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Abstract 

The contribution of critical success factors to a large extent has been ignored, unacknowledged 

and taken for granted. The study argues that the successful completion of most projects is a result 

of the ability of the project team to manage effectively identified critical success factors prior to 

project launch. The purpose of the review was to assess the extent to which the choice of critical 

success factors and the management of the factors; accordingly influence project success.  The 

main research question raised by the study is: What are the critical success factors [CSFs] that 

contribute to project success? A desk review paradigm contributed in defining methodologies 

and approaches used for final presentation of the researched data.  And the study was guided by 

the project excellence model which is derived from the EFQM-model. A fully fletched literature 

review was conducted to provide insight to the entire study purpose before primary research was 

conducted. The key finding from the empirical study is the identification and application 

[effective management] of critical success factors is fundamental to project success or failure.  

Independent of the way other studies are conducted, the study confirms that not all success 

factors applicable in one project will universally apply in the next project. Factors topping the list 

were top management commitment, resource availability, and project manager‟s competence. 

Further findings show that projects face challenges from various risks, that are not anticipated 

and that projects provide a series of lessons of the dos and don‟ts in a project. The major 

recommendation is that in order to realise success, project managers should create a critical 

success factor framework which provide guidance of what is to be focused on and what not to. 

The study further argues that, there is need to create an integrated focused approach that creates 

intertwined approaches to project management. Further research is needed on a critical success 

factors within the construction industry in Botswana. The two distinct study areas, proposed at 

this juncture, is commissioning of a country wide study for the construction industry and the  

second study should specifically focus on failure factors in project management, and a 

nationwide study is recommended.  

Key words: Critical success/failure factors, project management, project schedule, scope, quality 

consistency 
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1.1 Introduction  

The subject of critical success factors in project management has raised a lot of debate in the past 

few decades. The tendency to focus on project failure alone and negate taking a leaf from 

projects that have proved a point of success is a direct motivator to my study. I believe it is 

equally essential to learn and pick positive lessons from those projects that have done well. 

Instead of conducting a company specific study or case study perse, I dedicate this entire piece of 

work to a review of existing studies conducted to deduce what made certain projects achieve 

their project goals. In that endeavor the study raises a few questions to give it a solid delimitation 

in terms of its scope and timing. The major questions are posited and focuses on the critical 

success factors [CSFs] that contribute to project success, challenges faced in adopting project 

risk based approaches, the adoption of project risk based approaches enhance success and 

exploration on empirical studies - available to support the adoption of the critical success factor 

model as a useful tool for project success The study opens with this introduction and is followed 

immediately with a section focusing on the study‟s theoretical and conceptual framework. The 

theoretical framework is followed by an over view to project management best practices, 

subsequently followed with presentations of various thematic aspects of critical success factors. 

The study finally closes with a summary of the key aspects explored on existing literature on key 

success factors. 

1.2 Theoretical framework 

There are several theoretical underpinnings concerning critical success factors in the construction 

industry (Gareis, 2006; Gurgu, 2015). This study indulges into these theoretical tenets with 

guided precision as to what it is that is right and what is presumably regarded as wrong. The 

concept of project runs through a series of phases and project stages which include among others, 

aspects of feasibility, design and construction] (Turner, 2002; APM; 2006). It is basically given 

that project and product design calls for strong management and technical knowledge, a thing 

that does not belong to the sponsor‟s main tasks, given that, the fundamental thrust of a project is 

to meet the goals of the business perse. Due to excessive amount of resources required, in the 

construction industry, the supply chain management becomes a necessary action-oriented 

activity (Boddy, 2006). Decision to choose and pay due attention on critical success factors 
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cannot be overemphasized. There is need, to be wary of project risks that impinge on the 

performance of key performance areas embedding critical success factors. In trying to 

underscore critical factors from project success, it is prudent to show the distinction between 

uncertainty and risk. Uncertainty is not similar form risk. Uncertainty poses threat in terms of it 

predictability, unmeasurably and uncontrollability of its outcomes (Maylor, 2003; Zhang, 2007; 

Zhou, 2008). Other authors understand risk to be a consequence of action taken in spite of 

expected levels of uncertainty (Maylor, 2003; Lam et al.2007). In project management, the 

management of project risk is essential for success considerations. It is impossible to control 

uncertainty but manage risk through a process of measuring and formulating set plans to either 

transfer it, mitigate it    avoiding and attempting to avoid its impact. Several researchers argue 

that the purpose of risk management is to ensure that uncertainty does not deviate the project 

from the project goals (Pinto, 1987; Lam et al.2007; Zhou, 2008;  Zayed,2008; PMBOK, 2013). 

It is within this scope that identification of critical success factors is acritical pedagogic move 

within the project management paradigm. 

Most project management processes focuses on issues such as planning the project from concept 

to final design and from procurement to close out. In a practical environment it is not considered 

linear but moves to and from depending on the prevailing circumstances. An effective risk 

management process should focus on a number of dimensions chief among them being: 

reduction of costly surprises and preparedness for dealing with challenges and undesirable 

outcomes, management of resource allocation, preferably targeting highest level risks, and 

improvement in procurement management systems-an area high prone to risk, improved 

governance systems and processes and creating a contingency risk management model.  Several 

scholars (Sayers and Meadowcroft, 2005; Johnstone, 2007; Baidiru, 1993; Zwikael, 2007 ) have 

theorized on certain project practices-which can be useful to practitioners.  

Projects are presumed different from standard or normal institutional or organizational processes 

because of their nature (Lock and De Meyer, 2002; Schindler and Eppler, 2003). In a number of 

cases, these projects are undertaken, beyond the hierarchical lines of authority and, thus requiring 

unique skills different from the conventional organizations (Modig, 2007; Peterson, 2007). 
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In terms of the underlying the theories guiding this study, the researcher explored on a series of 

existing literatures on critical success factors together with critical failure factors.  There is, a 

considerable body of project management studies, conducted in North American province, and is 

grounded in critical success factor thinking. CSFs related studies are also observed in disciplines, 

and should be treated as such, for example in product development [Cooper, 1987]. These 

approaches attempts to systematically find a basket of generic factors that are fundamentally 

inclined to project success. Adopting critical factors through referencing to failed previous 

projects has been found to be a working formula which can confidently be justified.  Kerzner 

(1989); Mark et al.2004; Tinnirello, 2000). The failure of most projects has literary provided for 

the need to look at those factors that, if taken seriously will result in project success.  

The theory of critical success framework provides a framework, upon which this dissertation sits 

on. The study by Pinto and Prescott (1989) published in there renowned Journal of Management 

Studies does present evidence on a set of critical factors which include clarity of goals, top 

management support, clear project plans, client relationship and communication. This is 

followed by several subsequent studies focusing on CSFs. Basically the theory of success is 

embraced in the project management blanket theory which provide for the evolution and 

development of the discipline of project management. In a narrow sense to capture the interest of 

this study, the study is delimited to the theory based on project success, affording the adoption 

and exploitation of critical success factors. The mention of critical success factors automatically 

assumes an exploration of failure factors which are dealt with through overshadowing them by 

adopting project management best practices. Ultimately the typical theory enshrined in this study 

is the Project Excellence Model propounded by Westerveld in 2002. 

The project excellence model is derived from the EFQM-model which was primarily designed 

provide a link between project success criteria and the critical success factors into one solid and 

coherent model. The EFQM of 1989 was developed by a group of 14 European-multinational 

companies. The major thrust of the model was to add value to quality issues on management 

systems and approaches adopted in Western Europe. To date, the same model is employed to 

ensure proper usage of overall quality of an institution and individuals. This model is basically 

used to measure and improve the overall quality of an institution or organization. Model assumes 

that for a project to succeed, there key areas that need focused attention (project success criteria 
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critical success areas for the organization, results the organization has to achieve (what) and how 

the organization /project is managed (how)]. An important aspect of this model is its ability to 

link the aspects of success identifiable by exploiting project risks and putting that together with 

the critical success factors–all put into one coherent model. This is the essence of this study, 

exploring on project best practices through adapting a critical success factor-orientation. Ideally, 

the Excellence model is used to monitor the results ant the project organization for purposes of 

improving processes, systems and ultimately achieve project success through adopting project 

best practices and managing project risk.  

1.3 Project Management best practices 

The brief history of project management dating back to the 1950s shows that project 

management focused more on project scheduling techniques hoping this would result in better 

management, culminating in project success (PMI,2004; Olson, 2007; Fraser and Henry, 2005). 

Understandably, Project Management is popular and now stands out as a respected and 

distinctive discipline. Project management is defined by Chatfield (2007) as the discipline of 

planning, organizing and managing resources to bring about the successful completion of 

specific project goals and objectives. Views coming from other researchers such as Wysocki, 

Beck and Crane (2000), explains a project as made up of a sequence of unique, sequence of 

unique, complex, and connected activities with one purpose or objective, all these must be 

completed with a given time frame, within a given budget and specified criteria. This is clearly 

different from the usual day-to-day routine work. Projects are defined as temporary endeavours 

undertaken to meet unique goals and objectives within a defined scope, budget and time frame, 

typically go through a life cycle (PIM, 2004, 2008; PMBOK, 2013). The basis for understanding 

what a project is provides the basis for what it is that should be considered as critical for driving 

the attainment of the said projects. It is vital to articulate on the project life cycle which generally 

constitute five phases; namely project initiation, project planning, project execution stage, 

monitoring and controlling stage and project closure (PMI, 2004). Activities undertaken and the 

concerned actors vary from stage to stage and this calls for implementing effective control 

measures. Determining the success factors can also be easily from a theoretical perspective, 

undertaken using each stage as a basket of assessment and selection.  To achieve project goals, 
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the project manager is expected to have the requisite knowledge of project management drivers 

derived from project success factors (PMI, 1996). 

A number of factors outside management realm [project team not able to control] do affect the 

attainment of project goals. Rubin and Seeiling (1967) introduced the success and failure factor 

philosophy. The study by Rubin and Seeiling (1967) focused on the experienced possessed by 

managers and its impactand the extent to which they influenced success. Previously, technical 

performance   was basically used as the basis for measuring success of a project. They concluded 

that the experience possessed by a manager had little impact on goal attainment [project purpose] 

but what determined the success or failure of the project was the size and magnitude of the 

project.  

According to Avots (1969) and Cookie-Davies (2000); most projects failed as a result of failure 

to choose the most qualified and experienced project manager, untimely closure of a project, 

having top management that lacks commitment, as the key reasons achieving success in a 

project. While  Pinto and Slevin (1988); Rubin and Seeling (1967); and Avos (1969) studies 

were eye openers to the study of critical success factors, it still needs to be appreciated that the 

factors they considered during their times are no longer adequate to determine the success or 

failure of mega projects being commissioned to date. Despite project limitations, credit is given 

to them for creating a platform for debate and value enhancement in project management. An 

interesting development to note at this juncture, is that most research conducted during this 

period [1980s, 1990s] focused more on reasons why projects fail and not „why projects succeed‟ 

There is abundant literature on project success and adoption of relevant critical success factors 

by both researchers and practitioners. Understandably, there has been several pieces of literature 

on project success based on obedience to CSFs. Papers written by (Pinto and Selvin, 1987; de 

Wit, 1988; Zwikael, 2011; Stenfort, 2007), suggest that the adoption and reliance on CSFs is a 

key contribution to goal attainment for big projects although they are other factors that may not 

be critical but valuable to the success of a given project. They further focus on project success as 

the ability of those endowed with project management to meet project objectives. Additionally, 

such views are centered on process management systems and stakeholder involvement. In 

pursuing the success criteria, the issue of project risk is premised at the core.  The tenets of risk 

management underscores a critical derivative in project success has to be considered.There are 
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many ways in which risk can be defined.  Risk is defined as the factors that carries an element of 

complications, problems in particular reference to ensuring that the project is completed and 

project purpose attained (Mark et al. 2004). Chia (2006), argues that risk is an uncertain future 

event or condition with an occurrence rate of greater than 0% but less than 100% which has an 

effect on at least one of a project „s objectives (scope, schedule, cost, or quality). An important 

dimension, quality considerations are fundamental to project management. Quality of a project is 

both subjective and objective –making some difficult to quantify. Assessment of projects can 

take a comprehensive approach  which basically a number of facets; involving traditional project 

success measures-cost, safety, schedule, customer satisfaction, employee involvement, 

leadership, team work, training and responsiveness. 

Quality is considered an important outcome of a project since the performance measures of 

projects are usually based. The performance measures of most projects are determined by 

focusing on aspects of time, cost and quality; these are normally referred as known as the iron 

triangle (Orwig & Brennan, 2000; Awuah, 2009; Artkins, 2015). The study support the school of 

thought which advocates for the different attributes which are both objective and subjective, 

making it difficult to quantify. Stevens (1996) and Ika (2011) recommends a comprehensive 

systematic approach in terms of project assessment from traditional cost to all-embracing 

strategies. Other studies such as one conducted by Toakley and Marosszeky (2003), reveals that, 

the correct procedure is to let the project be evaluated at its tail, end that to hurry it up that 

project quality is supposedly evaluated at the completion stage, though assessments may be 

undertaken during the various stages of the project life cycle. 

1.4 Project success criteria 

The need to understand what project success/failure cannot be over-emphasized. There is a 

multiple literature over existing and focusing specifically on the project success factors, and the 

overall discipline of project management over the years. The extent to which project success can 

be measured was popularized by (Pinto and Slevin, 1987) and de Wit (1988) who measured 

success as the degree and depth of attaining project goals. Putting these views into perspective, 

Pinto and Slevin, argued that their thoughts hinged on success of project delivery processes and 

also acknowledged that project success is a matter of the perceptions held by the stakeholders, as 
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to what would have been delivered as opposed to what was delivered. These findings by Pinto 

and Slevin may not necessarily provide an answer to aspects of critical success factors but at 

least, according to this study, provides an initial perspective from which subsequent studies draw 

inspiration and insight both from a theoretical and practical perspective. 

Measuring a project success or failure can be very subjective to stakeholders belonging to the 

same project.  The Sydney Opera house in Australia is a testimony in terms of project failure and 

success. It is, without much questioning accepted that the Opera House project was both a failure 

and a success. It was marred with high project costs [budget overruns and serious delays]. 

Sydney was, as a result of this mega project popular and visible in the eyes of the world. Indeed, 

its failure worked tom its advantage. But however, it still remains an area of debate among 

scholars and practitioners to explore on the benefits of pursuing failed projects.  

To determine whether a project is successful, or not is quite complex phenomenon (Sparrow, 

2011; Trowbridge, 2010). A single project can be defined as successful or failure depending on 

who is at the helm of defining it. Project managers and their teams may define a project as a 

success while the client may see the opposite. This is where the complexity resides. Pinto and 

Slevin (1987), discussed two reasons for project success ambiguity. The first reason they gave 

was that parties to a project perceive project success or failure differently. A client may define 

the project as a success while top management defines it as a failure due to what this study refers 

to „as perception incongruence‟.  The second argument is what is defined as factors for success 

varies from one study to another and from one project to another. In that endeavor success can be 

narrowly defined or broadly defined depending on the definers. Usually a combination of factors 

put together, during the project life cycle defines the failure or success of a given project. From 

these arguments, the study also argues that one way of identifying success factors is to convert 

failure factors into opportunity factor and subsequently exploit each failure factor using a success 

criterion. The study further argues that without clear goals and clarity on what success of a given 

project is, the project outcome will be interpreted differently. I have been, over years, involved in 

supervision and designing of  a number of projects and I testify that the aspect of success is best 

defined from stakeholder perception.  Thus, the criterion used to define success is a function of 

the level of measurement criterion set by the project beneficiaries.  
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A general occurrence in project outcome is that a project can be delayed, have cost overruns and 

yet is deemed successful. Crawford (2000), revealed the concerns faced by project managers in 

so far as project success is concerned. From her findings it emerges that the major concern 

revolves around the way and approach used to judge a project success and also the factors that do 

contribute to project success.  Hyväri (2006), conducted a study whose results indicate that top 

management   support, project schedule plans, personnel and technical task and client were of 

top priorities. The result of the study showed various factors influenced the success and failure of 

projects. She found that the ranking of her identified factors differed across project phase. The 

major factors ranked were from project mission to trouble shooting. Table 1 summarizes 

practices that need to be undertaken to enhance project success. 

Table 1 Further practices needed to enhance project success 

The Tenet Reference 
Lessons learnt approach 

-previous projects 

-document experiences 

Conflicting handling 

-threatens project completion 

-adopt a confronting method of conflict resolution and compromisation 

-use of third parties to resolve differences 

Adoption of project control mechanism 

-used for managing schedule, cost and project scope 

-control procedures to uniformly document any likely changes in the 

project during the procurement and preliminary phases 

Project schedule management 
-draw project master schedule facilitate the management process. 

-follow the scope of the project of work breakdown by task and budget 

5. Adopt Pareto Diagrams 

-carry out good risk analysis to determine where to apply management 

resources 

-breaking down the uncertainties into manageable parts 

- estimate the uncertainty levels or variance, in the cost of each individual 

package. 

6.The Failure Modes and effect analysis 

- schedule overrun 

-failure to meet scope 
-quality compromisation, budget overrun and project performance 

objectives 

7.Project Definition Rating Index (PDRI) 

- validate risk management effectiveness 

- provides a ground for effective assessment of risks 

8.Risk buffering (risk hedging) 

- establishment of some reserve or buffer that can absorb the effects of 

many risks without jeopardizing the project 

- include contingencies-allocation of additional time, money, manpower, 

machines and other necessary resources.  

9.Project risk analysis and management: 

(Benjamin and Cornell, 1970), CII, 

1996, 1999, Zwikael,O, 2007 

,Sayers, P and Meadowcroft, 2005; 

Baidiru,A.B, 1993; Harold,2006; 

Harvey,  2005; 

Hillson, 2007; Geroski, P.A, 1990; 

Smallman C, 1999;  Smith etal., 

2006; SOU, 2002; Whinch G,1996; 

Zhao,ZM & Duan L,2008; Hilson 

,2002; IEC,2001);  McNeil at el. 

(2005), Gareis (2006), Tinnirello 

(ed.) (2000); Turner (2002); APM 
(2006); Boddy (2006); Maylor 

(2003); Mark et al.(2004); Zayed 

(2008); Olson (2007);Nieto-Morote 

and Ruz-Vila (2011); Zhou (2008); 

NCHRP (2009); 
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-increased understanding of the project risk, understanding assist in 

deciding the right subtle contract both inn procurement and other areas, 

helps in coming up with practical steps to deal with the identified risks and 

managing cost, schedule and resources effectively 

10. Effectively managing the transition plan and project closeout 

- Concerns planning and the management of the transition of the project 

staff from one phase of the project to the next 

 

 

Source: Researched data and information (2018) 

 

1.5 Classification of critical success factors 

Literature on CSFs is abundant but varies from one author to another. Ability to determine CSFs 

will likely give project leaders and his/her team a superior advantage over others, and that a 

bo5tom line success. (Chan et al., 2004).  Rockart (1982), argue that for a company to be 

successful, it must identify its CSFs. These are the limited number, for any business; of areas 

which if applied correctly and accurately will result in competitive performance of the project. 

The CSFs should in a fundamental way include aspects critical to the activities of the project 

operations and its present and future success. Ironically, Shenhar et al. (1987) presented results 

which shows that,  a sizeable number of projects focusing on critical success factors studies were 

conducted ; with critical success factors dominating in the  studies, and ironically  it is an area 

that is least agreed upon, in terms of what exactly constitutes success factors. 

The factors that are considered critical in the medical field may not be equally critical in other 

industries. There are however factors that are universally applicable regardless of the discipline. 

According to Morris (1994), the project management team, the project management profession 

has a long history of developing academic theory and best practices in Africa (Morris, 1994). 

The processes and procedures defined in PMBOK are embraced from a systems perspective. 

Questions can be raised as to the nature and caliber of the new framework (Hodgson and Cicmil, 

2006, Winter et al.2006).  Belassi and Tukel (1996), were able to categories critical success 

factors according to their relatedness and closeness. The factors categorized were classified 

according to the project leader, membership, related to the entire organization, and of course the 

external environmental impact. In addition to these factors were; urgency of a project, political 

and social-economic factors.  
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A study by Sheena et al. (2001), came up with a number of determinants of success premised 

within a timeframe of anticipated outcomes and results [project efficiency, meeting technical 

specifications, functional performance solving customer‟s problem, long goal of business 

success, and a long term goal of preparing for the future]. 

A survey conducted by Abdullah and Ramly (2009), from literature review did identify various 

factors as agreed in various studies. The claim is that factors can be grouped together to 

determine their criticalness rather than individualizing them. The combined effect will ultimately 

determine the success or failure of a project (Schultz et al., 1987, Clarke, 1999, Nguyen et al., 

2004, and Bryde and Brown, 2004).  Below is a list of factors adopted from Sheena et al., (2001). 

Table 2 Critical Success Factors  

 Factors/Dimensions 

 Clear vision and mission with specified criteria 

 Stakeholder resource, with clearly defined goals 

 Consensus of all key parties to the project 

 Feasibility of project plan agreed by all parties 

 Set aside adequate resources for the project 
 PM Capacity clearly articulated 

 Sufficient communication and project tools 

 Necessary competencies for the project and correct organizational structures 

 Integrity and continuous learning 
 

Source: Adopted from Sheena, and tabulated by researcher. 

Several studies conducted elsewhere such various critical success factors alluded to prior on, in 

this study. Cooke-Davies, (2001; 2002), described 12 „real successes‟ which he grouped into 

administrative related factors and cost-related factors. The basis of his groupings  suggest the 

view that CFs could be viewed from two major perspectives although he further sub-grouped 

factors that fall under each of the two categories. A snapshot of these factors shows that the 

success of a project depends on the effectiveness of the project team in following the defined 

paths with all other stakeholders with a stake in the projects under spotlight. Hence project 

success is a collaborative effort involving everyone in the project, and practically must involve 

and ignite a cycle of continuous improvement in project management practice. Some authors 

whom have contributed so much to the development of critical factors in project management are 

listed in table 3. 
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Table 3 Summary of Critical Success Factors across the project discipline 

 

 

Critical success factors 

 

Make project commitments known, support by 

leadership, delegated authority, choose right 

project team, resource allocation,  forward 

planning and evaluation, establish monitoring and 

control mechanisms, choose and appoint qualified-

competent project managers, set cleat project 

objectives, allow for community involvement, 

schedule duration urgency, trouble-shooting, 

monitoring and feedback, client acceptance, 
technical tasks, power and politics, accurate initial 

costs estimate, adequate tem capability, goal 

commitment of all stakeholders, minimum start up 

difficulties, absence of bureaucracy, task versus 

social orientation, project manager‟s competence, 

continuous involvement ,project summary, facility 

support, financial support, information and 

communication channels, project schedule, market 

intelligence, and executive training and 

development, accommodating employees‟ 

personal goals, select project organizational  
philosophy 

Martin (1976); Morris and Hough (1987; Pinto and 

Slevin (1989); Baker, Murphy and Fisher 

(1983);Sayles and Chsndler (1971); Cleland and 

King (1983); Locke,1984,Martin (1976); Earlie 

(2003); Cookie-Davies (2000,2001), Crawford and 

Bryce (2003); Hyvari (2006); Negoste (2006);PMI 

(2004,2005); Sigsgaard (2002); Shenhar and Dvir 

(2004); Avos, 1969; Rubin and Seeiling (1967); 

Pinto and Prescot (1988).  Zhou (2008); NCHRP 
(2009); Zhang (2007);Katz (1982); Kerzner 

(1989);  Kumar (1989); Pinto (1987, 1988,89); 

Wateridge (1998); Muriithi (2003); Nogeste 

(2006); PMI (2004); Whittington and Pettigrew 

(2003). 

Project schedules, acceptance by client, feedback 

obtained from monitoring, communication, trouble 

shooting, characteristic of the project leader 

Pinto & Slevin,1988 

Shared vision and project scope, Key stakeholder, 

resource understanding, project plan, feasibility of 

the plan, resource adequacy, capacity handling, 

Communication that is adequate, good structures, 

integrity, team approach etc. 

PMI, 2012; Shenhar and Divr, 1996;2004; 

Pettigrew and Whittington,2003 

Meeting cost time goals, technical awareness, 

dealing with customer‟s challenges, developing 

new tools, and techniques 

Sheena et al.,2001; Nuggets,2006; Sigsgaard, 

2002; Smith & O‟ Neal,2003 

Adequacy knowledge on concepts of risk, maturity 

in assigning ownership of risk, maintenance of a 

risk register-adequacy, documentation of 

responsibilities ,adopt scope control process , 

integrity of the performance measurement system, 

fully resourced operations, maintain a positive 

portfolio metrics for project events, willingness to 

learn from experience e and others, effective 

control, effective feedback 

Cookie-Davies, 2001;2002, Muriithi, 2003; 

Nogeste,2006; Baccarini, 1999; Munns and 

Bjeirmi, 2005; Chua et al, 2001 

Project success criteria-the project purpose and 

vision, top management support, scheduled plans, 
client consultations, personnel, technically-

oriented tasks, acceptance by client, control 

through monitoring and evaluation and feedback, 

communication 

Hyvari Irya,2006 

Source: Researched data (2018) 
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I concur with the study undertaken by “Shenhar et al. (2002) who concluded that there is, 

actually no conclusive evidence or position on the factors for project success through the 

numerous studies that have been conducted out. Waterridge (1985) argued that identifying 

critical success factors was a necessary step towards success preparedness. I posit that, not all the 

factors that make it possible for one project to be a success may be of the same relevance to 

another project. This makes the choice of factors to consider in managing a project complicated. 

A study by Fortune and White (2006), reviewed 63 publications and concluded that the various 

authors did not concur on most of the factors; with however only three most cited factors namely 

commitment and support from top management, having smart objectives, clearly articulated and 

having in place a clear work plan.A life cycle approach to determining critical success factors is 

essential. Khang and Moe (2008) recommended the sets of critical success factors for the various 

phases of the project life cycle as shown in table 4. 

Table 4 Life cycle approach: embracing critical success factors 

Phase  Critical Success Factors 

Conceptualizing Clear understanding of project environment 

Effectiveness of consultation with stakeholders 

Competency of project team 

Planning 

Alignment with development priorities 

Planning Adequate resource support 

Effectiveness of consultation with stakeholders 

Competency of project team 

Implementation Compatibility of regulations for project management 

Effectiveness of consultation with stakeholders 
Consistency of support for stakeholders 

Competency of project team 

Closing Adequacy of project closure activities 

Effectiveness of consultation with stakeholders 

Competency of project team 

Source: Khang, D. B., & Moe, T. L. (2008). 

 

 

An interesting study by Clarke (1999) pointed out that managing equally all the success factor 

simultaneously is almost next to impossible, impractical and unachievable. As a mitigating 

measure, he advocates for the adoption of Pareto principle; which does enable one to separate 

important from the trivial. In that process one has to focus more on the critical factors that would 

result in project support. These views by Clarke (1999) were also noted in the research that was 

undertaken by Kanter and Walsch (2004) where they reiterated the need to concentrate on critical 
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success factors, than to spend energy on trivial factors. In taking the views of these authors 

forward, the study further suggest that 80% of the factors do not necessarily contribute towards 

success hence expending less resources while 20% of the factors should receive 80% of the 

resources in pursuance of Pareto 80/20 rule. 

In the practice of project management, it is always nice to be prudent and try as much as possible 

to adhere to the tested and tried Project Management Body of Knowledge (PMBOK). PMBOK, 

suggest  nine critical that include human Resource Management, Project risk management, 

Project Communications Management, and Project Procurement Management, which are in turn, 

and divided into 44 processes (Project Management Institute, Inc., PMI 2004). Burke (2007) 

notes:  

Project management tools and techniques proliferated in the 1960s, were refined in the 

1970s, so they were integrated in the 1980s into accepted practices. The integration of 

time, cost and quality was initially presented as a triangle of balanced requirements – 

where a change in one parameter could impact the others”(Burke, 2007). 

 

The three major dimensions to be considered in project are time; cost and quality triangle alluded 

to prior on.  

1.6 Project Risk-based approaches 

 Lock (1996), regards risk as an uncertain occurrence with either a negative or positive outcome 

on project objectives namely scope, cost and quality. Management and in particular proactive 

risk approaches are vital in ensuring the reduction of failure to achieve project goals. One way of 

increasing chances of a proposed project succeeding, there is need to understand potential risks, 

which need to be quantitatively and systematically assessed (Mobey and Parker, 2002). 

According to Fraser and Henry (2007), argues for the need to focus on critical risk elements or 

else brace for failure. Elkington and Smallman, 2002, conducted a study and concluded that the 

amount of risk managed is proportional to the level of anticipated success. Identifying risk in the 

early stages of a project is fundamental practice towards risk hedging, leading to reduced rework 

costs. Identification of critical success factors is a process that works in tandem with the 

identification of risk factors that can impinge on the attainment of project goals. Understanding 

that project risk management process focuses in enabling effective management of projects risks 

and opportunities during the project life cycle-from project inception to project completion of 

construction is a fundamental move to the exploitation and realization of critical success factors. 

https://cibgp.com/


Journal of Contemporary Issues in Business and Government Vol. 28, No. 03, 2022 

https://cibgp.com/         
                                                                                                P-ISSN: 2204-1990; E-ISSN: 1323-6903  

                                                                                              DOI: 10.47750/cibg.2022.28.03.018 

 

217 
 

The study argues for the perspective that the ultimate acid test for any project is efficiency and 

effectiveness in project delivery and execution.  Three critical risk management areas are 

identification, analysis and action. Zayed (2008) argues for the need to clearly understand risk 

before managing it. The analysis is not sufficient on its own, if it is not followed by action. 

Arguably, a risk process which does not abide by these processes is incomplete and useless. 

Project success is a function of the ability of those endowed to lead, in structuring risk around 

critical success factors.  

The unstructured risk management framework, likely result in a number of short comings that 

impact on the success or failure of a project; is including lack of knowledge of the overall impact 

on the project objectives and failure to identify new risks arising from the already identified risks 

among other factors (Nieto-Morote and Ruz-Vila (2011).  It is a fundamental practice, for any 

project organization to structure risk systems in order to consciously identify and manage risks 

that will threaten the project success.  In the planning process, risk mitigation planning is an 

essential step in risk management. An important consideration in risk mitigation includes the 

ability to take action [accept risk, avoid the risk, control the risk and transfer it. In engineering 

perspective, intensified technical and management reviews of the engineering process is essential 

in addition to administrative issues. The process of risk mitigation is shown below and any 

prudent project manager needs to be wary of the process to enhance and guard jealously factors 

that enhance attainment of project goals. Figure 1 shows the risk mitigation process. 
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Figure 1 Risk mitigation process 

 

 

Source: Adapted from The MITRE Institute (2007) –MITRE Systems Engineering (SE) 

Competency Model.   

Van Scoy, (1992), gave a nod to risk, arguing that it is not a bad thing but simply requires to be 

managed positively. His argument is that it must be balanced in order to accommodate the 

possible negative consequences of risk against the potential benefits of its associated 

opportunity. Rozenes et al. (2006), states that practical linkages are critical in terms of the risk 

register‟s relevance to the corporate plan objectives. Sharing knowledge, relationships and 

sharing best practices defines success in risk management. This has direct implication on critical 

success factors selection and resource allocation. The study argues that in such situations where 

there is high attention on project risk, the chances of success are likely high. Thus, the more the 

risk management practice is, the higher the chances of success. According to Tinnirello (2000), 

unidentified risk can become a potential source of problem to the project success. A control 

system that embeds the identified critical success factors is fundamental to attainment of project 

objectives (Kerzner, 2001; Maylor, 2003; Rozenes et al. 2006). 

https://cibgp.com/


Journal of Contemporary Issues in Business and Government Vol. 28, No. 03, 2022 

https://cibgp.com/         
                                                                                                P-ISSN: 2204-1990; E-ISSN: 1323-6903  

                                                                                              DOI: 10.47750/cibg.2022.28.03.018 

 

219 
 

2.8 Critical success factors: Studies conducted elsewhere\ 

 There are several studies that have been conducted elsewhere to determine critical success 

factors. The table below illustrates some of the findings on the said studies. 

Table 5 Empirical studies elsewhere 

Yong and Musttaffa (2012) –composed 15 factors relevant to construction project success in 
Malaysia. Most recognized factors range from human related factors to technical/engineering 

factors. 

Garbharran et al.(2012) –summed up their study to 18 ultimately grouped into 4 critical 

success factors in construction industrial in South Africa. [comfort, competence, 

communication and commitment]  Indeed, the findings suggest critical success factors are 

important for project success. 

Guidiene et al.(2013), came up  with 71-grouped into 20  factors for construction projects in 

Lithuania.  Major success factors revolved around knowledge and technical issues.  

Zidaneel et al. (2015), identified 9 factors of project performance that delayed success-in the 

Norwegian construction industry.  The factors are management and coordination, quality 

issues and errors, administration and bureaucracy, decision issues and waiting [top 5 delay 
factors]. 

 

Source:Researched data (2018) 

1.7 Challenges faced in Adopting project risk based approaches 

 

A number of industries face a number of challenges both from an internal and external 

perspective. Some of these challenges include economic uncertainty, increased competition, 

escalating costs and growing influence of regulatory agencies. Studies conducted elsewhere 

shows that from an internals‟ perspective, the increase in the numbers of tenets in a project 

scope-raises the complexity of building construction projects. 

Notwithstanding the conducive environments that permit successful adoption of key success 

determinants, project managers are faced with a number of challenges in executing their duties. 

Available literature suggests that researchers are not agreeable to one set of CSFs that can be 

used by project managers. A set of factors that work for Project A may not work for project B 

because of the differences in objectives and criteria. Table 6 provides a summary of some critical 

challenges facing project managers and their teams in project management in general, limiting 

the attainment of project success. 

https://cibgp.com/


Journal of Contemporary Issues in Business and Government Vol. 28, No. 03, 2022 

https://cibgp.com/         
                                                                                                P-ISSN: 2204-1990; E-ISSN: 1323-6903  

                                                                                              DOI: 10.47750/cibg.2022.28.03.018 

 

220 
 

Table 6 Challenges faced in adopting project risk based approaches 

 

Challenges References 

Variations in usefulness of critical success factors 

per given projects 

Economic uncertainty, increased competition, 

escalating costs, influence of regulatory agencies, 

different perceptions held by project stakeholders, 

goal incongruence, global risks, lack of 

management commitment, limited resources, 

project under-funding, screep scope, political 

interference, team conflict, bureaucracy, community 

disengagement, cultural differences, technical 

challenges, negative risk, sabotage, avoid risk 

where it is supposed to be transferred, accepting 

risk where it is supposed to be avoided, alleviating 

risk where it is expected to be accepted, unclear 

goals, inadequate constructor experience, sickness 

and absenteeism of project workers, slow decision- 

making, improper planning, subcontractor „s late 

deliveries, no mitigation strategies, quality 

compromisation, negative risk management attitude, 

poor scheduling, failure to conduct van overall risk 

assessment, confusing uncertainty from risk, over-

concentration on technical aspects, ignoring human 

related aspects of project, cost overruns 

 

APM,2006; Avots (1969); Baldwin and Manthei 

(1971); Assaf et el. (1995); Cookie-Davies 

(2000); Rozenes et al.(2006), Lam et al.(2007); 

Fraser and Henry (2007); PMBOK (2013), Gurgu 

(2015), McNeil at el. (2005), Gareis (2006), 

Tinnirello (ed.) (2000); Turner (2002); APM 

(2006); Boddy (2006); Maylor (2003); Mark et 

al.(2004); Zayed (2008); Olson (2007);Nieto-

Morote and Ruz-Vila (2011); Zhou (2008); 

NCHRP (2009); Zhang (2007);Katz (1982); 

Kerzner (1989);  Kumar (1989); Pinto (1987, 

1988,89); Wateridge (1998); Muriithi (2003); 

Nogeste (2006); PMI (2004); Whittington and 

Pettigrew (2003); Awuah, (2009). 

Source: Researched data (2018) 

 

1.8 Conclusion 

While the views of several scholars and practitioners on the capabilities of organizations in 

running successful projects cannot be questioned, literature explored emphasizes more on the 

grouping of various factors together.The project management theory reveals that project 
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management best practices are evolutionary and that a multiplicity of factors determines the 

success of a given project, some of them beyond management control. The work of project 

management fathers such as Pinto and Slevin (1967), Avots (1969); Baldwin and Manthei 

(1971); Assaf et el. (1995); Cookie-Davies (2000); Rozenes et al.(2006), Lam et al.(2007); 

Fraser and Henry (2007); and many several authors have been instrumental and mind blowing in 

terms of the discipline of critical success factors in project management. Recent studies by 

authors such as Gurgu (2015), McNeil at el. (2005), Gareis (2006), Zhou (2008); NCHRP (2009) 

also enhances the perspective of critical success factors in both small and mega projects. I am 

convinced with a reasonable level and above average probability, that the success of any project 

must be treated within the context in which that project is being undertaken. What is success in 

project B may necessarily not be useful measure for project D. the study on critical success 

factors need to be conducted across various industries and conduct the study based on 

comparative analysis of the various factors from an industry context. 
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