed in the right positions for their personality and unique set of
skills, this would help individuals fit in well with the team and perform at the best of their ability.
Another important factor is that dealing with a team of highly intelligent and skilled individuals
can be challenging for any team leader. This is not unusual for global project teams as they are
usually made of smart people. Therefore, the risk is that people are likely to leave if they become
disgruntled and this could happen at any time during the project.
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Conclusion
In conclusion, the literature review, research and case study for this thesis have revealed many
positive factors that lead to successful completion of global projects. Likewise, various factors that
lead to global project failure have been identified. The absence of just one positive factor could
lead to failure as the outcome of a global project and this could be dependent on any of the issues
already discussed in this thesis. Effective communication, which cannot be over emphasized is one
of the factors that could contribute to a successful project, but this could have an even more
significant impact within a virtual project team as effective communication at every phase of a
project can avert misunderstandings and expose possible factors that could lead to failure if not
addressed in a timely manner.
This research has also shown that there is increased collaboration and synergy in different
industries in relation to global projects. Project team members are not always required to be
physically present at the project site, yet project teams can work collaboratively through
communication tools. An ongoing challenge is the varying standards, such as ethical and quality
standards from one geographical location to another as seen in the case of Johnson and Johnson
bribery case which was settled with $70 million in fines. (Appendix 2). For reasons such as this,
and for managing the expectation gap of customers, in comparison to actual project outcome, there
is a need for standardization of rules and regulations for carrying out global projects.
Finally, there is ongoing research on questions that remain unanswered. It is still unclear the level
of impact a project manager’s leadership style has on a project team. Also, the critical success
factors identified for a specific project and how critical those factors are would vary from one
geographical location to another. Thirdly, it remains unclear whether success measurement factors
are indeed universal.

38

Global Projects
Recommendation
For future studies, non-technical factors could be focused on to shed more light on the level of
impact that they have in a global project outcome. Cultural difference is one of these factors and
has been discussed in this paper.
It would be recommended that project managers leading a global team should gain some
understanding into the values and attitude of the people that they would work with. Whether or not
this is discussed or understood, it continues to have an impact on the project team and this is
sometimes seen in lack of team cohesiveness.
Also, a recommendation would be to gain an understanding of the varying work ethics of global
team members. As mentioned earlier, people’s values are informed by their culture and this is
displayed in their work ethics and the way in which they conduct business.
In addition, a people’s culture informs them on their understanding of leadership and how they
respond to leadership. The most suitable leadership style of leadership on each global project may
need to be reviewed and adjusted frequently.
Most important is the client’s understanding of success as it relates to the project at hand. It is
recommended that this is established in the beginning, at the planning phase of the project.
However, this would need to be reviewed at different phases of the project as any changes in scope
would need to be taken into consideration when defining success.
Finally, documentation of all identified reasons for failure, on past projects is recommended as
eventually, such records could be of great help for planning new global projects and avoiding
pitfalls. No reason for failure should be deemed insignificant as it could be significant by reason
nature, cumulative number of times of occurrence or by substance.
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