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Executive Summary 
 

 

If you have ever wondered  

• why projects never return allocated funds  

• why some projects are done in the wrong order creating extra work and cost, or  

• why so many projects are initiated with little-to-no coordination or scrutiny?  

The answers lie in the almost exclusive use of the cost control lens. This single lens approach is 
inadequate – as demonstrated by the inadequate project results routinely delivered … 

 • 60%+ of projects are ‘challenged’ on one or more dimensions1 

 • 15% of projects fail, vapourize, or never deliver 

 • less than 5% of projects deliver their desired business outcomes and value in full. 

 

What is missing is the two key project delivery lenses … 

 • the business, value and governance “ net value maximization”  lens, and 

 • the investment, portfolio and “ long term business strategy”  lens. 

 

True project success can only be achieved when all project delivery lenses are known, supported and 
used effectively.  When the two key business lenses are also applied … 

 • the returns from projects increase exponentially 

 • the consistency and reliability of project results increases 

 • the time and cost to deliver projects decreases. 

 

The roles and importance of the lenses can be illustrated by seeing them in terms of a craftsman 
(product), builder (cost), developer (value) and owner (strategy). Each role has its own perspective, its 
own timeframe and its own measures of success.  

It is only when these different roles and lenses operate effectively together that you can consistently 
deliver results and returns from your projects that increase exponentially. 

The problem to date has been the lack of awareness, provision and support for the developer (value) and 
owner (strategy) lenses. 

 

 

                                                        
1  Source: Standish, Gartner, Deloitte, BCG and Capability. 
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Expanding the vision 
 

A	major	constraint	on	project	investment	success	has	been	the	inappropriate	adoption	by	all	parties	
of	the	builder’s	cost-focused	lens	on	projects.	This	lens	is	only	appropriate	for	the	builder/project	
manager	and	team.	

This	single	lens	view	has	resulted	in	the	governance	team	not	seeing	‘value	protection	and	delivery’	as	
their	primary	role.	They	are	often	happy	to	deliver	something	‘on	time	and	on	budget’	and	claim	
‘success’.	They	are	focusing	on	projects	through	the	wrong	lens.	They	need	to	take	on	the	developer’s	
lens	and	view	every	dimension	of	the	project	in	terms	of	its	impact	on	the	net	business	value	to	be	
realized	and	sustained.	They	need	to	focus	on	maximizing	the	value	and	reducing	the	cost	of	the	
project	where	possible	(provided	it	does	not	lead	to	long	term	operational	cost	increases).		

Their	measure	of	success	is	the	delivery	of	the	optimized	net	business	value.	However,	adoption	of	
this	‘value	focus’	often	requires	the	upgrading,	refocusing	and	sometimes	the	introduction	of	new	
project	delivery	processes	–	it	is	an	area	that	has	been	largely	neglected	to	date.	

The	Board,	Executive	Team	and	Projects	Investment	Committee	have	often	evaluated	and	approved	
projects	on	their	individual	merits	rather	than	as	part	of	a	long	term,	planned,	cumulative	project	
portfolio	and	strategy.	They	need	to	focus	on	projects	through	the	owner’s	lens	so	as	to	view	every	
project	and	initiative,	planned	and	existing,	in	terms	of	their	contribution	to	the	sustained	long-term	
realization	of	the	business	strategy	and	planned	levels	of	profitability.	Again	this	usually	requires	new	
and	refocused	processes.	

Each	party	has	their	own	lens	and	their	own	measures	of	success.	Each	party	can	destroy	value	if	not	
effectively	managed.	Alternatively,	all	parties	can	cumulatively	contribute	to	the	success	of	the	
project,	portfolio	and	organization.	But	to	achieve	this	cumulative	result	requires	the	standard	
approaches	to	projects	to	change	at	all	levels.	

To	date	most	of	the	focus,	methodologies	and	support	have	been	for	the	builder’s	role.	Projects	have	
therefore	been	viewed,	managed	and	governed	through	the	builder’s	cost-control	lens.	The	tools,	
techniques	and	templates	for	developers	and	owners	have	been	largely	missing	or	have	been	
developed	through	the	cost	control	lens.		
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The Four Lenses 

 
When	you	see	the	four	lenses	you	can	understand	why	so	much	focus	on	‘better	project	
management’	fails	to	deliver	results.	Unless	you	incorporate	the	business/value/governance	and	
investment/portfolio/strategy	lenses	in	how	you	deliver	change	and	projects,	you	have	an	incomplete	
picture.	Especially	as	the	drivers	for	successful	project	delivery	come	from	the	top,	through	the	
investment/portfolio/strategy	lens.		

We	enable,	support	and	deliver	the	top	three	lenses	so	as	to	ensure	you	get	the	business	and	
strategic	results	(and	benefits)	you	plan	for.	

	

The	four	lenses	
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The Craftsman’s (technical delivery) lens   
 

The	craftsman	has	spent	a	lot	of	time,	energy	and,	often,	money	to	acquire	and	perfect	their	skills.	
They	therefore	want	to	use	these	skills	(whether	the	task	requires	them	or	not).	

The	ability	to	use	their	skills	and	knowledge	is	their	primary	focus.	

The	craftsman	needs	to	be	directed	and	controlled	by	the	builder	to	ensure	the	right	product/output	
is	produced	to	the	right	quality	level	–	and	no	more!	Time	spent	finessing	an	acceptable	result,	
generating	alternative	products,	or	using	multiple	approaches	to	get	the	‘best	solution’,	while	they	
may	be	of	interest	and	value	to	the	craftsman,	are	unnecessary	and	lead	to	additional	project	costs.	

Potential	changes	can	be	recommended	by	the	craftsman	to	make	use	of	new	techniques	or	
technologies	that	the	craftsman	believes	would	be	of	value.	

The	craftsman’s	timeframe	is	to	the	completion	and	acceptance	of	the	task	or	series	of	tasks.	

The	builder	needs	to	carefully	specify	the	task/activity	so	as	to	ensure	the	result	will	fit	with	and	align	
to	the	rest	of	the	project	and	the	eventual	delivery	of	the	agreed	business	outcomes	and	benefits.	
Task	specification	(what)	and	both	project	and	business	context	(why)	are	necessary	to	get	the	results	
desired.	‘How’	is	the	domain	of	the	craftsman	within	the	agreed	technical	standards.	

Technical	standards	therefore	exist	to	exert	control	over	the	craftsman	(this	is	how	we	do	things	or	
the	tools	we	use)	and	to	control	costs	(by	stopping	variants,	experimentation	and	reinvention).		

Engineers,	analysts,	programmers,	database	architects	and	alike	are	craftsmen.	They	will	use	their	
knowledge	and	skills	to	complete	each	task	to	produce	the	specified	product	or	output.	They	need	to	
be	given	very	clear	definitions	of	what	is	required	and,	importantly,	the	big	picture	context	of	where	it	
fits	in	the	overall	schema.		

Remember	the	three	medieval	stonemasons	who	were	asked	what	they	were	doing	answered,	
respectively,	“shaping	a	stone”,	“building	a	portal”	and	“building	a	cathedral”.	Every	craftsman	needs	
to	be	excellent	at	their	craft	(stone	shaping),	know	where	it	fits	within	the	project	(portal)	and	within	
the	overall	big	picture	(the	cathedral).	Too	often	the	big	picture	is	missing	and	therefore	many	small	
tasks	fall	out	of	alignment	and	reduce	the	final	business	value.	

The	craftsman’s	technical	lens,	associated	mindset	and	value	system	are	focused	on	technical	
excellence	(the	basis	of	technical	qualifications)	but	can	have	little	focus	on	utility.	They	are	principally	
focused	on	the	task,	not	its	subsequent	use.	
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The Builder’s (project delivery) lens 
 

The	builder	has	a	very	simple	view	of	projects	–	“You	specify	what	you	want,	when	and	the	budget;	
and	I’ll	organize	the	people,	materials	and	tasks	to	deliver	it.”			

Building	to	cost	is	a	primary	focus.	

The	builder	is	not	interested	in	why	you	want	the	building,	how	you’re	going	to	use	it,	how	much	
you’re	going	to	sell	it	for;	he/she	is	only	interested	in	finishing	the	build,	handing	over	the	finished	
product	and	being	paid.		

Potential	project,	specification	or	scope	changes	are	evaluated	by	the	builder	in	terms	of	their	time,	
effort	and	cost	impacts.	

The	builder’s	timeframe	is	to	the	end	of	the	project.	

If	you	mis-specify	the	building	and	it	does	not	meet	your	requirements,	that’s	your	fault,	not	the	
builder’s.	They’ll	build	what	you	specify.	(If	they	don’t	build	what	you	specify,	then	that	is	their	fault.)	

Project	managers,	systems	implementers,	contractors	and	consultants	are	builders.	They	will	use	their	
knowledge	and	skills	to	build	what	you	specify.	But	they	won’t	and	don’t	live	with	or	benefit	from	the	
result.	They	are	accountable	for	organizing,	planning	and	managing	the	build,	the	delivery	of	the	
product	–	but	no	more.		

The	builder’s	“cost	control”	lens,	associated	mindset	and	value	system	are	the	basis	of	the	standard	
project	management	methodologies.	They	are	not	focused	on	the	Why?	or	the	What?,	only	the	How?	
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The Developer’s (value delivery) lens 
 

The	developer	has	a	different	view	of	projects	–	they	want	to	generate	a	return	from	the	investment.	
They	are	keenly	interested	in	the	Why?	and	What?	in	terms	of	the	value	to	be	generated.		

Net	profitability	(value)	is	their	primary	focus.	

The	developer	needs	to	control	the	builder	to	ensure	the	potential	profit/value	is	not	lost	in	building	
cost	overruns	or	deviations	from	specification.	If	the	developer	can	bring	the	project	in	under	budget	
then	the	net	value	can	increase.	

Potential	project,	specification	or	scope	changes	are	evaluated	by	the	developer	in	terms	of	their	
impacts	on	the	key	value	drivers	and	determinants.	Minor	cost	increases	with	a	major	payoff	can	be	
attractive	to	the	developer.	

The	developer’s	timeframe	is	to	the	realization	of	the	value.	

Whether	the	developer	makes	a	return	(realizes	value)	is	dependent	on	the	developer’s	ability	to	
specify	a	product	that	meets	the	market	(and	business)	needs,	on	the	final	cost	and	on	his	or	her	
ability	to	realize	the	benefits	in	full.	If	they	mis-specify	the	project	and	it	does	not	meet	the	
market/business	needs,	they	will	lose	value	and	the	investment	can	be	a	(net)	failure.		

Project	Sponsors	and	their	Steering	Committees/Project	Boards	are	developers.	The	governance	role	is	
to	be	the	guardian	of	the	net	value.	They	and	their	organizational	areas	will	suffer	if	the	project	is	
mismanaged	and	does	not	deliver	the	value	planned.	(‘Value’	in	this	context	includes	functional	
capability,	business	results	as	well	as	financial	returns.)	

The	developer’s	“net	business	value	maximization”	lens,	associated	mindset	and	value	system	are	
quite	different	to	the	builder’s.	Whereas	the	builder	is	focused	on	managing	the	cost;	the	developer	is	
focused	on	maximizing	the	net	value	–	ie	both	sides	of	the	ledger.	
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The Owner’s (strategy delivery) lens 
 

The	owner	wants	the	desired	business	outcomes,	benefits	and	consequential	business	results.	They	
want	a	long-term	return	on	their	investment.	They	are	investing	for	sustained	benefits	and	cumulative	
results,	and	take	into	account	the	long	term	operating	costs.	

Sustained	and	cumulative	business	success	is	their	primary	focus.	The	owner	needs	to	ensure	that	the	
value	is	not	only	achieved	but	also	sustained;	and	that	opportunities	to	extend	the	value	are	enabled	
and	(subsequently)	seized.		

Potential	project,	specification	or	scope	changes	are	evaluated	by	the	owner	in	terms	of	their	impact	
on	the	overall	business	and	the	portfolio’s	cumulative	success	–	assessing	not	only	“How	will	this	
change	impact	this	project’s	value?”	but	also,	“How	will	it	impact	all	of	the	other	projects	and	business	
initiatives,	existing	and	planned?”	

The	owner’s	timeframe	is	the	next	three,	five,	ten	or	more	years	–	ie	the	longer	term.	

Whether	the	owner	realizes	and	sustains	the	expected	value	depends	on	how	well	(and	cost	
effectively)	each	project	delivers	its	outcomes,	how	well	the	enabled	and	available	value	is	realized	
and	sustained,	and	how	well	the	cumulative	value	potential	of	the	portfolio	is	planned,	managed	and	
leveraged.		

The	Board,	Executive	Team	and	Projects	Investment	Committee	are	the	owners.	They	are	the	
guardians	of	the	longer-term	profitability	and	success	of	the	organization.	They	are	not	only	looking	at	
the	merits	of	the	individual	project	but	also	at	the	cumulative	merit	of	the	planned	and	existing	
portfolio	of	projects	–	will	these	projects	cumulatively	deliver	the	type	of	organization	and	business	
results	we	want?		

The	owner’s	“long	term	success”	lens,	associated	mindset	and	value	system	are	different	again	from	
the	developer’s	and	builder’s.	The	owner	is	looking	to	‘live’	with	the	result;	to	utilize	and	leverage	it	to	
extract	maximum	lasting	business	success.	They	want	to	see	‘1+1=3’.	
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The four lenses – cumulative or conflicting? 
 

Depending	on	how	they	are	managed	and	executed	these	lenses	can	be	complementary,	generating	
cumulative	results;	or	conflicting	as	each	role	pursues	its	own	individual	agenda,	resulting	in	a	
cumulative	loss	of	value.		

The	craftsman	can	either	over-engineer	their	tasks,	incurring	unnecessary	costs	or,	alternatively,	see	
what	they	can	‘get	away	with’	generating	outputs	that	often	require	remediation,	repair	and,	again,	
unnecessary	costs.	To	avoid	this	the	builder	needs	to	be	very	clear	as	to	what	is	required,	the	required	
quality	and	where	the	product/output	fits	within	the	overall	project	and	business	contexts.		

Clear	output	specification	(what)	and	context	(why)	are	the	disciplines	and	control	factors	on	the	
technical	specialist	(craftsman).	

The	builder	(especially	if	an	independent	party)	can	try	to	extract	maximum	value	for	themselves	
through	cost	variations	–	increasing	the	project	delivery	cost	(and	revenue	to	them).	It	is	to	avoid	this	
situation	that	so	much	management	focus	is	placed	on	project	cost	and	expenditure	control	–	so	as	to	
not	lose	the	potential	business	benefits	or	value	through	cost	overruns.		

Cost	management	is	a	discipline	and	control	factor	on	the	project	manager	and	team	(builder).		

Unfortunately,	everyone	has	adopted	the	builder’s	cost	control	mindset.	This	has	to	change.	

The	builder/project	team	is	charged	with	the	accountability	for	managing	the	costs.	The	governance	
team	(developer)	is	charged	with	ensuring	that	the	cost	management	is	effective,	managing	
contingency	funds	and	assessing	cost	variations	based	on	their	impacts	on	the	resultant	net	business	
value.	Their	focus	is	on	protecting	the	project’s	net	value.	

However,	the	developer	can	try	to	extract	maximum	short-term	returns	by	making	decisions	that	
reduce	the	project	cost	or	increase	the	net	sale	price	(immediate	measured	value)	at	the	cost	of	the	
long-term	costs	of	ownership.	For	example,	they	may	skip	transferring	historical	data	to	a	new	system	
to	save	project	costs,	a	decision	that	later	creates	massive	operating	costs	when	access	to	the	
historical	data	needs	to	be	maintained.		

When	the	project	delivery	lens	is	mostly	focused	on	cost	control	this	short-term	decision-making	can	
be	prevalent.	This	is	where	effective	‘value	management’	is	necessary	–	that	the	governance	team’s	
(developer’s)	measure	of	success	is	not	just	the	immediate	(short	term)	net	financial	profit/value	but	
also	the	measured	and	sustained	delivery	of	the	agreed	desired	business	outcomes	(end	states),	the	
benefits	and	the	associated	operating	costs.		

Value	management	is	a	discipline	and	control	factor	on	the	governance	team	(developer).	

The	developer/governance	team	is	charged	with	the	accountability	for	managing	and	delivering	the	
net	value.	The	Investment	Committee/Board	ensures	this	value	is	maximized	through	the	sequencing	
of	projects,	planning	the	cumulative	value	of	projects	in	the	portfolio,	and	assessing	scope	variations	
based	on	their	impacts	on	the	portfolio’s	net,	total	and	long-term	value.	

Portfolio	management	is,	therefore,	a	key	component	of	the	ownership/investment	management	
perspective.	The	key	value-adding	role	of	portfolio	management	is	its	ability	to	ensure	the	cumulative	
value	generated	from	projects	is	greater	than	the	sum	of	the	individual	parts.	To	achieve	this	portfolio	
management	needs	to	not	only	optimise	individual	projects	but	also	to	plan	the	portfolio	and	manage	
the	‘gaps’	between	projects	to	ensure	no	value	is	lost	before,	during	or	after	the	delivery	of	any	
project	or	investment.	
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Only	if	the	builder’s	costs	are	controlled	and	the	developer’s	total	value	generation	is	managed	can	
the	owner	achieve	their	desired	returns	and	results.		But	to	make	“1+1=3”	the	owner	has	to	actively	
manage	and	optimise	the	project	portfolio	so	as	to	ensure	they	are	executed	in	the	right	order,	build	
on	each	other	to	deliver	cumulative	value	while	minimizing	the	necessary	level	of	investment.	Too	
often	portfolios	are	not	managed,	resulting	in	duplicated	or	overlapping	projects,	conflicting	projects,	
non-integrated	projects	or	outcomes,	and	redundant	projects	–	all	leading	to	additional	investment	
and	operating	costs	and	reduced	business	value.	

Portfolio	management	is	the	discipline	and	control	mechanism	for	the	Board/Executive	Team/Projects	
Investment	Committee	(owner).	
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It’s time … 
 

The	interdependency	and	counter-balancing	of	the	four	lenses’	roles,	needs	and	measures	of	success	
are	essential	for	long	term,	consistent	project	and	benefit	delivery	success.	However,	too	few	
organizations	even	recognize	the	existence	of	the	four	lenses	let	alone	their	interdependencies	
resulting	in	business	value	being	lost	on	a	large	scale.	Our	research	has	found	that	most	projects	miss,	
lose	or	destroy	more	than	50%	of	the	value	available.	

Standard	project	management	methodologies	are	usually	limited	to	the	bottom	two	lenses	and	
therefore	leave	a	great	gap	between	strategy	and	results.	We	help	fill	this	gap	–	linking	strategy	to	
results	via	the	end-to-end	business	value	and	governance	processes.	The	result	is	an	exponential	
increase	in	delivered	business	outcomes	and	benefits	and	realized	benefits.	

All	organizations	now	need	to	recognize	and	leverage	all	four	lenses	to	consistently	deliver	their	
planned	and	expected	strategic	business	results.
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