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1. Introduction  
Project success has remained a controversial issue among the project management practitioners and even scholars. Dimitrios (2009) 
observed that one of the vaguest concepts of project management is project success. While everyone agrees that project success is 
important, there is no consensus on what project success really is. Various project stakeholders, scholars and even project management 
practitioners will give different views on project success for the same project. Cleland & Ireland, (2004), noted that since each 
individual or group of people who are involved in a project have different needs and expectations, it is very unsurprising that they 
interpret project success in their own way of understanding. Lim & Mohamed, (1999), said that for those involved with a project, 
project success is normally thought of as the achievement of some pre-determined project goals, while the general public has different 
views, commonly based on user satisfaction.  
Thomsett (2002), gave a classic example of different perspective of successful project in the Sydney Opera House project, which went 
16 times over budget and took 4 times more to finish than originally planned. But the final impact that the Opera House created was so 
big that no one remembers the original missed goals. The project was a big success for the people and at the same time a big failure 
from the project management perspective. On the other hand, the Millennium Dome in London was a project on time and on budget 
but in the eyes of the British people was considered a failure because it didn’t deliver the awe and glamour that it was supposed to 
generate (Cammack, 2005). The varied views have often led to confusion and doubts as to whether project success has been achieved 
or not. The paper looks at the views advanced by various people on project success and suggests a new way where the views of 
various stakeholders are included. The popular views on project success are explored in the following section.  
 
2.1. The Success of Project Management Process Viewed as Project Success 
This is the most popular approach to project success and is often referred to as the traditional approach or the triple constraints 
approach. Under this approach Project success depends on the project management process and in particular on the successful 
accomplishment of the project with regards to cost, time and quality. The Project Management Institute (PMI) guide gives project 
success criteria to include the project triple constraint (time, cost, scope) and quality. The relationship among the parameters is such 
that if any one of the three (triple constraint) changes, at least one other parameter is likely to be affected. The interrelationship 
between the three dimensions affects the quality or success of the project. The three dimensions of time, budget and specifications are 
commonly referred to as the traditional view or the iron triangle (Atkinson, 1999) as presented in figure 1; 
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Figure 1: Iron Triangle (Atkinson, 1999)  

 
Pinkerton (2003), observed that the three dimensions indicate the degree of the efficiency of project execution and thus their 
attainment can be equated to project success. The triple constraint approach features in many definitions of project success (Blaney 
1989; Duncan 1987; Globerson & Zwikael 2002; Redmill 1997; Thomsett 2003).  
Several criticisms have been advanced towards the traditional approach to project success.  The major criticism is that this view is 
constructed from the point of view of the contractor and therefore needs additional criteria to take consideration of other 
stakeholders(Wateridge, 1998). Secondly, as noted by De barker, Boonstra and Wortmann, 2010, the criteria used is created at the 
definition phase of the project, a time when most requirements are unstable and therefore not really suitable for judging the success of 
the project. Further, the traditional view is derived from engineering disciplines where projects can be defined with specificity. This 
may not necessarily be the case for projects in other fields. Culler (2010), points out that the view does not provide guidance to the 
project manager or other stakeholders on how to trade off the components of the iron triangle. While acknowledging that project 
success is dependent on how the triple constraints are balanced, the triangle does not provide a formula of how to do the balancing. 
Finally, the traditional view ignores the fact that the project does not exist in isolation. Cueller (2010), points out that Project success 
is bigger than simply delivering a well engineered artifact that meets the stakeholder’sspecifications; it must also include how the 
organization will use the artifact to perform its work. 
 
2.2. Product Success Viewed as Project Success  
The other popular view on project success is based on the success of the final product. Many scholars are of the view that any project 
is only good if it is functional (Anastasios, 2007). In addition, the functionality should have a positive contribution to the organization. 
Anastasios (2007), noted that a project is a success if its created product adds value to the client, considering the cost to the client at 
the point of acceptance. Project product success focuses on the effects of the project’s end product. It is about the satisfaction of users 
as well as meeting the organizational objectives. Writing on Information technology(IT) projects, Cuellar (2010), says that an IT 
project should be considered to be successful when it results in an IT enabled work system that delivers financial benefits which are in 
excess of the proper threshold on an Return on Investment  and/or opportunities cost basis.  The customers will be satisfied if the 
project output serves their needs by meeting technical specifications as well as functional requirements in line with their expectations. 
Organizational objectives are the underlying aims for an organization to start a given project which may include profitability, revenue, 
market share, reputation, competitive advantage, customer satisfaction etc. Various authors (Baccarini 1999; Booch 1996; Pinkerton 
2003; Thomsett 2003) acknowledge that incorporating a product success component into the definition of project success is essential. 
Anastasios (2007) agrees with this view and adds that the most important criterion linked directly with project success is user’s 
satisfaction. 
The main criticism against this view is that is does not give consideration to the process of arriving at the product. The view that that 
so long as the project deliverables are satisfying the project is then successful fails to address pertinent issues in the process of 
undertaking the project. Issues to do with environmental sustainability, human rights, morality and ethics have evolved to be important 
components that cannot be wished away in the determination of project success.  
 
2.3. Project Success as a Combination of Process and Product Success 
The view that project success requires both product and process success has been advanced by several people. Duncan (2004) says 
that, despite the lack of consensus on what project success really is, the majority agrees that Project success requires a combination of 
product success (service, result, or outcome) and project management success”. This is in line with the views of Baccarini (1999) 
thatproject success consists of two separate components, namely project management success and project product success.  
Despite the distinction, between project management success and project product success, the successful outcomes of both of them are 
inseparably linked as observed by Pinkerton (2003), ‘If the venture is not a success, neither is the project’. The two perspectives of 
project success are presented by Duggal (2010), in what he called a ‘diamond of opportunity’.The diamond combines the tactical 
focus of project outputs on one side with strategic outlook of organisation outcomes on the other. Also included is the effective use of 
and compliance with governance processes and quality of delivery as shown in figure 2;  
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Figure 2: The Diamond of Opportunity(Adopted from Duggal 2010) 

 
While this view presents a middle ground between the product and the process approaches it   does not provide for the stakeholders 
involvement in determining the parameters of project success.  Like the traditional method, it is not clear how the various 
stakeholders’ views on project success should be integrated in the determination of project success.  
 
2.4. Summary of Literature 
The literature above clearly shows that there is no agreed view on what project success is. As noted by Anastasios (2007), it is evident 
that project success means different thing to different people. Some see it as a consequence of successful project management process 
as expressed through the triple constraint. Others attribute project success to the success of the project final product in terms of 
functionality as well as meeting other organisational objectives. A middle ground is presented by the third view that tries to express 
project success as a bred between project process and product success. While each of the three views has some merit, they also have 
some weaknesses as expressed though the criticism. A stakeholder’s matrix method is proposed as an alternative approach to project 
success. 
 
3.1. Project Success; the Stakeholders Matrix Approach 
The challenge of determining project success is largely brought about by the multiplicity of interests as presented by the project 
stakeholder’s diversity. Quoting Anton de Wit (1988), Anastasios (2007), noted that when measuring project success, one must 
consider the objectives of all stakeholders throughout the project life cycle and at all levels in the management hierarchy. It is thus 
paramount to develop a model that not only incorporates the project stakeholders but also one that recognizes the relative significance 
of each stakeholder in the success of the project. The proposed stakeholder’s matrix approach is designed on this premise.  
Anton de Wit (1988), recognized the importance of stakeholders input in determination of project success. Through a project success 
frame work, he proposed a success criterion based on project objectives which are derived from stakeholder’s interest. He recognized 
that stakeholder’s interests are varied and acknowledged that it appears unlikely that any project can be a complete success for all 
stakeholders during the entire life of the project. Despite recognizing the need to have stakeholders input in determination of project 
success, Anton de Wit, frame work does not show how the stakeholders shall be involved. The proposed stakeholder’s matrix 
approach tries to provide for this gap. 
The stakeholder’s matrix approach starts by identification of the project stakeholders and their respective power and interests in the 
project in line with good project management practice at the project design phase. A stakeholder’s power interest tool as given by 
Mendelow 1991 in a desirable tool to analyse the project stakeholders. The relative significance of each stakeholder to the success of 
the project should be determined at this stage. In a consultative manner weights should be assigned to the various stakeholders to 
reflect the importance of their contribution to the success of the project. A distribution of 40%, 30%, 20% and 10 % respectively may 
be considered desirable as shown in figure 3; 
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Figure 3: Stakeholder’s power interest matrix(adapted from Mendelow 1991) 

 
The weights should be further distributed among the various stakeholders in each class. Relevant indicators for monitoring the 
progress of the project should be established in line with the stakeholder’s power-interest matrix. The indicators will provide a basis 
for data collection during and after project implementation for the determination of project success. Relevant data should be collected 
to facilitate the computation of a project success index. The computed index should be benchmarked with a predetermined threshold to 

http://www.theijbm.com


The International Journal Of Business & Management   (ISSN 2321–8916)   www.theijbm.com 
 

4                                                                   Vol 5  Issue 9                                               September, 2017 
 

 

establish the possible variances which may inform necessary action during project implementation. Upon project closure, the index 
will serve as indicator of the level of project success.   
The stakeholder’s matrix method has the advantage of incorporating the views of project stakeholders as well as their relative 
significance in the determination of project success. This is not only in line with good project management practice but also promotes 
project ownership an important component for the success of any project. Secondly, the wide consultations provided for in this 
approach create a room for various stakeholders to contribute to the success of the project. This unlocks the stakeholder’s potential for 
the benefit of the project.  The process of analyzing the stakeholders through the power/interest matrix helps to understand the 
relevance of each in the project and thus accord each one of them their due recognition in the determination of project success. This 
ensures that the stakeholders are well managed to the benefit of the project.  
While the stakeholder’s matrix approach is proposed as a better method of determining project success, it is important to note that the 
allocation of weights to the various stakeholders may prove a challenge. One has to rely on his own intuition in a delicate balancing 
act to craft an acceptable way of assigning the weights. Another challenge may be how to get a desirablesuccess index for bench 
marking. Again, the intuition of the project promoters may have to come into play.  
Despite the above noted possible challenges, the stakeholder’s matrix approach provides a new way of rethinking how we determine 
project success. The strength of this approach lies in the diversity of stakeholders included in the process of determining the success of 
any project. As stated by Lewis (2001), the only truly successful project is the one that delivers what it is supposed to, gets results, and 
meets stakeholder expectations” (Lewis 2001). 

 
4. References 

i. Anastasios, K. (2007), The Criteria of Project Success. A Thesis Report Presented for Master of Science Of Project 
Management. City University of Seattle - Technological Education Institute (T.E.I.) of Piraeus. Hellenic Ministry of National 
Education & Religion Affairs; Government Gazette (FEK) B/924/5-7-2005. 

ii. Atkinson, (1999), Project management: cost, time and quality, two best guesses and a phenomenon, it’s time to accept other 
success criteria, International Journal of Project Management Vol. 17, No. 6, pp 337-342,  

iii. Baccarini, D (1999), 'The Logical Framework Method for Defining Project Success', Project  
iv. Blaney, J (1989), 'Managing software development projects', paper presented to Project Management Seminar/Symposium, 

Atlanta, GA, USA.  
Chauvet, L., Collier, P., Duponchel, M., 2010.What explains aid project success in post-conflict situations? The World Bank 
Policy Research Working Paper, 5418. 

v. Davis, G. F. and J. A. Cobb (2010) "Resource dependence theory: Past and future." Stanford's organization theory 
renaissance, 1970-2000: 21-42. Bingley, NY: Emerald Group. 

vi. De Wit A (1988) Measurement of project success International Journal of Project Management, Vol 6 Drees, J. M. and 
P.P.M.A.R. Heugens (2013). "Synthesizing and Extending Resource Dependence Theory: A Meta-Analysis." Journal of 
Management, 39: 1666-1698. 

vii. Fiedler, F. E. (1964). A Contingency Model of Leadership Effectiveness. Advances in Experimental Social Psychology 
(Vol.1). 149-190. New York: Academic Press. 

viii. Finsterbusch K & Wicklin W A(1987) The contribution of beneficiary participation to  Development project effectiveness, 
Journal of Public Administration and Development, vol. 7, 1-23 (1987). 

ix. http://www.businessdictionary.com/definition/project.html#ixzz4AZZz2kG1 
x. Ika L A, Diallo A & Thuillier  D (2011), Critical success factors for World Bank projects: An empirical investigation, 

International Journal of Project Management 30 (2012) 105–116 International Project Management Association (IPMA) 
xi. Jing -min N, Lechler T, G & Jun-long J (2010) Success Criteria Framework for Real Estate Project Management Science 

And Engineering Vol. 4, No. 3, 2010, pp. 10-23 www.cscanada.org ISSN 1913-0341 [Print] ISSN 1913-035X 
[Online]www.cscanada.net 

xii. Lewis, J.P. (2001). Project Planning, scheduling and control (3rd ed.). New York: McGraw-Hill. 
xiii. Lovegrove N, Gebre B, Lee T & Kumar R (2011), McKinsey-Devex survey results: Practitioners see need for new 

approaches to system-wide reform Devex: United States.  Management Journal, vol. 30, no. 4, pp. 25-32. 
xiv. Mendelow, A. (1991) ‘Stakeholder Mapping’, Proceedings of the 2nd International Conference on Information Systems, 

Cambridge, MA (Cited in Scholes, 1998). 
xv. Pinkerton, WJ ( 2003), Project management : achieving project bottom-line success, McGraw-Hill, New York. 

xvi. Prabhakar G P, (2008), What is project success: a literature review, International Journal of Business management, 
September 2008 

xvii. Project Management Institute (PMI)-A Guide to The Project Management Body of Knowledge(PMBOK Guide) 4th Ed. 
xviii. Roger Atkinson(1999), Project management: cost, time and quality, two best guesses and a phenomenon, its time to accept 

other success criteria, International Journal of Project Management, Volume 17, Issue 6, December 1999, Pages 337–342 
xix. Thomsett, R 2002, Radical project management, Just enough series, Prentice Hall PTR, Upper Saddle River. 
xx. Watt, A. (2013) Project Management retrieved from Htt://bcampus.pressbooks. 

 
 

http://www.theijbm.com
http://www.businessdictionary.com/definition/project.html#ixzz4AZZz2kG1
http://www.cscanada.org
http://www.cscanada.net

