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Summary

rrow, operational sense, concerning
the need to take a wider tactical
questions of Why and

Traditionally, project success has been interpreted in a na
the question of How to implement the project. More recently,
and strategic view has been increasingly recognized, and includes the
What, both of which concern the choice of concept. A project concept is a construct of

thought that is meant to solve a problem or satisfy specific needs, and thus includes the entire

business case.

In line with the broader interpretation of project success, the crucial role of the front-end

phase of projects has been highlighted in literature. This is the stage from when the idea is
conceived until a final implementation decision is made, during which it is still possible to
make changes or to terminate the project, at an affordable cost. The key actor in this phase
should be the project owner (the financing party), not the project manager. In major state-
funded projects the Government is the true project owner on behalf of all taxpayers.

The starting point of this thesis was the need for a better understanding of success in public

projects, how to govern them and how to evaluate them, with particular focus on the front-
end phase and the choice of conceptual solution. Front-end management and project
governance are still under-researched in the literature, and few empirical studies demonstrate

experiences relating to governance frameworks.

In the year 2000, the Norwegian Ministry of Finance introduced an overall project
governance framework applying to its largest projects, and the scheme was expanded in 2005
to include the choice of concept. The framework is often referred to as the Quality Assurance
Scheme (the QA scheme), as it includes two external reviews during the front-end:

1. Quality assurance of the conceptual solution (QA1), performed at the end of the pre-
study phase, before a Cabinet decision on whether to start a pre-project.

2. Quality assurance of the cost and management base (QA2), performed at the end of
the pre-project phase, before the project is submitted to Parliament for approval and
funding.

Together, the two intervention points are intended to cover all the three questions of Why,
What and How. The intention is to ensure quality-at-entry before the final decision to fund a

project is made.

The QA scheme has provided researchers with an exceptional opportunity to follow and learn
from experiences as regards this specific initiative, taken by a government with the aim to
improve the success of public projects. Reference to the scheme is therefore used extensively
throughout the thesis, and strengths and weaknesses of the scheme are discussed as part of the

research.

Thr.ee research questions have guided this PhD process. Although the scope of the research is
major public projects in Norway and the Norwegian QA scheme, the research questions are
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broad and open, as | Wwanted to develop deeper learning, rather than to tegt a set of
0

hypotheses:
RQI. What are the main challenges in Jront-end management of projects>
S

RQ2. How can project success be achieved through Project 8overnagnce 5
I'ame‘
1’0’.ks)

RQ3. How can project success be achieved through Improved appraisq) d
an

evaluation methods?

s

The thesis consists of nine p
different perspective. Togetl
project performance through the use of

1er, they offer an overall picture of the potentia] for im
Provip

ers 4-6, all of which are based on empirical
studies. They discuss preliminary experiences relating to the Norwegian QA scheme
compared with similar schemes in other countries. The Norwegian scheme is largely in line
with key recommendations from the literature, and results are promising thus far, The use of
external QA reviews has been essential. Interestingly, such a simple scheme established at the
topmost level has triggered improved practices in ministries and agenci.es. However, some of
the paradoxes in Paper 1 seem more difficult to overcome, énd the ﬁndmgs In Papers 4.6
indicate that centra] government should continue to emphasm.e th.e lr.nportance of the tactjca]
and strategic aspects, There is an opportunity for countries with similar sclllen:;s to learn ‘from
each other in order to develop and improve their own sclllemes. For e)faincl))dle;cedeil\{[orWegl.an
Government may benefit from the experiences of countries that have intr Oterventijop

points at an earlier stage.
iects in which the government g4
A somewhat worrying finding is the large number of projects 10

as the overall success
not adhere to QA1 recommendations based on value for mo;nzow Bt
criterion. This gave rise to the third research question—RQ
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?—which is addressed in

evaluation methods
d term, and that

d appraisal and
s is a multifacete

ategic project succes
and evaluation models. In particular,
sis is not accepted by decision-makers as the

asized by quality assurers, there
gether. Instead, 1 recommend a
f its application to 20

achieved through improve
Papers 7-9. A recurrent theme is that str
this ought to be reflected in the appraisal

money’” as measured by the cost-benefit analy
ost-benefit analysis is overemph

kers will ignore their advice alto
present experiences O

«“yalue for

only success criterion. If the ¢

will be a risk that decision-ma
framework based on the OECD DAC criteria, and

completed projects.
The contribution of this thesis is its exploration and synthesis of various challenges and
ent and discuss experiences of the

weaknesses in the front-end of projects, in order to pres
heme at Cabinet level, and to demonstrate

introduction of a fairly recent project governance sc
the need for a holistic evaluation methodology. The findings illustrate the potential to
but I also note the difficulties in

roject success, not least through external reviews,
1 papers include practical recommendations for

improve p
urers, and others involved in the appraisal and

overcoming some of the paradoxes. Severa
project owners, ministries, agencies, quality ass

management of major public projects.
and the knowledge generated may be

The findings from this thesis are only a small step,
ot more to learn

developed further in various directions. In the years to come, there will be a 1
from the Norwegian QA scheme, through qualitative as well as quantitative studies, when
projects subjected also to external quality assurance of the choice of conceptual solution
(QAL1) are completed and into their operational phase. We certainly need more data on the
actual effects of the Norwegian scheme, as well as those of other project governance
frameworks. Caution should always be exercised when expanding case study findings to

different contexts, and I strongly recommend that more research is done on the
eworks in other countries and under different

implementation of project governance fram

circumstances.



