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ABSTRACT 

This study deals with exploration, identification and study of 

some Critical Success Factors (CSFs) that influence the 

project performance with particular reference to large 

infrastructure / construction projects and start up projects in 

select sectors such as engineering, infrastructure, 

construction, telecom and software projects, especially in 

India. It is clear that the „strategic intent‟ that gives birth to 

a project, is to bring about certain changes that are 

necessary for organizational effectiveness. Thus, the 

projects, particularly the startup projects, must have a 

strong link with the “Business Strategy” of an organization. 

In practice however, the “Project Performance” is 

influenced by the business environment, notably the market 

factors and the expectations of a variety of stake holders.  

The research undertaken is based on 30 case studies across 

a few industry verticals. The analysis indicates that there is 

a strong case for incorporating two additional CSFs namely, 

“Flexibility in Planning” and “Dynamic Feasibility Study”. 

Inclusion of “Flexibility in Planning” envisages multiple 

levels, namely organizational, strategic, and operational 

levels. “Dynamic Feasibility Study” is essential since the 

current static; one time approach to feasibility assessment is 

no longer valid when the project environment undergoes 

major changes. Additionally it is seen that „Risk 

Management‟ needs specific formal attention from the 

project teams. It is also noticed that it is essential to give lot 

of emphasis on understanding „Scope of the Project‟ (that 

appears to tentative and incomplete in many projects) in 

relation with „requirements‟ specified and the core need for 

which the project was initiated in the first place. It is hoped 

that the findings of this study will help future project 

managers to ensure „Successes‟ in their projects 

 

Keywords: Startup Projects, Project success, Success 

Criteria, Critical Success Factors, Engineering projects in 

developing economy, Flexibility, Dynamic Feasibility Study 

(DFS), Preliminary Project Feasibility Study (PPFS). 

 

 

 

I. INTRODUCTION  

This study deals with identification and analysis of 

some critical success factors with particular reference 

to large infrastructure / construction projects and start 

up projects in select sectors (such as engineering, 

infrastructure, and software projects) and few projects 

in infrastructure / construction industry. The research is 

motivated by a need to understand the issues and 

difficulties faced by project managers responsible for 

executing large infrastructure / construction projects as 

well as startup projects in developing countries, 

specifically in India. 

 

I.1 Motivation for Research Study 

 

The notion of a project is obtained through various 

„definitions‟ available in the literature. Turner (1999) 

in his handbook on project management states “a 

project is a temporary organization to which resources 

are assigned to do work to deliver beneficial changes.” 

According to the Project Management Body of 

Knowledge (PMBOK 2013) of the Project 

Management Institute (PMI, USA), a project is a 

“temporary endeavor undertaken to create a unique 

product or service”. Implicit in these and other similar 

definitions is that a project is undertaken to bring about 

beneficial change to the organization or society, and 

that it has a definite beginning and end. While a project 

is usually time-constrained, it can often be constrained 

by funding or technical resources and many other 

constraints as well. The „Strategic Intent‟ for taking up 

a project is to set up a new business enterprise or to 

bring about certain changes that are necessary for 

organizational effectiveness and improving the 

competitive edge in the market place. Thus, the 

projects undertaken will have a strong link with the 

business strategy of an organization. In this sense, the 

success of a project decides the strategic change in 
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organizational positioning and stance. Hence, it is 

crucial that the projects undertaken must succeed to 

ensure achievement of the organizational goals set by 

the management, based on the „Strategic Intent‟ that 

gives birth to a project. Finding out Critical Success 

Factors (CSFs) for Indian projects thus becomes 

imperative. 

 

1.2 The objectives concerning study on CSFs are 

the following:  

 

•To examine the conventional notions about Critical 

Success Factors (CSFs) for projects  (such as Scope / 

Time / Costs / Quality / Risk and Customer 

Satisfaction) be used for predicting success of large 

Indian Projects or there is a need for few additional 

factors that may be useful in the Indian context.  

•To identify and define / conceptualize additional CSFs 

for evaluation of Indian Projects, if need be, that truly 

represent the CSFs for Large Indian Projects and 

Startup projects. 

 

1.3 Introduction to project success and failures  

 

The classical view of „project management processes‟ 

is based on the control paradigm. Accordingly, several 

researchers have devoted the attention to identifying, 

monitoring, measuring, and controlling some critical 

parameters that can lead to project success. Some of 

the control processes are: set standards, design review 

metrics and mechanisms, MIS design with progress 

reporting tools, and assignment of expert personnel to 

take critical decisions during execution. With the 

control function in place, it is hoped that the desired 

project outcome is ensured. Through intricate 

incentives, the project control group endeavors to help 

the project team achieve and exceed the expectations 

of the owners and users for overall satisfaction of all 

the stake holders of the project. 

 

However, in practice, the design of Project Control 

function faces additional challenges in comparison to 

operational control. Since, projects are generally 

woven around „changes‟ in the business environment; 

they carry the seeds of “Uncertainty” throughout the 

life cycle. There are simply too many nuances and 

uncertainties inherent in the project environment. 

Researchers have attempted to delink the effect of 

environment and identify critical success factors that 

can be universally applied. This has resulted in 

multiple success factors suggested by several authors, 

although there are some common themes. This makes 

the task of Project Control function ever challenging 

and interesting at the same time. From this point of 

view, the current research context on Project Control 

activity to identify metrics around Critical Success 

Factors (CSFs) assumes both theoretical and practical 

importance. A deep knowledge of relevant CSFs can 

help anticipate problem areas and mitigate the project 

risks right from the beginning and improve probability 

of success for the projects at large. 

 

In spite of research on project management theory and 

practice over the past five decades, there is no 

consensus on what project success means. Guru 

Prakash Prabhakar (2008) has carried out extensive 

research project success and has pointed to many 

aspects where there is no specific agreement about 

exact definition of „Project Success‟. Every researcher 

has seen different aspect from unique perspective 

about project success. Some of these opinions are 

specified below for reference. The project success 

review carried out by Guru P Prabhakar (2008) has 

provided rich inputs for the listing of issues that lead 

the project towards success or failure. Similar research 

study has been carried out by Lavagnon (2009) and his 

findings are also very useful in understanding concepts 

and ideas that determine success or failure of projects 

and help in compiling the list of CSFs for the study. 

The literature review indicates that the „Project 

Success‟ has to be seen from „Project Success of the 

Project Outcome‟ and also from the point of view of 

„Project Management Processes‟ point of view. This 

aspect has been studied well and has been incorporated 

in the analysis and conclusions of this research. 

 

1.4 Critical Success Factors 

 

Critical Success Factors (CSFs) are such parameters 

and issues concerning project that have significant 

impact on the outcome of the project in a competitive 

market environment. Critical success factors (CSFs) 

are characteristics, conditions or parameters that can 

significantly improve or adversely affect probability of 

success of the project.  Obviously CSFs have to be 

only few and manageable so that they are useful and 

effective for the Project Managers (PMs). It is 

expected that close watch on these factors can improve 

control over the project activities so that the set goals 

can be achieved.  Critical Success Factors has been an 

area of study in the field of General Management and 

especially in the context of Management Information 
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Systems (MIS). In this context, CSFs are also called as 

Key Success Factors (KSFs) by few professionals.  

The concept of CSFs was originally provided by 

Ronald (1960) and was further studied by Rockart 

(1970). Rockart (1970) defined CSFs as: “CSFs are a 

limited number of areas in which results, if they are 

satisfactory, will ensure successful competitive 

performance for the organization / project. They are 

the few key areas where thing must go right for the 

business to flourish. If the results in these areas are not 

adequate, the organizations‟ efforts for the period will 

be less than desired”. 

 

Critical Success Factors (CSFs) indicate „areas of 

business where few identified parameters must be 

handled very well to ensure overall success of the 

project on hand‟. In practice, CSFs have two measures. 

One is assessment of such parameters in market place 

as seen by the customers and competition, and the 

other is based on the subjective assessment of the 

managers and senior management of the organization. 

One can appreciate that these two measures correspond 

to external and internal perspectives, and will result in 

different aspects and results. 

 

1.5 Research Methodology 

 

This study used the following approach and methods 

for compilation of base data, analysis of collected data, 

and analysis of cause and effect relationships based on 

project successes or failures. The data and explanations 

documented during the field work gave the researcher 

the requisite insights and some understanding of 

success factors that determine the project performance 

and project outcome for large infrastructure / 

construction projects and startup projects of various 

categories, especially in Indian context. Statistical 

methods have been used for analysis as applicable. 

The following are the steps for the research work: 

•Literature Review from Books / Published articles in 

various professional journals and internet data about 

past research. 

•„Convenience Sampling Method‟ has been used due to 

inherent difficulties faced in collection and compilation 

of the data on the past Projects. Such data / interviews 

were based on personal contacts and willingness of the 

concerned organizations to share the actual data.  

•Study of about 30 select projects (current and past) 

and project organizations that have faced challenges in 

managing projects. Such details based on the 

questionnaire for the case studies were compiled and 

analyzed for this study. 

 

Additionally experience based observations based on 

projects carried out by the researcher in his career over 

the last 35 years are presented in the form of few case 

studies used in the research work. 

The findings of the study are specified below: 

 

1.6 Flexibility for better success of projects 

 

It has been noticed (based on the case studies carried 

out) that „Flexibility‟ for effective project management 

in terms of approach, methods and plans could help 

improve the probability of success for projects in 

general and for Indian projects in particular. It is 

abundantly clear that flexibility does not mean laissez-

faire approach to project management and methods. 

The analysis of the data and statistical analysis of the 

same strongly indicates the need to include “Change 

Management and Flexibility‟ appears to be a potent 

candidate for inclusion in the list of „Basic‟ CSFs list. 

The following sections give more specific details of the 

observations and some comments and discussions 

about the issues identified. It is suggested that 

„flexibility‟ needs to be provided at three levels, 

organizational, strategic, and execution levels in the 

project life cycle. The type of flexibility and the 

organizational level at which it can be allowed to 

operate are indicated below: 

•Organizational Level Flexibility should be at Level of 

the Board of Directors for the project performing 

organization 

•Strategic Level Flexibility should be managed by the 

„Project / Program‟ Director / Managers who should 

raise a particular issue with Board Members if the need 

be. 

•Execution Level Flexibility can be managed by 

Project / Program Managers. 

The authors would like to point out that these ideas 

look very normal and logical in theory but is hardly 

observed in reality. The future project managers will 

have to learn to pay specific attention to this aspect 

(and at times demand the appropriate authority and 

flexibility in decision making) if projects have to 

complete successfully. Flexibility has to be used in 

case of very major changes in the project environments 

and has to be used in consultations with the appropriate 

project authority at an appropriate level. The following 

paragraphs explain the background and situations 

involved. 
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1.7 Organizational Level Flexibility  

 

This level of flexibility is available at the highest level 

of project organization, and the responsibility lies with 

the Board of Directors. Some of the flexibilities 

include: 

Organizational Structure for the project 

Certain built-in flexibility in the organization structure 

and decision making authority, especially in the initial 

phases of the project activities can have long lasting 

impact on the project success. In a startup project, 

many agencies are involved in the initial period that 

leads to too many viewpoints and ego conflicts that can 

render the process of decision making process 

completely ineffective. In large infrastructure projects, 

the Program Director does not have adequate authority 

to take decisions and has to undergo elaborate, time 

consuming processes for approval of changes and 

funding sanctions. This is certainly counterproductive 

as seen from the case studies. 

 

Organizational policies and work norms 

While organizational policies are important, it is 

critical that there is provision made to tweak the policy 

guidelines and give support to the project for the 

betterment of all the agencies involved when the 

situation demands (especially for the complex 

projects). Policies should not become bottlenecks in 

project execution and flexibility in terms of tweaking 

few rules and regulations can help in project success. 

While the idea is quite simple to understand, this is 

really very difficult to practice especially for complex 

and large project organizations.  

 

Finance and re-finance based on revised feasibility 

studies 

Many a time, finance managers appear to be main 

impediments due to tendency to point out to original 

feasibility and allocations. From the case studies it is 

evident that cost escalation is a trend many projects. 

Although the desire to control overall costs is 

understandable, once the project starts, it is hardly 

possible to stop or abandon the project midway and 

lose all the money spent so far. Hence, it may be 

prudent to provide for the requisite flexibility right 

from the beginning subject to proper justification and 

hence make handling of the changes with relative ease. 

It is noticed that once the cash flows are tight, the 

senior project team has to abandon all other activities 

and concentrate only on funding. This can lead to 

distraction and additional losses and sometimes 

failures of the projects at hand. The case studies also 

indicate that even the feasibility reports prepared were 

themselves inadequate or unrealistic. Of the 30 case 

studies, all the 9 failure cases indicate that cash crunch 

was the main bottleneck that led to failures or 

unprecedented delays in delivery of the projects. To 

base the financial numbers and hence sanctions on the 

basis of „inadequate, incomplete feasibility report itself 

is unsound practice although this happens in case of 

many projects. Infrastructure and startup projects are 

certainly susceptible to such situations more than other 

types of projects. The suggestion would be to provide 

for such additional funds as part of the original funding 

plan. Such funds should be separate from the normal 

„Project Contingency‟ and „Management 

Contingency‟. 

 

1.8 Strategic level flexibility 

 

This level of flexibility is proposed at the level of 

Project Directors and Project Managers. There are 

some issues that are strategic in nature and need to be 

dealt with by senior persons outside the realm of the 

project managers. Such issues have the power (positive 

or negative) to alter the “Strategic Intent” of the project 

itself. Some of the flexibilities include: 

 

Strategic Flexibility - due to significant changes in 

market / economic conditions  

One can easily appreciate that there is considerable 

time spent between “Feasibility study” stages till the 

project takes “Initial Shape” in the initiation / planning 

and execution stages. There can be a considerable time 

gap between these two stages, especially for 

manufacturing startups and infrastructure projects, 

spanning even up to a few years between these two 

stages. Flexibility demands that the base assumptions 

for the feasibility study need to be revisited and 

revalidated during execution. This is required since 

there can be significant shift in initial market potential 

estimates and the reality at current stage. If such a 

condition arises, one must have flexibility to revalidate 

the basic assumptions and make the changes in the 

„Business Plan and Project Plan‟ based on diligent 

analysis. At times one may be forced to tweak 

“Strategic Intent” itself to realign with current reality 

for the project. It is noticed based on initial case 

studies that such change if not carried out in time may 

lead to project disasters. Strictly speaking, such issues 

are outside the „sphere of influencers‟ for the project 

managers and senior management need to take a final 
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call on such issues at strategic level. The observations 

from case studies support these findings. Even when 

market conditions changed the intervention from the 

senior management was not done in spite of several 

requests from the project teams and hence the result 

was disaster. It is pointed out certain flexibility from 

the senior management could have helped the project 

to get on an even keel if the additional funding 

(justified) was given in time. 

 

Strategic Flexibility – Technology Changes and 

Technical Environment  

The current business environment has seen 

unprecedented speed in terms of onslaught of 

technologies. In the milieu of the technology 

dynamics, some of the projects also face extreme 

problems due to new solutions (more efficient and 

fasters with additional facilities) offering new 

possibilities compared to the choice of current 

technology. Technology changes can also affect 

customers‟ choices and render current solutions 

obsolete. „Market changes and Technology changes‟ 

together can render previously validated decisions 

(especially for capital investments and resource 

structures) ineffective in the new environment.  

This again calls for „flexibility‟ in the project 

environment at „Strategic Levels‟. One must provide 

flexibility, to make few changes in the “Strategic 

Intent” when one encounters such situations, for the 

project organization. This is not at all so simple at 

times but needs attention and permission from the 

sponsors and senior management. It is evident that 

whenever „flexibility‟ as explained earlier is used it 

will have an impact on the scope / time and costs for 

the project although it can improve the quality, reduce 

the risk and improve customer satisfaction.  

 

Strategic Flexibility - Proactive actions by 

competitions for Market Leadership  

There are many situations where the proactive stances 

and actions taken up by the competitors, especially in 

case of the prospective competitors make the current 

project futile. In some cases, it may be better to 

abandon the project at hand. However, this is not easy 

if one has committed too much in the project in terms 

of financial costs, technical advances, or progress 

made. This makes the situation quite challenging and 

at times very painful for the project owners and 

stakeholders. There is a need for flexibility at strategic 

level to make suitable changes in the basic strategy for 

the project, otherwise in spite of successful execution 

of the project at hand, the „value‟ of the project may 

get destroyed and there may not be much value for the 

sponsors and stakeholders. In such environments, it 

may be useful to maintain the „flexibility‟ in basic 

approach for the projects especially for the 

infrastructure and startup projects.  

 

Strategic Flexibility - Availability of Funds and 

access to Additional Funds 

Availability of funds continues to affect project 

managers in most projects. The situation is precarious 

for some of the infrastructure projects and the startup 

projects. Lack of funds can force the PMs to make 

“wrong compromises” to somehow push the activities 

forward. This can be a disaster for the project. PMs 

need to be rather cautious about such estimates and 

correct these biases right in the beginning. It is noticed 

that even if there is a lurking suspicion about such 

estimates there is an overwhelming tendency to push 

aside such doubts. This can be dangerous since 

shortage of funds may lead to sub-standard decisions in 

spite of reasonable understanding of the compromises 

made. 

 

Strategic Flexibility – Choice of Partners and 

Investors  

It is generally observed that startup companies are 

rather desperate to get more funds right in the 

beginning. Many a times the selection of investor / 

funding agency is carried out in a hurry with a view to 

close the deal as soon as possible. This can create a 

trap for the future. If the investors are very strong, they 

will start dictating terms and generate unnecessary 

pressure on the new startup project. The entrepreneurs 

will get flustered in such situations and work hard to 

somehow get to the breakeven point and the pressure 

tends to result in sub-standard decisions and mediocre 

performance. This may prove fatal at a later stage since 

this situation may hurt the basic concept of the venture 

itself. Similarly, parting with large equity percentages 

(controlling interest) to the outsiders may generate 

issues and conflicts in future. The promoters / 

entrepreneurs should judiciously guard against this 

possibility for any type of startup project. Few of the 

case studies confirm such observations. 

 

1.9 Operations / Execution Level Flexibility 

This is proposed at the level of Project / Program 

Manager. This flexibility appears essential under 

several knowledge areas but specifically under “Scope 

Management”, “Risk Management”, and “Human 
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Resource Management”. The following aspects clarify 

the issues more specifically. Some of the flexibilities 

include: 

 

Operational Flexibility- Scope Management (when 

there is significant changes in scope) 

In many cases, projects are initiated without a deep 

understanding of the nature of purpose and specific 

scope expected by the sponsor / customer organization. 

At this stage it may be useful to clarify the application 

and meaning of the following terms used in this 

context: Requirements, Needs, and Scope. These terms 

are often used interchangeably both in theory and 

practice leading to a lot of confusion and 

miscommunication. A common problem that is noticed 

based on the case studies is that „Requirements‟ are 

viewed as generic and consist of loose aspects that are 

at times unrealistic and not well studied in several 

projects. 

The following definitions are proposed to bring about 

greater clarity in the three terms, and explained 

through a schematic figure. 

 Requirements: as defined or specified by the 

customer with current understanding of the project 

needs (this may not be complete and comprehensive 

understanding at this stage) 

 Core Need: of the organization that must be catered 

to in order to satisfy the „Strategic Intent‟ that gave 

birth  to the project in the first place (in many cases 

this is not well defined or articulated before the 

project is approved).  

 Scope: This is very crucial and at times, it is not 

clearly understood (as confirmed through case study 

observations) or specified in concrete terms 

(progressive elaboration principle makes it more 

complicated) at the initial stages.  

  
Thus, Scope can be clarified as a statement of work 

that will provide for circumscribing the „core need‟ and 

additionally carrying out „requirement satisfaction‟ 

work subject to availability of funds and adequacy of 

resources as per the project charter. This may not be 

easily possible in case of some project situations.  

It needs reiteration that, if scope is not defined well 

and if there is no guarantee that it will solve the „Core 

Need‟ and hence not satisfy the „Strategic Intent‟ of the 

organization, then the project may not be worth 

undertaking. Any scope definition, and hence time 

schedules and cost estimates, will all go awry if the 

basic premise on which all the aspects are based is not 

valid. This will certainly lead to project failures, even 

when execution is within time and budgets. While this 

aspect may look quite simple and obvious, the case 

studies indicate that this aspect is not paid due 

attention in the beginning of the project. It is 

sometimes discovered later in the project execution 

and then it may be too late at that stage, leading to 

disasters or embarrassments for all the project actors 

concerned. 

 

Fig. 1 indicates the schematic way some of the 

possibilities and anomalies concerning non-congruent 

„Requirements / Core Needs and Scope‟ in such 

situations. It can be seen that Case1 and Case 6 from 

the diagram above have good chance of success, 

although Case 6 is a „Gold Plating‟ situation and the 

organization may lose money if the project is executed 

this way. The case studies undertaken indicate eminent 

possibilities of such cases in reality.  

 

Case 2, Case 4 and Case 5 from the diagrams are sure 

cases of project failure considering predictive nature of 

these diagrams. Case 3 is a border line case and needs 

to be navigated carefully to avoid possible failure. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Fig. 1 Schematic for proposed definition of Core 

Needs, Requirements and Scope 

In case of the „Startups‟ and „Infrastructure / 

Construction Projects‟ this type of problem is more 

acute and enhanced due to underlying uncertainties 

and can lead to undesirable situations and failures. 

This is mainly on account of the fact that many new 

ventures are set up on generic hope that the things will 



IICMR International Research Journal I4,Vol.12, Issue 1,Feb 2018,ISSN No.0975 2757 SJIF 2016:4.8 

Revisiting, Reanalyzing and Maintaining Flexibility in improving … Page 38 
  

work out in favor of the entrepreneur. This is quite a 

contradiction in reality because the “hope of an 

entrepreneur” is the motivation for the startup but an 

„overdose of hope‟ itself can bootstrap the project. 

Over-confidence or hopeful-thinking can at times 

drive the project towards failure and lead to a resource 

trapped environment. Such situations give rise to 

undesirable compromises and desperate adjustments. 

It is to be noted that judicious analyses and decisions 

about „Requirements / Core Need / Scope‟ merit re-

examination and re-assessment at the beginning 

before resources are committed. It is important to 

revalidate the assumptions and technical aspects of the 

project. 

Operational Flexibility-Risk Management (when 

there is unprecedented risk) 

One needs to understand that „Risk Management and 

Mitigation‟ will anyway help address the normal risks 

but any „risks of abnormal type or size‟ must be 

addressed using flexible approach as indicated above. 

However there are some major challenges faced by the  

projects as specified above due to inadequate 

feasibility studies or improper capturing of issues such 

as „requirements / core need and hence scope‟ for the 

given project environment. Judicious analysis of such 

current situations may drastically alter / modify or 

completely overhaul the need (born out of the 

„strategic intent‟) of the project from the parent 

organization. Such situations are rare and few but once 

they occur it is imperative to go back to the drawing 

board and recast the project all over again. Such drastic 

changes also impact „risk management plans‟ for the 

project. If the situation so demands it is mandatory that 

the „risk identification and management‟ plans also are 

re-done or recast in the new environment. 

 

Risk management is at times a completely neglected 

subject for many projects across industry segments and 

especially for the startups projects as well as 

infrastructure / construction projects in India. Risk 

management must get full attention right from the 

concept stages to avoid future impediments and 

embarrassments. This is not as easy as it looks and one 

has to take specific firm steps right from the initiation 

of the project. This means each and every WBS should 

be scrutinized for the possible risks and risk mitigation 

actions as required. Indian projects must learn to pay 

focused attention to „Risk Management‟ if they want to 

improve probability of success for the projects at large 

.  

Operational Flexibility-HR issues to ensure 

motivation and satisfaction of teams  

One must realize that HR has to be managed (soft 

issues) as an area of priority by every project manager. 

The softer issues such as Competency Building, 

Performance Management, Motivation, and 

Innovation, etc. need direct attention from the PM. 

This is a crucial aspect for any startup unit and at times 

for large infrastructure projects as well. 

 

It is a challenge to develop a well knit leadership team 

for the new startup project. Each member of the team 

must have supportive attitudes and must be willing to 

give his best for the success of the project. Over a few 

days of the initial period of working together, one gets 

an intuitive judgment about the team members and 

their basic attitudes. The PMs of the startups must have 

flexibility to get rid of the members who do not easily 

want to become part of the team. This may look very 

harsh but is crucial for the project. Any imbalance in 

the initial team may harm the project beyond repairs. 

PM needs to be empowered through flexible and 

independent authority in the form of guidelines from 

Corporate HR in order to resolve the issues effectively.  

 

Operational Flexibility-Selection of the initial team  

One of the tough challenges for such projects is to 

select and appoint competent team members with 

positive attitudes and excellent skills. This is critical 

since the „base team‟ can make or mar the project 

success. The induction of the initial team members is 

very critical for getting the project in “take off” stage. 

This aspect of HR cannot be sub-contracted or 

delegated to anyone else. However, there are no 

standard ways of doing this for the „base team‟ since 

everyone in this team tends to be critical member of 

the team at that point of time. Such an action if 

required needs tremendous persuasive and tenacious 

personality with fine judgment and flexible approach 

by the PMs. Many large organizations, full of politics 

and internal tensions, do not find it easy to deal with 

such delicate situations, finally making a mess of the 

project. The project team, especially the PMs, must 

have flexibility to get replacements of such members 

who do not gel well in the team.  
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Operational Flexibility-Provision of right 

infrastructure (in construction /infrastructure / 

utility projects as well as for startup projects) 

One can hardly over emphasize the need for right 

equipment and facilities for the startups and large 

projects. Unfortunately, such aspects are not detailed 

out at the stage of „Feasibility Study‟. The costs 

involved in providing such facilities is very high (both 

CAPX and OPEX) and hence if not planned well in the 

initial stage itself. Such issues can drastically affect the 

economics and overall results for the project. The 

detailed analysis of case studies support these 

observations. It is suggested that the PM and team 

should have requisite flexibility (backed up by 

authority) to address such issues. 

 

1.10 Role of Flexibility as a CSF 

 

Although one can say that the scope of the new startup 

and infrastructure projects must be frozen in advance 

and there should be good clarity about what is the 

expectation from the project, in practice the truth is far 

from such considerations. While the scope of the work 

need not be cast in stone and needs some flexibility, a 

self-correcting mechanism is also needed. It may be 

noted that „flexibility‟ as a CSF is not emphasized by 

any of the previous research to the best of our 

knowledge. Although it is understood that flexibility 

can be useful in managing uncertainty in project 

environments (Pundir et al. (2012) and Shahu et al 

(2013), (Kelkar et al (2016) (2017)) not much research 

is available in the precise mechanisms for using 

flexibility to manage uncertainty in startup projects. 

 

Our proposed inclusion of „Flexibility‟ as one of the 

key CSF is based on the insights gained during the 

analysis of the case data compiled. Flexibility in this 

regard may mean alterations / tweaking of the 

„strategic intent‟ itself for the project due to specific 

new project environment that will lead to drastic 

changes. One has to admit that such occasions are few 

but if there is one on the horizon then flexibility helps 

the PM to address changes to the scope / time / cost / 

quality / risks and customer satisfaction (that are 

already accepted conventional factors chosen as CSFs) 

for the projects. The 30 case studies undertaken clearly 

point to a few projects where such drastic steps had to 

be taken. Lack of „Flexibility‟ in such matters may 

significantly mar the progress of the project or even 

kill the initiative for the project. Thus, it may be 

prudent and even crucial to incorporate „Flexibility‟ as 

one of the CSFs that may help to solve the issue. 

 

1.11 Dynamic Feasibility Studies 

 

A critical aspect of any feasibility study is to ensure 

that there are more than fair chances for the project to 

succeed and help fulfill the strategic intent of the 

organization. Feasibility studies are futuristic and 

provide basic guidelines for project team to prepare 

project plans and budgets for the proposed activity. In 

spite of good planning, there could be a gap between 

plans versus actual reality. This is the time one needs 

to realize that the project plans and scope should 

provide for flexibility to make suitable changes in the 

plans and scope, and tweak the expectations. This is 

crucial for many startups since even after lot of market 

surveys and analysis, the issues involved get clear only 

when the execution actually happens. Based on the 

findings of the 30 case studies, more than 15 PMs have 

suggested that some form of dynamic Feasibility Study 

should be included as one of the CSFs for Indian 

Projects. It is therefore proposed to include „Dynamic 

Feasibility Study (DFS)‟ as a CSF to be included in the 

list of CSFs for Indian Projects, especially for startup 

projects and Infrastructure / Construction projects. 

Before even the formal project feasibility analysis, one 

can consider a “Pre-Project Feasibility Study” (PPFS). 

Pre-project Feasibility Study (PPFS) is prepared before 

the project idea is formally selected and approved for 

the work to start. PPFS is only indicative order of 

magnitude exercise based on certain assumptions made 

at that stage. This is prone to errors and misjudgments. 

PPFS is prepared on the basis of certain set of 

assumptions and then makes forecasts and estimates 

for the proposed project. Understanding the 

assumptions is very critical since projects by nature are 

quite complex and involve multi-disciplinary issues in 

the project execution processes. It is essential that the 

set of assumptions are cross checked with experienced 

professionals / experts and senior project managers 

who have carried out similar tasks in the past. The 

following are some of the limitations of the traditional 

feasibility study approach: 

 

• In case of many projects the „feasibility study‟ 

is carried out just as a formality and not with 

due care and attention. Often, feasibility study 

looks at only financial aspects and a few 

cursory technical issues.  
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• It is noticed that the time period, between 

feasibility and actual start of the project, can 

go up to several months and in some cases 

even for a few years. The basic assumptions 

made may become redundant or irrelevant in 

the actual project. However no one bothers to 

revisit the feasibility studies by going back to 

the drawing again. 

• On many occasions, it is noticed that 

„Feasibility Studies‟ are actually carried out by 

relatively very junior personnel, only as a step 

in completing the formality. This can pose 

serious problems for the project at a later stage 

during the execution.  

• Many organizations prepare such PPFS at the 

beginning of the project ideation but do not 

spend time to update the assumptions (and 

hence modifications to project budgets and 

plans). This may create problems and 

embarrassments for everyone in the future.   

• Assumptions made at the stage of Pre Project 

Feasibility Study (PPFS) may undergo changes 

by the time project is taken up for 

implementation. This difficulty is genuine and 

hence demands attention from all the 

concerned involved in planning and execution 

of the project at hand. The time lag between 

sanction stage and implementation stages are 

likely to see changes in the following aspects: 

 

o Geo-political-economic changes  

o Market changes (needs of the customers and 

increased level of competition) 

o Technology changes  

o Changes at supply end 

o Availability of key resources and facilities at 

site 

o Changes in Governing laws and regulations 

that can affect the current project. 

o Intervention at site by “special interest 

groups” can result in delays in obtaining 

clearances from the Government authorities 

 

The case study based data and observations support 

such findings. In order to avoid these traps, the concept 

of „Dynamic Feasibility Study‟ (DFS) is recommended 

to be incorporated as an important step in the processes 

groups of project management. We define Dynamic 

Feasibility Study (DFS) as the recasting of the 

feasibility study when one faces unprecedented  

situations that call for „revisiting the project plan by 

going back to the drawing board for recasting the 

entire project plans in such drastically challenged 

situation‟ to ensure project feasibility in the changed 

environment. 

 

There are many reasons in the business environment of 

the project that will prompt the need for DFS. 

Whenever there is any major deviation from the basic 

assumptions of PPFS, it is essential to revisit the 

„Feasibility Study‟ concept at that stage and recast the 

project plan. It may be noted that this is far different 

from „Engineering Change Notice‟. Change notice 

process is normally initiated when there is a change in 

technical scope of work being carried out. However, 

the concept of DFS is proposed to handle the change in 

Business Environment or the adjustments required in 

the strategic intent of the organization that may affect 

the basic concept of the project need itself. This aspect 

needs astute understanding of the change in the 

business environment that will call for immediate 

attention from the senior management of the company. 

 

The indicative situations that may need DFS approach 

are specified below for quick reference. 

 

1. Major upheavals / changes in the market need that 

renders the current project redundant unless the basic 

assumptions are modified to suit the new environment. 

Such changes are likely to affect the „Strategic Intent‟ 

of the organization that gave birth to the project was 

given the birth may get nullified or needs to be 

tweaked due to the changes. Running the current 

project with old assumptions and old sanctions may be 

obviously disasters.  

2. Introduction of “Competitive Technologies or 

Competitive Strategies” introduced by the competition 

mid-way in the project execution may demand the need 

for recasting the feasibility all over again.  

3. Major impact on the current project investments due 

to introduction of innovative technologies in the 

market place that change the economics of the project 

investments and leads to changes in ROI for the 

current project. Such situations need review of the 

current project and land up in all new direction and 

approach for the current project. Such a situation also 

needs to go back to the drawing board and recasting 

the project plan all over again.  

4. Major changes due to Geo-political situations and its 

impact on the concerned country / locations. 
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5. Unprecedented changes in the laws and regulations 

affecting the project environments. 

6. New initiatives launched by the competition that 

generates an impact (positive or negative)  

7. Realization that the current technologies or the 

methods adopted for the project are not suitable to 

resolve the business problem, in the midway in project 

execution.  

8. Impact of socio-political impact leading to threats 

for the proposed / current project. 

9. Realization that local project conditions becoming 

challenging to due to interference by terrorists groups 

or non-cooperation from the special interest groups 

(SIGs) 

10.Non-clarity about „Requirements /  Need and 

Scope‟ as  explained for the overall „Project 

Objectives‟ that compels a need to revisit „Project 

Concept‟ or „Project Plans‟ and go back all over again.  

11. Failure of the current EPC Contractors during the 

execution phase that warrants change in the contractors 

in spite of heavy losses in the current project progress. 

This can generate havoc for the project in mid-stream.  

12. Sudden „pulling off out of the project and stop 

funding‟ from one of the promoters / sponsors of the 

project that leads to chaotic situation for the project.  

13. Non-conformance to legal and statutory 

requirements those were not well anticipated and 

provided for in the project sanctions and allocated 

budgets.  

14. Non-availability of key resources (People or 

specific facilities and infrastructure needs) can lead to 

an impasse for the project to proceed can lead the 

project in for a toss.  

15. Finally incomplete feasibility study (with 

inadequate / incomplete issues or wrong assumptions) 

that calls for revisiting FS. 

 

This list is only indicative. One may find many other 

issues that can merit a mention in the list. These 

drastically affect the basic strategic intent in the 

organization and will need a decision to: 

•Stop the project  

•Go ahead with the project with major modifications in 

scope / time and budgets or  

•Sanction of additional budgets to cope up with the 

changes in the project environments and still support 

the achievement of organizational „strategic intent‟ that 

gave birth to the project in the first place.  

 

DFS approach helps in such situations and 

impasse.DFS can provide a judicious / objective re-

evaluation of the situation and save precious funds and 

embarrassments for all the concerned. Going back to 

the drawing board is a sensible alternative to 

proceeding on the earlier path. Instead of pushing the 

current project execution further, it may be worthwhile 

to take a stop and re-evaluate the project all over again 

and then based on the DFS (revisited) one can draw the 

next chart of actions.  

 

The author has conducted 30 case studies and has 

discussed the list of CSFs identified and the need for 

additional CSF parameters with more than 40 senior 

project management professionals and their colleagues. 

Based on the feedback and the analysis of the data 

compiled, 4 major suggestions have been finalized that 

are specified below for reference: 

 

II. CONCLUSIONS 

 

It is seen that there is a gap in knowledge about the 

dependencies between the organizational context and 

CSFs in project management. There is also a need to 

understand priorities of different types of projects in 

Indian industries and NGO organizations. In the 

absence of empirical research about project success in 

different organizational conditions, there is a need to 

use “Flexibility” as an important CSF for the projects, 

especially for the startup projects in Indian conditions. 

Based on the observations made and the field data 

complied, one can conclude that PPFS and DFS can be 

included as important CSFs for better control over the 

project success and incorporate these as part of the 

project management process itself. This will provide 

flexibility to the project team to revisit DFS as and 

when the situation demands. This will help the PM in 

terms of alignment with „strategic intent‟ of the 

organization and still improve chances of success for 

the project. 

o Feasibility Study in the form of „Dynamic  

Feasibility Study (DFS)‟ 

o „Effective Change Management & 

Flexibility‟ in Project Management processes as 

already explained above 

o Risk Management should be given due 

weightage in project management process, 

especially in the Indian context as suggested from 

the learning from the case studies 

o Specific efforts to clearly understand and 

define scope of work (although this looks obvious, 

case studies indicate lack of attention to these 

aspects for many Indian projects) 
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III. Further Scope of Work to be carried out for 

Research Study 

 

Further work will be carried out based on the 

extensive data compiled for the 24 case studies 

carried out for the research work carried out. The 

statistical analysis will include the following steps: 

• There is an obvious need to select few additional 

sample cases for NGO group (currently only 5 

cases were selected. This may generate better 

results for such projects in future.  

• Major CSFs are classified in 19 groups and the 

effective use of these groups can be determined 

using statistical analysis.  

• Use of sub factors- 68 (68+4 of Diamond 

analysis thus over all 72, but 68 have been used out 

of 72 sub-factors) will be ranked based on the 

impact on success and failure cases based on the 

co-relations to be found out based statistical 

methods. This part has to be still completed along 

with some more statistical analysis.  

• Finally all such factors will be validated based on 

the Project Success Criteria already specified 

above. 
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