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Practice versus Best Practice
Some reflectionsSome reflections
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Observations

• We experience in general that the Project Owner does not 
involve him self as much as necessary in the early phases
of the project
– Setting the objectives
– Evaluation of relevant concepts
– Setting the Success criteria
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Holmenkollen ski arena
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A fairy tale?

1998 The Association for the Promotion of Skiing and The Norwegian Ski Federation

had a dream: Oslo as a Ski Capital. - Hosting World championship
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Host contract: modification of Holmenkollen Ski Arena, MNOK 50

Owners decision: a brand new ski arena, MNOK 350
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Design competition limit MNOK 580, result MNOK 900 
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Demolition is started, No way of return New calculations MNOK 1 200 : 

Headache → Risk analyses → Forecast MNOK 1750
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Budget MNOK 1 920  

World championship in Oslo
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Why did it happen?

• The project was passed from project owner to architects• The project was passed from project owner to architects
and engineers without conclusions on

S– Scope

– Budget

H t th j t ff ti l– How to run the project effectively

– Success criteria useful for adequate use of resources

Wh t b ti bl• When cost overrun became noticeable
– To much effort was spent on unrealistic savings

– To little effort was spent on planning and budget revision
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Holmenkollen national arena 

Design icon
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Costs related to lack of involvement from project 
ownerowner
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Lack of involvement from project owner
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We all want success! 
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Success criterium - Critical success factors
(A proposal of definitions)(A proposal of definitions)

• Success criterium (set by the owner)• Success criterium (set by the owner)
– Criterium that determines whether the project can be experienced

(by the users and/or the public) as successful or not and achieve a(by the users and/or the public) as successful or not and achieve a 
good reputation over time

not to be confused withnot to be confused with
• Critical success factors (identified by risk analysis)

F t th t h i ifi t i fl th ibilit t– Factors that have a significant influence on the possibility to 
reach the objectives and meet the success criteria
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Objective: Conquer South Pole

Project team Amundsen Project team Scott

Success Criteria:              First man on South Pole
All men return

Critical success factors:  Diet and traction



Another project

1500 km

Shackleton attempted to be the first to cross the continent of Antarctica, 
but his ship became trapped in ice and the ship broke up. 
The tremendous effort Shackleton made to rescue his men is one of 
the most heroic sea stories of all timethe most heroic sea stories of all time.

Shackleton did not reach his main objective, but he succeeded in 
bringing all his men back
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Responsiblity for strategic decisionsp y g

Project Governance

Objectives

j
Documents

Strategy

Concept evaluation
Success criteria
Risk sharing

Project owner

O

Contract model
Organization modelO

peration

Organization model
Change managementProject manager
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Quality of Guidelines 

Influence on
the final 
result

Project owner

Quality of
Guidelines

Project manager
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Reflections on best practice

• Project owners definition of adequate success criteria is of• Project owners definition of adequate success criteria is of
great value because when the project manager has to give
priority to different solutions and hopefully the budgetpriority to different solutions - and hopefully the budget
forces him to do that - he has guidelines from the owner to 
act in an adeq ate aact in an adequate way
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QA - model

Project owner

Objectives

Constraints

Success
criteria

not OK

3. Part Constraints

Scope

criteria

OK

Control

Project manager
Contract model

Organization model

Design Team

Change management

Design Team
……………..

……………..
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A project that demonstrates the 
application of success criteriaapplication of success criteria

Bislett stadium 
Oslo



Challenges medio 2003g

• Stadium out of date• Stadium out of date
• A new project

– Budget MNOK 650
– The owners would only spend MNOK 450
– Very little time to Bislett Games 2005 in a 

new stadium



New Bislett Stadium

Success Criteria
1. Bislett Games remains a part of Golden League events

2. The competitors are encouraged to go for world records

Objectives
1. Time: Bislett Games july 2005

2. Quality: Running track shall be the best you can get for money

3. Cost: MNOK 450
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Main critical success factors

• ScopeScope
– Descope elements that were not 

necessary for launching the
Golden league eventg

• Project organization
– EPC contract

Team building– Team building



Bislett stadium

600
700 Project completed

Savings MNOK 100

400
500
600 Savings MNOK 100 
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Is the success confirmed?

Bislett Games world records  



An alternative is to rely on miracles



… and we can save 300 lira by dropping the geotechnical  survey
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