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Technology Hinders Project Success

A new industry analysis from APMIC, Factors Driving Project Success 2026-27, lands at a
moment when the profession is already under pressure to evolve. For years, project success
has been measured through a familiar lens; time, cost, scope. That model is now being
challenged, not in theory but in practice. The report makes a clear case that success is being
redefined, and with it, the role of the project manager.

What emerges is not a rejection of discipline, but a shift in emphasis. Delivery still matters. Control still
matters. Yet they are no longer sufficient on their own. The organisations outperforming their peers are
those aligning projects tightly to strategic value, accelerating decision-making, and building environments
where clarity replaces complexity.

From outputs to outcomes

One of the report’s central conclusions is that success is moving beyond outputs towards outcomes.
Delivering a project on time and within budget is no longer the end point; it is a baseline expectation. What
matters is whether the project delivers meaningful value to the organisation.

This shift forces a different conversation at the outset of a project. Instead of focusing solely on scope
definition and delivery plans, leading organisations are investing more effort in defining why the project
exists and what success looks like in business terms. That includes measurable outcomes, strategic
alignment, and long-term impact.

For project managers, the implication is direct. The role is expanding upstream. It is no longer enough to
receive a defined scope and execute against it. There is increasing expectation to challenge assumptions,
clarify value, and ensure that delivery plans are anchored in real outcomes rather than activity.
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In practical terms, this means asking harder questions earlier. What does success look like beyond
completion? How will value be measured? What trade-offs are acceptable if conditions change? These are
no longer executive-only concerns; they sit firmly within the project manager’s remit.

Decision-making as a competitive advantage

Another clear theme in the report is the importance of decision speed. High-performing organisations are
not necessarily those with the most detailed plans, but those able to make timely, informed decisions as
conditions evolve.

Traditional governance models often prioritised control, layering approvals and checkpoints in an effort to
reduce risk. The unintended consequence was slower delivery and reduced adaptability. The latest
research suggests a recalibration is underway. Governance is becoming less about control and more about
enabling decisions.

This is a subtle but important distinction. It does not remove accountability; it redistributes it. Decision-
making authority is moving closer to delivery teams, supported by better data and clearer frameworks.

For project managers, this shift changes both responsibility and expectation. The role becomes less about
escalating issues and more about facilitating resolution. It requires confidence, judgement, and the ability
to synthesise information quickly.

There is also a cultural dimension. Faster decision-making depends on trust; trust in data, in teams, and in
leadership. Project managers are increasingly at the centre of that dynamic, acting as the link between
strategy and execution.

Stakeholder alignment as a success driver

The report reinforces a long-standing truth that is often underplayed; stakeholder alignment is one of the
most critical determinants of project success. What is changing is the level of discipline being applied to it.

Rather than treating stakeholder management as a communication exercise, leading organisations are
approaching it as a strategic function. Alignment is being built early and maintained continuously, with
clear ownership and structured engagement.

This matters because misalignment is rarely visible at the start. It emerges over time; through conflicting
priorities, shifting expectations, and unclear accountability. By the time it surfaces, it is often expensive to
resolve.

For project managers, the takeaway is to elevate stakeholder alignment from a supporting activity to a
core delivery discipline. That means mapping influence and expectations with precision, not assumption. It
means creating forums for alignment, not just updates. And it means being willing to address tension
directly, rather than allowing it to drift.
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The evolution of governance

Governance has long been associated with oversight and control. The APMIC report suggests that model is
evolving towards something more dynamic. Effective governance is now characterised by clarity, speed,
and relevance.

In practical terms, this means fewer but more meaningful checkpoints. It means reporting that drives
decisions, rather than documenting status. And it means aligning governance structures with the pace and
complexity of the project itself.

For project managers, this presents both an opportunity and a challenge. There is greater scope to shape
governance in a way that supports delivery, but also greater responsibility to ensure it works.

It requires a shift in mindset. Governance is not something imposed on the project; it is something
designed to enable it. That demands a deeper understanding of organisational priorities, risk appetite, and
decision pathways.

Clarity over complexity

A recurring theme across the report is the value of clarity. In an environment where projects are becoming
more complex, the instinct is often to add structure, detail, and process. Yet the evidence suggests that
high-performing organisations are doing the opposite; simplifying where possible, focusing on what
matters, and removing unnecessary friction.

Clarity manifests in several ways. Clear objectives. Clear roles. Clear decision rights. Clear reporting. Each
reduces ambiquity and accelerates delivery.

For project managers, this is both a discipline and a differentiator. The ability to simplify without losing
rigour is increasingly valuable. It requires judgement, not just methodology.

There is also a communication element. Clarity is not just about internal understanding; it is about how
information is conveyed. Dense reports and complex frameworks rarely drive action. Clear, concise
communication does.

What this means in practice

Taken together, the findings point to a redefinition of the project manager’s role. It is becoming broader,
more strategic, and more integrated with organisational leadership.

Execution remains central, but it is no longer the sole focus. Project managers are expected to understand
value, influence decisions, align stakeholders, and shape governance. They are, in effect, becoming

custodians of delivery in the widest sense.

To operate effectively in this environment, several capabilities stand out:

o Commercial awareness: understanding how projects contribute to organisational objectives
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o Decision-making confidence: the ability to act with incomplete information
o Stakeholder leadership: aligning diverse interests towards a common goal
o Communication clarity: conveying complex ideas simply and effectively

o Adaptability: responding to change without losing direction

These are not entirely new skills, but they are becoming more central. The balance is shifting.

A profession in transition

The APMIC report does not suggest that traditional project management principles are obsolete. On the
contrary, discipline and structure remain essential. What is changing is how they are applied.

Projects are operating in more volatile environments, with greater scrutiny on outcomes and value. In that
context, rigid adherence to process is less effective than informed, adaptive leadership.

For project managers, this represents both a challenge and an opportunity. The expectations are higher,
but so is the influence. Those able to navigate this shift will find themselves playing a more strategic role
within their organisations.

The direction is clear. Success is no longer defined at the point of delivery, but by the value that follows.
And the project manager sits at the centre of that transition.



