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ABSTRACT

Althoughprojectsuccessvariesfrombusinesstobusinessdependingondifferentinternallyagreed
successcriteria,mostorganisationsmeasureprojectsuccessbyanalysingiftheprojectdeliveredthe
plannedprojectobjectiveswithinthesetbudget,schedule(projecttimelines),andquality.However,
forsomeprojectsespecially,developmentprojectssuccessgoesbeyondjustmeetingtimeframesand
budgetgoals.Insuchprojectsandprogrammes,successreferstodeliveringthebenefitscoupledwith
therequiredexpectationsbystakeholders,beneficiaries,andfundingbodies.Thispaperre-examines
whytheNationalProgrammeforIT(NPfIT),thelargestpublic-sectorITprogrammethatwasever
undertakenintheUK,failedandhowanyfutureNHSNationalITSystemimplementationscanbe
completedsuccessfully.
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INTRodUCTIoN

The UK National Health Service (NHS) suffered one of the most damaging IT project failures
whichhasresultedincontinuousandongoingcatastrophicfinancialimplicationsfortheNHSand
thetaxpayer(Chowdhury,2019).However,irrespectiveofhowlargeandcomplextheNHSsystems
are,andthattheyalloperateindependently,NHSEnglandisaccountabletotheUKGovernment.
ThisalsomeansthatTrustsnationallyareaccountabletoNHSEnglandwhogovernstheminregard
totheirfundingandfunction(Dhiretal.,2019).

TheNHSorganisationalstructureisinfluencedbygovernmentpoliciesandpractices.TheNHS
isaverycomplexentitywithculturesdrivenatlocallevelandthismakesitdifficulttoimplement
anything,asallkeydecisionsaremadebytheParliament.

Theentirebodieswithin theNHSfromtop leveldownhaveasocial responsibilityover the
impactstheiractivitiesanddecisionshaveonallareasoftheenvironment,thestaff,communityand
society(Schaefer,2008).Irrespectiveofthepoliticalpartyinpower,theUKgovernmentisofficially
committed to the sustainabledevelopmentagreement signed in theUNconference inRio-1992.
RelevantlegislationisclearlydetailedintheClimateChangeAct2008andthePublicServices(Social
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Value)Act2012.TheselegislationshighlighthowthegovernmentshouldsupportNHSTrustsin
regardtotheirsocio-environmentalresponsibility.AllTrustsunderstandsocialresponsibility(SR)
withtheaimofhavingapositiveimpactonsocietybydeliveringagoodservice(Dhiretal.,(2019).
Trustsaresupportingemployees,communitiesandenvironmentwhiledoinggoodbusinessandthis
drivesSRtothecoreofNHSmandate.ThemainchallengesthattheNHSencountersnationallyis
theimplementationofSRduetothecomplexorganisationalstructuresthatarevariedwithoften
restrictedandcontrolledresources.Thepaperisorganisedasfollowed:Nextsectionbrieflyoutlines
thekeycontributionsand the researchapproachused in thispaper.Then,abriefbackgroundof
theNHSNPfITisprovided.Thisisfollowedbyadiscussiononthereasonsforthefailureofthis
programme.Ageneralisedanalysisisthenfollowedtodiscussprojectfailure,followedbyatailored
analysisontheNPfITfailure.

KEy CoNTRIBUTIoNS ANd THE RESEARCH METHodoLoGy

Thispieceofresearchutilisespractice-basedandacademicliteraturerelatingtosuccessandfailure
factorsinprojects,withtheaimtoaddressfailureriskfactorsandhavehighersuccessprobabilities
inITprojectswithinorganisations,especiallyinthehealthcarecontext.

Thefourkeypublishedpapersthatwillbeextensivelyusedtoensuretheresearchquestionis
answeredwillbe:

• SharedUnderstandingWithinLargeInformationSystemsProjects(Lawson,2016);
• TheCriticalSuccessFactors(CSFs)forITProjects(Ghenietal,2017);
• CriticalSuccessFactorsforTheImplementationofIntegratedHealthcareInformationSystems

Projects:AnOrganizationalFitPerspective(Hungetal.,2014);and
• Factorsassociatedwithsuccessintheimplementationofinformationmanagementandtechnology

intheNHS(Bownsetal,1999).

Theliteraturereviewstartsbyclearlyexaminingthesurveydataavailableinregardstoproject
successrates.This is thenfollowedbyexplainingwhatcouldhavebeendone toenhanceNPfIT
success in regards the identifiedeightcontributing failure factors.Followinganexploratoryand
descriptiveresearchdesign,ithasbeenattemptedidentifyhowtheNHScanavoidfutureInformation
Technologyprojectfailuresandachievesuccess.Acriticalreviewandanalysisofthealreadyexisting
studiesfromreliableandexperiencedauthorswasusedtoidentifycurrentITprojectfailuresand
thekeycriticalfactorsrequiredforsuccesstobeachieved(Dhiretal.,2019).Moreover,afocushas
beenplacedontheculturalaspectofNHStoclearlyoutlineandaddresstheprocessesandactivities
(Baghizadehetal.,2020).

NHS NATIoNAL PRoGRAMME FoR IT

On18February2002,amorecentralisedIM&TstrategyintheNHSvisionwasestablished.The
ProgrammebecameknownasNPfITintheNHS.Itwaslaunchedin2002,withaninitialbudgetof
about£6.2billion.Theprogrammesoundedextremelymagnificentandarduousandendedupbeing
thecostliestITprojectinitiatedbythegovernmentfortheNHS(Bacon&Hope,2013).

IncravingforacentralisedsystemthismadetheNHSNPfITstandoutastheProgrammehada
largegovernmentfundinginjectionandendorsement(Baghizadehetal.,2020).TheNHSwouldhave
beentheshiningbeckoninEuropeiftheimplementationhadsucceededinviewmostcountrieslike
SwedenandGermanyenjoinedwithlocalproviderstofacilitatemessagingtosupportinformation
communicationforpatients(Kuziemsky&Knight,2013).TheaimoftheNPfITwastobringthe
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NHSintothetwenty-firstcenturyinitsITandrevolutionisethewayinformationisusednationally
withintheNHS(Baghizadehetal.,2020).

Theassumptionbyseniorlevelwasthatthiswouldgreatlyimprovethequalityofpatientcare.
However,mostNHSTrustshealthcaresystemusersandTrustboardexecutiveshadadifferentview
to this vision.Anygoodgovernancedemands consultations, and thiswouldhavebenefitted the
NPfIT.LocalTrustBoardswerenotwillingtoinvestpurelyonITinviewoftheirpastexperiences
offailedNHSITprojects(Justinia,2017;Brennan,2001b&2001c).Trustsprofessionsoutlined
concernsaboutalltheprognosticateddifficultiesintherequirementsofchangingworkingpractices
andculturesovershorttimeframes.Aonesizefitallimplementationapproachandsystemwithinthe
NHSentitywasnotideal(Dhiretal.,2019).TheNPfITleadershipdisregardedallconcernsraised
anddidnotremodelthetechniquesaccordinglyorinvolveTrustsindecisionmakingashighlighted
byBrennan,2002a.ThedecisionmakersdeclinedtolearnfrompastITProjectswhichhadfailed
(Brennan,2001a)andproceededtoenforceadrasticandforsakenchangeuponNHSTrustsnationally
(Computerweekly.com,2007).

InSeptember2002anewProgrammeDirectorwasappointedtodriveandleadtheimplementation
ofNPfIT.HehadnoNHSexperiencebuthadexperienceinothersuccessfulpublic-sectorITprojects
includingthesuccessfulLondoncongestionchargescheme(Collins,2014).Thecomparisonofa
verysimpleorganisationsuccesstoenvisioningthenewprogrammedirectorwouldsucceedina
complexorganisationstructurelikeNHSwasnotseriouslylookedatbeforeappointment(Dhiret
al.,2019).Thenewdirectorwasidentifiedastheindividualwhoshiftedtheprocurementapproach
fromlocal implementationwithnationalstandards(Baghizadehetal.,2020).Localprocurement
hadbeenworkingforTrustsastheyallworkeddifferently.Hecontributedtoproblemswithteams
andsuppliersashehadacultureofintolerancewithinthedepartmentwithunrealistictimelinesand
causingdisputeswiththeSuppliers(Collins,2014).

InlessthanayearofNPfITbeinglaunched,akeyindividualintheprogrammeresigned.This
wasthenfollowedbyotherkeyvisionariesandindividualsoftheprogrammeresigningincludingthe
SeniorResponsibleOwnerofNPfITandthechairoftheNationalProgrammeBoard.Thisledtoa
constantrotationofleadershipandseniormanagementfortheprogramme.Thisimpactedtheentire
programmeascorporateknowledgeandleadershipwaslostthroughthedispersalofaccountability
andresponsibilityforNPfIT.Thenewprogrammedirectorwastheonlypersonwhoremainedin
viewofalltheturnoverofkeyindividuals(Baghizadehetal.,2020).In2005theorganisationhad
de-mergesofentitiesandthisstartedtoflagthatthenewprogrammedirectorhadbeenthewrong
appointmenttoleadNPfIT.TheseriousconcernsregardingNPfIThadpreviouslynotbeenexposed
orwitnessedbecauseseniormanagementofficialshadkeptitallundercontrolandunderthecarpet
astheyallworkedunderoneentityatthatpoint(King&Crewe,2013).

InviewthatNPfITwasabigpublic-sectorprogrammewithmanycomplexities,theaccelerated
speedinwhichprocurementwasachievedshowedthatthenewprogrammedirectorwasaveryforceful
leaderwhodidnothavestrongbackgroundontheprocurementframeworksandtheNHS(Brennan,
2005,p.193).Inallplanning,policymaking,procurement,implementationprocesses,strategiesand
methodologiesforNPfITthekeystakeholderswerenotconsulted.

Acentralisedmodelwasembeddedinallplanningandimplementationwhichdidnotconsider
whatprojectmethodologiesandprocesseswerebeingusedatlocallevelbyTrustsalready.Therewas
nocleardirectiononhowNPfITwouldbeimplementedwithclearremediesforanyrisksidentified.
TrustshadnotbeenconsultedtoidentifyallrisksNPfITwouldencountersothatremedieswereplanned
fortohelpreduceriskimpactonprojectdeliverablesatlocallevelsnationally.Theplanninglacked
projectmanagementandexitstrategiesandthisresultedininevitablenationalsystem-widefailures.

Allprocurementwascontrolledfromthetopandtheapproachtakenendedupexcludingall
smallercompanieswhichalreadyhadongoingrelationshipsandservicedTrustsatlocallevel.There
wasnoopencompetitivebiddingforNPfIT,andtherewasnoclearoutlinewhytheyhadbeenchosen
andapproached.Thequestionnairesthatwererequestedtobecompletedbyeachsupplierapproached
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requiredthemtoconfirmtheirabilitytodelivertheProgramme.Thismeantnobidsubmissionswere
receivedandevaluated.Therewasnomonitoringofsupplierperformanceandfinancialconditionor
abilitytodeliverNPfIT.ForsuchaQuestionnairesforsuchacomplexprogrammeshouldnothave
beentheonlymethodusedtoawardsuchhugecontractstosuppliers.

Inviewofhowcritical thisprogrammewas,a robust financial riskassessmentonsuppliers
chosenshouldhavebeendone.ThiswouldhaveflaggedthatiSoftdidnothaveahealthyfinancial
conditiontobetakenonsuchaproject.In2006iSoft’sfinancialsituationdeterioratedandhada
biglossof£344millionwhichhadanegativeimpactontheprogrammedeliverables.Thesupply
chainbecameextremelycomplexastheawardedprimarysuppliersallhadsub-contractorsinorder
todeliver.Thisflaggedaseriousriskasallthesesub-contractorshadnotbeenassessedandthis
longtrailofhiddensupplierswithinthemainsuppliersflaggedadisastrousriskfortheprogramme.
Therewasnoproperprocurementtesting,evaluationstrategyandadequateconsultationwithTrusts.
AccenturewasthemainsupplierandtheydecidedtodepartfromNPfIT.Astheywereresponsible
forover50%oftheprogrammethishadnegativeimpactatnationallevelforTrustswhichresultedin
newsuppliersbeingsourcedtocontinueandthisraisedotherrisks.Theproblemscontinuedbeyond
procurementandsuppliersdeparting(Bacon&Hope,2013).

The NPfIT Halt
In January 2009 the death knell had started sounding for NPfIT. This was because the Public
AccountsCommitteehadstartedcritisingcostsandprogresstodateoftheprogramme.Thecosts
wereescalatingandtherewasnoevidenceofbenefitsregardlesstoNPfIThavingbeenrunningfor
7yearsalready(PAC,2009).NPfITwasdiminishedby the resistance ithadencountereddue to
majorabuseofcentralisedpowerandauthoritiesmakingdecisionsforallNHSTrusts.However,it
wasofficiallyputtoahaltwhilebeingdeemedastheworld’slargestcivilsectorProgramme.The
disastrouscatastropheandultimatecollapseignitedsomanyquestionsandattentionastowhyithad
resultedinsuchanoutcomeaftersomuchmoneyandtimehadbeenlost(Justinia,2017).Therewas
aclearshiftofacceptancethattheprogrammehadfailed.Theprogrammewasconsideredtohave
achievedsomedeliverables.However,asmuchasthiswastrue,thesewerenotthemostimportant
partsofNPfITnorthemostexpensive.(MPA,2011).

KEy FACToRS NPFIT FAILEd

InmostITprogrammesithasalwaysbeenoutlinedthatsuccessisonlyachievedbygoodstrategy
andplanning(Chiemelie,2014).However,formaximumsuccesstobeachievedtherearesomekey
factorsbothinternallyandexternallythatshouldbeincorporatedintotheplanningandstrategyof
processesandprocedures.ItisimportantforaProjectManagertounderstandwhatexistswithin
aprojectenvironmentasthiswillhelpindesigningandembeddingtherightprocessesonhowto
managetheprojectandstakeholdersandachievetherequiredobjectivesthathavebeenoutlined.There
arealwaysexternalandinternalfactors(seeFigure1)whichimpactthesuccessofanyproject.Itis
importantthattheyareidentifiedonhowtheywillimpacttheprojectsothattherightstrategiesare
putinplacetoenhancesuccess.(Drucker,1999;Lynch,2012&Mullins&Christy,2016).

TherearemanyissuesthatcanbeidentifiedinNPfITashavingbeencontributingfactorsto
itsfailure.ThecombinationofallthesefactorscausedtherippleeffectthatescalatedintoNPfIT
beingafailed,disastrousandcostlyprogramme.Therearenumerousprominentandobligatoryyet
unmistakablefactorsthatcontributedtotheprogrammefailure.Theeightkeyfactorsidentifiedare
thefollowing.

organisational Structure
Anentitycanbestructuredinmanywaysandthisdependsontheorganisation’sobjectives.The
organisationalstructureoutlineshowtheorganisationwillcontrolprojectmanagementranks,the
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decisionsmakers,theinfluencersandthewayinwhichtheprojectvision,goalsandtaskswillbe
communicated(Baligh,2006&Sutherland,Canwell&Diane,1997).

Power, Politics and Culture
Organisationsandindividualsuseorganisationalstructurestoacquirepowerandidentity.Poweris
theabilitytogetwhatonewantsachieved.Thewayonecaninfluencekeystakeholdersincluding
decisionmakersinordertoachieverequiredgoal(‘s).Thiscanbeapositiveornegativedependingon
whoisdrivingthispowerandwhattheirintentionsare.(Haunschild,Nienhueser,&Weiskopf,2009).
Politicsisanormalpartoflifeforanyorganisationandisbothinternallyandexternallydrivenand
influencestheentireentity.Cultureisthepersonalityofanorganisation.Thisisthesharedvalues,
normsandbeliefswithindivisions,departments,teams,anorganisationandalldifferentindividuals
oremployeeswithinanentity.Therightculturewithinanorganisationenablesprojectsuccess(Suda,
2007).Allthreeinterlinktogetherandexistinanyorganisationatanygiventimebutatvariablelevels
dependingonthebusiness.

Poor Project Management and Leadership
If a projectmanager achieves successful implementation it doesnotmean they are a successful
leader.Bydevelopingprojectmanagementskillsthroughknowledgeofstandardprojectmanagement
framework and acquiring experience in the best practices in implementing project management
methodologiesgeneratessuccessfulprojectmanagers.

Figure 1. Internal and external factors influencing project environment
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However,tobeasuccessfulleaderoneisrequiredtobeacreativeandinnovativeindividualwho
ensurestheycontinuouslydevelopnewabilitiestomergewiththeircurrentcapabilities.Thosewho
mergetheirleadershipabilitieswithprojectmanagementskillsacquireleadershipskillsthatenhance
theirprojectmanagementskills,sotheybecomeeffectiveleaders.In2004,Cadwellsaid“management
skillsprovideafoundationfordevelopingleadershipskills.Effectiveleadershavetheabilitytoapply
theappropriateskillattheappropriatetimeandintheappropriateplace”(Cadwell,2004).

Unclear Project Scope Management and Poor Planning
Projectscopemanagementensuresaclearscopewithadetailedroadmapisoutlinedtoempower
managersonhow toallocateworkforceandcostsnecessary to implementprojectcorrectly.The
processesinvolvedinprojectscopemanagementareplanning,controllingandclosing(Burke,2013).

Lack of Project Methodology
Projectmethodologiesareessentialastheyincreasechancesofprojectsuccesswhilereducingproject
delayswhicharecausedbyunnecessaryactions.Thesemethodologiesarestandardisedstructures
withguidingprocesses andprinciples that enable theproject tobemanaged.Theyaredifferent
methodologieswhichallhavedifferentprosandcons(Gray,Larson&Desai,2017).Itisimportant
projectmanagersunderstand theorganisationstructure,cultureandmanyotherfactors toensure
therightmethodologyischosenthatworkswithinanorganisation(Baghizadehetal.,2020).The
methodologyalsodefineshowtheprojectiscommunicatedwithintheorganisation.

Bad Stakeholder Engagement and Management
Itisimportantthatthedifferentstakeholdersareidentified,andtheirdifferentneedsareunderstood
andhowtheywantinformationandcommunicationtobedone.Communicationiskey(Akbaret
al.,2019).Stakeholderengagementisavitalskill,itistheheartbeatofeffectiverelationshipswithin
theprojectenvironmentandenhancesprojectsuccess.Thisisacontinuousprocessthroughoutthe
entireprojectlifecyclewhichhelpstoaddressanyissuesbeingfacedbytheprojectororganisation
duringimplementationandallotherprojectstagesuntiltheserviceorproductisdelivered(Akbar
etal.,2019).Anyprojectwithbadstakeholderengagementhasnochancetosucceedasthereisno
platformtoknowwhotocommunicatewithandhowtoresolveanyissuesorconcernsaboutend
productorservice.

Lack of Risk Management
Ariskisanuncertainevent,thisisprovokedbyaninternalandexternalfactorandifithappensitcan
haveanegativeorpositiveconsequence.Theidentificationofrisksisanagileprocessandisdone
throughouttheentireprojectlifecycleasissuesdifferatdifferentstagesoftheprojectseefigure2.

Anagileapproachtoriskmanagementwillensuretheriskmapisre-evaluatedperiodicallyto
ensurekeyrisksarebeingmanagedeffectively(Akbaretal.,2019).Ifthereisnoclearriskmanagement
strategywhichiswellplannedandcommunicated,thisincreaseschancesoftheunexpectedhappening
fromdisasterstoseriousproblemswhichcanresultinprojectfailures.RiskManagementhelpsto
identifythebestresilientapproachestobeimplementedwithinanorganisationsothattheproject
environment isenhancedtoensureprojectsuccess-seeFigure3(Leitch,2010;Gray,Larson&
Desai,2017;Miller,1992).

Lack of Social Responsibility
SocialResponsibilityhasapositiveimpactwhenprojectsarebeingimplementedasitensuresProject
Managersidentifyanyrisksthatwillhaveanegativeimpactonallstakeholders.Whenidentifiedthis
avoidshavingarippleeffectofaprojectwheredelaysareencounteredwhichcancauseincreased
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projectcostsandresultinprojectfailureaswellasunhappy,disconnectedstakeholders(Akbaret
al.,2019).CSRhelpstoenhancemanagingstakeholdersandgettingthemengagedintheproject.
Formostpublic-sectorentitiesthataregovernmentfundedCSRhelpstotriggerorganisationsto
worktowardsdeliveringgoodservices.Italsoworkstoensuretheenvironmentthatthebusinessand
projectfunctionsindoesnotceasetoexist.

Figure 2. Risk Management Process

Figure 3. Resilience approaches
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ANALySIS

Reported Project Success Rates From Survey data
SeveralstudieshaveattemptedtothesuccessrateoflargeITprojectundertakeninpublicsector.The
findingsallseemtoconsistentlyrevealverypoorprojectsuccessrates.In2002,WhiteandFortune
conductedasurveyof236projectmanagers. In thissurvey, the results revealed that41%of the
projectswereratedashavingbeenacompletelysuccessful.Thereareitcanbearguedreportswhere
projectshavebeenextremelysuccessful.WhiteandFortunethenfurtherexplainedthat46%ofthe
projectsfortheentiresurveycausedariseinunexpectedrisksofwhich14%ofit,wastheprojects
consideredashavingbeencompletedsuccessfully(White&Fortune,2002).

In2003asurveycarriedoutbySauerandCuthbertsonshowedasuccessfuloutcomewhichwas
broaderandlookedatthefouraspectsofprojectperformance(Sauer&Cuthbertson,2003).

Thefouraspects:

• Varianceagainstschedule
• Varianceagainstbudget
• Varianceonscope/functionality
• Anoutlineofabandonedprojects

Thesurveyresultsshowedthefollowingforallfouraspects:

1. RelatingtoSchedule:

ProjectscompletedaheadofSchedule(early)=3%
ProjectscompletedtoSchedule(ontime)=55%
ProjectscompletedbehindSchedule(late)=35%

Theother7%wasnotreportedupononthescheduleaspect.

2. RelatingtoBudget:

ProjectscompletedusinglessofPlannedBudget=15%
ProjectscompletedwithinthePlannedBudget=26%
ProjectscompletedoverthePlannedBudget(overspent)=59%

3. RelatingtoScope:

ProjectsAchievedMorethanOriginalProjectScope=5%
ProjectsAchievedthePlannedProjectScopeonly=41%
ProjectsUnderAchievedthePlannedScope=54%

However,theprojectsthatwerecompletelyabandonedwithinthesurveywereonly9%.
Inanotherstudyin2009conductedbyWrightandCapps(2010)indicatedthattherewasaclear

agreementamongsttheAuditorsthat20%to30%ofallITdevelopingprojectsaredeemedtohave
highfailures,with30%to60%ofprojectswithcomparativefailures.

TheStandishGroup2015Chao’sreportshowsthat29%ofprojectsaresuccessfulwith19%
failingwhile52%encounterchallenges.Thechallengedprojectsweretheonesthatwerelate,over-
spentorhadreducedprojectscope(Akbaretal.,2019).Thefailedprojectsmeantthattheprojects
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wereeitherabandonedorcancelledandtheinvestmentwascompletelylost.Thisisintermsofthe
tripleprojectconstraint triangle.Thissurveycoveredbusinesses in theU.S.A(58%)andEurope
(24%).However,itisvitaltobeawarethattheStandishReportshavebeensubjecttocriticismin
regardtoaccuracyinthepast.

In2006,wehadJorgensenandMalokken-OstvolddeclarethattheStandishsurveywasdeceptive,
andthiswasoutlinedbasedonthewrongpercentageratesthathadbeenusedforover-runcostsfor
challenged.Inviewofthefewresearchsurveysanalysedinthispaper,ithasbeenmadeclearthat
anyprojectsuccessisbroadanddifferssubstantiallywhileencompassingcountlesssuccesscriteria’s
whichvarybasedontheorganisation,theindustryandtheactualproject.

Thesuccessformostprojectsismeasuredbasedontheconceptofthetripleconstraintalsoknown
astheirontriangle(i.e.Schedule,Budget,andScope)(JudgevandMuller,2005).Thisthenneedsto
beanalysedaddressingfactorswithintheprojectenvironmenttoensuretheydonottriggeranegative
impacttotheIronTriangleasthisraise’sprobabilitiesofprojectfailure.Themostcommonelement
foundinfailedprojectsisthatdespitehavingaprojectmanagerormethodologyandtoolstherecan
stillbeprojectfailureexperienced.Asmuchasprojectmanagementisarecogniseddisciplinewhich
hasbeeninexistenceforawhileitshowsinresearchresultsthatprojectsuccessisneverguaranteed
(Lawson,2016).

Astheworldat largeisshiftingtowardsamoreeSystemdrivenenvironmentwithmostday
todayIToperationsneededitisimportantthatimplementationsaresuccessfulfororganisations.
ItisimportanttounderstandthatanyITprojectsinhealthcare,liketheNPfIT,arenotjustabout
implementinganewsystemwithinanorganisation,butitisaboutsignificantlychangingtheway
healthcareisdeliveredwithintheentireentity(Sittiget.al,2002).

NPfITwouldhavehadahigherprobabilityofsuccessbyensuringthe8factorswithintheproject
environmentwhereplannedforandmanagedthroughouttheprojectlifecyclewhileensuringthere
isnonegativeimpactonthetripleprojectconstrainttriangleelements.ThismeansthattheStandish
GroupReportcanonlybeusedasaguidetoensureriskmanagementisdone,beingfullyaware
thatITprojectshaveahigherprobabilityoffailure.Organisationsshouldnotbeputoffpursuing
theimplementationofITprojectsbecauseoftheStandishreport,aslongasrisksareidentifiedand
mitigatedtoavoidprojectfailure(Akbaretal.,2019).

Project Framework/ Methodologies
Inthelastthreedecadesintenseresearchworkhasbeenundertakentodevelopmethodologiesand
frameworksforprojectmanagement(Truexetal.,2000).Thishasgivenariseinhowprojectsare
monitoredandhelptoincreasehigherprojectsuccessrates.ItisimportantthatProjectManager’s
understandthekeydifferencesinprojectmethodologiesandframeworkssothatallelementswhich
canworktogetherareappliedtomaximizesuccessofprojects(Guptaetal.,2019).Whendifferent
elementsareincorporatedtogetherwhicharebestsuitedforthesize,typeoforganisationandproject
thisensuresa robustprojectmethodology iscreatedwhichenhancesproject success (Joslinand
Muller,2015).In2012,Wellsoutlinedthatmanyprojectmethodologieshadnumerousshortcomings
whichclearlyshowedthatsince1999oneofthetoptencommonreasonsseentocontributetoproject
failurewasprojectmethodologies(Wells,2012).

Whenevaluatingwhichistheidealframework/methodologytobeusedforeachprojectthere
areseveralkeyfactorstobeconsideredasshowninFigure4.Itisimportantwhenselectingaproject
methodologyorputtingtogetherdifferentaspectsofdifferentmethodologiestogether,thataproject
managerhasclearunderstandingoftheprojectlife(seeFigure5)cycle,toolsandtechniques(see
Figure6)whichareusedbytheprojectmanager.

Projectlifecycleclearlyshowthatthelifespanofanyprojectislimitedandtherewillbekey
predictablechangeswhichrequiredifferentlevelsofeffortandfocusduringthelifecycleofany
project.Byunderstandingthepredictablechangeswithinalifecycleofaprojectthisenablesthemost
effectivemethodologytobeoptedforwhichthenraisestheprobabilitiesofsuccessforthatproject
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(Bownsetal.,1999&Ghenietal.,2017&APMBOK,2012).Inordertodeliverasuccessfulproject
moreefficientlyandeffectivelydifferenttoolsandtechniquesarecrucialsystematicproceduresand
practicesthatshouldbeusedattherightstageswithintheprojectlifecycle(Milosevic,2003).

NPfITwasimplementedtop-downbyaProgrammeleadwhohadnoexperienceorunderstanding
ofhowcomplextheentireorganisationwas.InviewthatatlocallevelallNHSTrustshavedifferent
operationalexecutiveboards,functions,organisationalstructures,cultures,sizesetc.anydecision
onwhatprogrammemethodologywasgoingtobeusedwouldhaverequiredtheinvolvementofall
Trusts(Guptaetal.,2019).TheinvolvementofNHSorganisationsaskeystakeholderswouldhave
ensuredallfactors(figure6)foreachTrustwasincorporatedinthedecisionmakingandensurea
well-tailoredmethodologywasusedintheimplementationofNPfITtoenhancetheprobabilities
ofsuccess.

Figure 4. Factors to consider when selecting Project Framework/ Methodology

Figure 5. Project Lifecycle
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Thenewprogrammedirectorlackedunderstandingofthisfundamentalprocessofhavingaclear,
wellcommunicatedandunderstoodmethodologyforimplementingNPfITnationally.Thelackof
thisonekeyaspectofprojectmanagementinitiatedaviciouscircleoffailuresinotherareaswhich
thenimpactedontheentireprojectsuccessandbenefitsofNPfIT.Itisclearinallresearchtherewas
nomethodologyorframeworkusedtomanage,monitorandcontroltheNPfITlifecycle.Theright
toolsandtechniqueswerealsonotusedwithintheprojectlifecycletohelpreducethefailurerisks
andensuretheywashigherprobabilitiesforsuccess.

Impact of NHS organisational Structures on NPFIT Failure
Centralised organisational structures have decision making powers at the top layer of
management(Guptaetal.,2019).Itenforcesatalllevelsoftheentireorganisationalstructure
a focused vision and purpose. This clearly outlines it will not engage in clear stakeholder
involvementtoenablesub-organisationstocontributeforsuccesstobeachieved(Guptaet
al.,2019).Thisstructureisnotflexibleandhastightcontroloverallsubstructureswithinthe
entireentityororganisation.Itisnotfavourableforlargeorganisationsandhashighrisksof
powermisuse,lowmotivation,moraleandthelackofenvironmentaladaptation(Sutherland,
Canwell&Diane,1997&Baligh,2006).

NPfITempoweredthetopandexcludedkeystakeholderswhoneededtobeinvolved.Already
therewasaclearindicationthatitwasthewrongstructurefortheimplementationofthisprogramme
(Guptaetal.,2019).Atnationallevelorganisationsdidnotknowwhotoreporttoandwhatprocesses
whereinplaceandthiswasbecausetherehadnotbeenaclearorganisationalstructurecommunicated
atnationalleveltoallNHSTrusts.Astructuraloutlinewouldhaveensuredacommunicationprocess
andpathtofollowforanyprogrammeissueswithaclearlineofcommand(Huczynski&Buchanan,
2013&Morrell,2012).

IfNPfIThadastructuraloutlineitwouldhavehadapositiveimpactonboththeinternaland
externalcommunication.IfNHSEngland’sstructurehadfosteredinter-organisationandinter-division
communicationaswellasfrequentdialoguebetweenallstakeholdersandmanagement,therewould
havebeenagreaterchanceofsuccess.MostNHSTrustsexistinvacuityandeachdoesnotknow
whattheotherisdoing,sothisincreasestherisksoffailureforprojectsimplementedfromtoplevel.
NPfITwouldhavebenefitedfromanorganisationalstructurethatwouldhavebeensetuptoensure
communicationisfosteredwithinthestructuralprocess(Sutherland,Canwell&Diane,1997).

Figure 6. Some tools and techniques during project life cycle
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de-Centralised Structures
On the other hand, de-centralised structures are more flexible and more favourable for large
organisationswhichhavedifferentstructures for thedifferentsuborganisationswithin theNHS.
De-centralisedstructuresallowacleardistributionofdecision-makingpowertoallstructureswithin
theentireorganisationalstructure(Sutherland,Canwell&Diane,1997&Baligh,2006).TheNHS
isalargeandcomplexorganisationanditisvitalthatanyoneleadinganationalprogrammehasthis
knowledgeandunderstandsthat“onesizefitsall”isnotpossibleforanynationalimplementation
especiallyiftheywanttoachievesuccess.

NPfITusedamorecentralisedstructureandthishadanegativeimpactandresultedincontributing
towardsthefailureoftheentireprogramme.However,ifNPfIThadbeenimplementedwithamore
de-centralisedapproach,thenkeysystemusers,clinicians,trustboards,CEOsandallkeystakeholders
wouldhavebeenfullyengaged.Ade-centralisedstructurewouldhaveensuredthefullpotentialofthe
programmewasunleashedtotheentireorganisationandenabledtherequiredspecificrequirements
tobeachieved.

Impact of de-Centralisation
Ade-centralisedstructurewouldhavealsoenhancedthesuccessofNPfITby:

• Themotivationofsubordinates;
• Growthanddiversification;
• Quickdecision-makingduringprojectlifecycle;
• Efficientcommunicationwithallstakeholdersandduringtheentireprojectlifecycle;
• Abettersupervisionandcontrolofentireimplementationduringprojectlifecycle;and
• Thesatisfactionofpeopleneeds(i.e.SocialResponsibility).

Thedisadvantagesofade-centralisedstructurewouldhavebeenaddressedduringplanningandall
additionalcostsconsidered.Theincreaseincosttohaveade-centralisedstructurefortheNPfITwould
havebeenworthitinlongrun,inviewthatitwouldincreasetheprobabilityoftheprogrammebeing
agreatsuccess.TheNHSTruststhatNPfITwasasuccessallhadsimilarorganisationalstructures
withlesscomplicatedsubstructureswithinthebusinessservices(Guptaetal.,2019).Thisenabled
theTruststohaveeasyinternalcommunicationwithallkeystakeholdersandaddressanyathand
problemsbeingencounteredwithaneasytofollowcommandofauthoritywhichwasmoreflexible
andenabledtheincorporatingofnewwaysofworkingtothebusinessasusual.

Theotherapproachthenewprogrammedirectorcouldhavetakenwastogrouporganisations
basedonorganisationalstructuressothattheimplementationofNPfITistailoredtomanagethe
projectandpeopleforTrustswithsimilarfactorsratherthangroupedbasedonlocalityasshownin
theSelectCommitteeonHealth,2007.ThiswouldhaveincreasedthechancesofsuccessforNPfIT
(Kuzlowski&IIgen,2006).

Power, Politics and Culture
Mostorganisationsandindividualsuseorganisationalstructurestohavesomeidentityandpowerthey
needtofunctionwithintheentity.Thetopdownapproachwhichwasusedduringtheimplementation
ofNPfITwaspurelyforpoliticalreasons.Policiesandpracticesweredrivenfromthetopforall
mattersrelatingtoNPfITprojectlifecycleincludingtimeframes.Ontheonehanditwasagoodthing
thatsuchmodernisationwasbeingdoneintheNHSatthismagnitudeandimplementationhadstrong
politicalsupport.Thedownfallwasthatthissupportwasbeingdrivenbyselfishambitiousindividuals
whowereinahurryandhadunrealistictimeline’sandwantedNPfITtosucceedforthemtobenefit
inthenextelections.GovernmentpoliciesandpracticesoverlookedthefactthatmostICTprojects
hadlowprobabilitiesofsuccessandforNPfITtohaveanychanceofsuccess,powerwasrequiredto
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bedistributedtoallstakeholderssoastoensurethefullinvolvementofallTrusts(Gray,Larson&
Desai,2017&APMBOK,2012).TheillegitimatepoliticalpowerusedwithinNPfITimplementation
wasnotforthegreatergoodbutwaspurelyself-servingthevisionsofthepoliticians.

ItwascleartheorganisationalstructureforNPfIThadhelpedtoensurethepowerwasgivento
governmentbodiesinsteadofthesystemusersnationallyinthedifferentTrustsandTrustboards.
TheHofstede’sculturaldimensionshighlightstheimportanceofunderstandingthenationalculture
toenhancestrategiestoincreasesuccessprobabilities(Chowdhury,2019).Thelargepowerdistance
withinNPfITdisabledclearcommunicationamongstthestakeholders.Itcanbearguedthatthepower
distancewasintentionallycreatedanditgavethenewprogrammedirectorandseniormanagementtoo
muchpowerandauthority(Haunschild,Nienhueser,&Weiskopf,2009;Morrell,2012&Huczynski
&Buchanan,2013).

NPfITencounterednumerousobstaclesandthefrequentchangesinleadershipwithinthetop
levelalsohadanegativeimpactandcausedshiftinpower,politicalandculturebehaviourswithinthe
entireprogrammefromtoptobottomoftheorganisationalstructure.Totheoptimisticpeople,changes
inleadershipwithinNPfITseemedlikeagoodthingandtheprogrammehadanotherchancetostill
beasuccessstory(Guptaetal.,2019).However,thesadstorywasthatregardlessoftheoptimism
thesechangesonlyhadnegativeimpactandtherewasnoclearpathorwhohadthepowerandwas
leadingNPfITandthiscausedtheinitialvisiontobediluted.

Project Management and Leadership
In2014,ChiemelieoutlinedinastudythatmostICTprojectsrequiredexperiencedandwellskilled
managementandleadershipinordertoachievesuccess(Chiemelie,2014).Theunderstandingofthe
organisationalstructureisanaddedbenefitduringimplementationinregardswhatdecisionsneed
tobemadeandonhownewprocessesshouldbeembeddedwithintheorganisationforBAU.The
successofaprojectwithinanorganisationisnotjustdeliveringtheobjectivesandcompletingbut
alsoensuringBAUcanbenefitfromthenewchange(Guptaetal.,2019).Whilealsoensuringthe
newcultureandprocessesarewelcomedinthebusinesswithoutcausinganyissuesorproblemsto
businessoperations.

Totheonefromoutsidetheentitytheappointmentofthenewprogrammedirectorseemedlike
hisnewappointmentgavehimpowerhoweverrealityshowedthathehadnone.Hewasrequiredto
acquireapprovalfromSeniorExecutives.Thechainofcommandrestrictionsledtothewrongdecisions
andprocessesbeingmadeduringtheprogrammelifecycle(Guptaetal.,2019).Thiscausedother
seriousrestrictionswhichimpactedinhowheledandmanagedtheprogrammeteam.

InviewthatNPfITdidnotachievetheinitiallyplannedgoals,thiswasaclearindicationthatthe
programmehadnotbemanagedsuccessfully.thenewprogrammedirectorhadastrongpersonality
toplaythepoliticalgameswiththosewhowereanti-NPfIT.Thiswasshowninhowhehadmanaged
tokeeptheprogrammemovingforwardwhiletheywerealreadyseriousissueswhichwerenotbeing
revealed.Thistraitcausedseriousriskasstakeholdersneededtobekeptwellinformedinviewthat
theNHSisapublicfundedentityandNPfITwasbeingfundedbytax-payers’money.Ifchangewas
goingtoimpactthesystemuserandallserviceusers,therewasaneedforthenewprogrammedirector
inunderstandinghissocialresponsibilitywithintheNHSforsuchalargeproject.Inviewofthe
1997DickinsonandMackintyre’s7stepmodelitshowsthatthenewprogrammedirectorlackedan
understandingofprojectmanagementandthedifferenceswithintheNHSTrusts.Thevitalskillhe
neededtodrivetheprogrammetobeasuccessstoryhealsodidnotshowwhichwastheunderstanding
ofemotionalintelligence.Thisskillsetwouldhavehelpedhimtoresolvethediscrepanciesandissues
thatclinicians,systemusers,Trustboardswereflagging(Guptaetal.,2019).However,hechose
toignoretheconcerns,andthisbecamethebiggestriskfactorandcontributorwhyNPfITfailed.
TheapproachofindirectforcetoTrustsregardlessoftheirconcernswasindicationthatthenew
programmedirectorlackedtheknowledgeandunderstandingthattheendusersneededtobeheard
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andtheirissuesaddressedifhewastobesuccessful.Thisapproachwasveryirresponsibleinview
thattheimpactwouldbetotheentirenation(Hamlinetal,2001).

Thenewprogrammedirectorhadthepossibilityofachievingsuccessinmanagingandleading
theNPfIT.However,his lackofunderstandingregardingthedifferencesofallNHSTrustsfrom
behaviours,personalities,individuals,organisationalstructuresandcultureswashisgreatestweakness
whichcontributedtothefailureofNPfIT(seeFigure7).Bybringingthecomplexgiantintohis
realmandformingNationalSteeringInformationGroupsthatconsistedofkeystakeholdersandend
usersfromallthedifferentTrustswouldhavehelpedhimachievethecontrolandsuccesshewanted.

TheNationalSteeringInformationGroupwouldhavehelpedtoharnesssuccessandgiventhenew
programmedirectoraplatformtounderstand,manage,control,monitor,resolve,shareandmotivate
allthekeystakeholders.Thenewprogrammedirectorandothertop-leveldecisionmakersforthe
programme,wouldhavebeengreatlyempoweredbytheNSIGinmovingtheNPfITtowardsbeing
asuccessstory.Knowledgeacquiredwouldhaveensuredthroughouttheprojectlifecycletherewas
anoutlineofallbehavioursofindividualsandgroupswithinorganisationsandthetreatmentonhow
toaddressthemtoensureNPfIThadachancetosucceed.

Procurement
Therightprocurementmodelcanbeusedasastrategicstepinaprojectwhichenablesanorganisation
orbusinesstoimprovequalityandprofitability.Theprocurementprocesshelpstosimplifyprocesses,
reducerawmaterialpricesandcostsandidentifybetterandmorefavourablesuppliersonthemarket.
Thisalsohelpstoreducethe“bottomline”.Itimportanttoensureprocurementmanagementiscarried
outforaproject.Thishelpstoestablishandmaintainrelationshipswithprovidersorservicesand
goods(Weigel&Ruecker,2017;Waters,2011;Chuanetal.,2016&YueJin,Ryan&Yund,2014)

AcentralisedapproachtoprocurementforNPfITwascheeredonbysupporters.Procurement
wasachievedquicklyhavingthecentralisedapproachwhileachievingtheaggregationofservices
(Westfall,2020).TheNPfITsvigoroussuppliercompetitionsaved£4.5billionintermsofprices
paidforservicesandgoods(NAO,2006).Theapproachlackedpropertestingaswellasconsultation
withNHSTrustsnationally,cliniciansandpatientswhowouldbetheactualendusersofNPfIT.
TheNAOreportalsocriticisedstronglythattheprocurementforNPfIThadoccurredbeforeany
clinicalengagementandotherkeystakeholders(Westfall,2020).Thesupplierbindingcontractsfor
NPfIThadvaguespecificationsandthisresultedinhavingabout£30millionadditionalcostinlegal

Figure 7. Overview of the Project Environment
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feestotheNHStoresolve.DrNowlanprovidedevidencetothePACandoutlinedthat“thehasteto
procurementwasoverridingduediligenceoverthehealthcarevalueandachievabilityofwhatwas
beingdone”(PAC,2009).

TheexclusionofsmalllocalserviceprovidersthatmanyNHSTrustshadbuiltrelationships
withandusedtobeprovidersoftheirexistingsystemswerelostbecausetheycouldnotbidforsuch
largecontracts.Thiswasahighriskandsupplierswhounderstoodtheneedsoftheir localNHS
Trustswasalsolost(Chowdhury,2019).Thenewsupplierswhowonthebidswerenotwellversed
tounderstandatlocalleveltheneedsandworkingcultureofthedifferentNHSTruststobeableto
embedthenewrequirementstobusinessasusual(BAU)nationally.

Thenewprogrammedirector,whenappointingnewcontractstothenewsuppliersforNPfIT,
couldhaveensuredalllocalexistingsupplierswerepartoftheserviceagreementswithsuppliersso
astoensureTrustshadtheconfidencethatthegapthatexistedinhavinganewsupplierwhodidnot
understandhowtheirsystemsworkedwouldbebridgedbytheexistingsupplierswhotheytrusted
andhadrelieduponforalongtime.

The new programme director wanted to avoid national extensive consultation which would
haveimpactedontimelinesandcostofdeliveringtheprogramme.Theprocurementconsultation
wouldhaveslowedtheentireprocess,butthiswouldhavecontributedpositivelytowardssuccess
probabilities.ForNPfIT,acentralisedapproachwasnot thebestwaytomanageprocurement in
viewofhowdifferenteachNHSTrustworkedatlocallevel.TheapproachtakenfailedTrustsas
theyhadtodealwithallthesystemissuesandproblemsthatresultedbecauseofpoorprocurement
management(Westfall,2020).

Risk Management
Ariskandresilienceprogramme(seeFigure8)shouldhavebeendonetoensureallrisksandhazards
wereidentifiedandtheirimpactoutlinedwithintheorganisationonhowtoapprehendandhandleall
flaggedissuessoastohelpbuildaresilientorganisation(Miles,2012&Redmond&Sinha,2014).
Aresilientorganisationhasgreaterchancesforprojectimplementationstobeasuccess.

Someofthekeyriskcategoriesare:(Ioana-Veronica&Simona-Valeria,2012):

Figure 8. Risk and resilience programme framework
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• Strategic
• Operational
• Financial
• People
• Regulatory
• Governance

Riskmanagementshouldhavebeenutilisedtoplayakeyagileroleinensuringitwascontributing
tothesuccessofNPfIT.Thelackofriskmanagementempoweredthenewprogrammedirector,to
coverupseriousissuespertainingtoNPfIT.Hedidnotinvolveallkeystakeholdersbecausehewanted
tohidewhatwasalreadyapoorlyplannedprogrammewithlowprobabilitytosucceed.Hewasareal
risktakerwhohadnosenseofSRandhowhisdecisionsimpactedtheTrustsandthecommunities
NHSloyallyservicedaswellasthetaxpayerswhohadfundedNPfIT.

Thelackofriskmanagementinviewofhistoricfailuresalsoshowedthatthenewprogramme
directorlackedknowledgeabouttheNHSinregardtofailedITprojectsandwhatthreatNPfITwas
upagainstinordertobesuccessful.Thenewprogrammedirectorlackofconcernaboutriskswasalso
becausethegovernmentwasalsonotbothered.InOctober2006,theBritishJournalofHealthcare
Computing&InformationManagementsharedadossierofdocuments,reportsandlettersbysome
universityscientistswhohadraisedconcernsandrisksaboutNPfITtotheGovernment,butthiswas
ignored.

WhiteandFortune(2002)indicatedthatprojectsuccessfactorshaverisksassociatedwiththem,
howeveranagileapproachinriskmanagementensuresallrisksidentifiedaremitigatedwhichwill
helptoenhancethesuccessfactorsinanyimplementation.Ibelievethatifriskmanagementhad
beendone,NPfITwouldhavebeenasuccessfulstoryfortheNHSandonewhichthegovernment
andthenewprogrammedirectorwouldhavebeenproudof.

Social Responsibility
MiltonFriedmanacontroversialcritic,expressedthatcorporatesocialresponsibilitymightultimately
hollow organisations goals against social goals, “There is one and only social responsibility of
business–touseitsresourcesandengageinactivitiesdesignedtoincreaseitsprofitssolongasit
stayswithintherulesofthegame,whichistosay,engagesinopenandfreecompetitionwithout
deceptionorfraud”(Friedman,1970).However,inviewofthisstatementbyFriedmanonehasto
rememberthat theNHSisapublicentityfundedbytaxpayers’moneyanditsmainaimis tobe
sociallyresponsibletowardsprovidingdifferentservicestotheresidentsoftheUKincludingtheir
ownemployees.Therefore,Friedman’sunderstandingshouldneverbethereasonCSRisnottaken
seriousintheNHS(Westfall,2020).IgnoringCSRduringimplementationcausedseriousrisksthat
outweighedtheeconomicrisksofNPfIT(Eccles,Newquist&Schatz,2007).PorterandKramerin
2006outlinedthat“themorecloselytiedasocialissueistoacompany’sbusiness,thegreaterthe
opportunitytoleveragetheorganisation’sresources–andbenefitsociety”(Porter&Kramer,2006).

WhentheProjectManagerunderstandsthatCSRcanhelpthemunderstandtheirkeystakeholders
andmanagethemwellwhilemeetingtheirCSRrequirementswhichpromotesmotivatedandinterested
stakeholders.CSRshouldbemanagedthroughoutaproject’slifecycle.Itisawin-winstrategythat
benefitssocietyaswelltheorganisation.Thenewprogrammedirectorcouldhaverankedallsocial
issuesthatwouldhavebeenraisedbyallNHSTrustsnationally.Theninthesamewayanyproject
risksarerankedbyprobabilityandimpact,thelikelihoodthesocial,environmentorethicalissues
will arise in the implementationofNPfIT,whatwillbe thepotential impact,not just toproject
success,buttoemployees,systemsusers,serviceusers,NHSTrusts,communitiesandsociety.IfThe
newprogrammedirectorhadintegratedtheseintoNPfITplanningandexecutionoftheprojectthe
riskscontributingtoprogrammefailurewouldhavebeenreducedwhilesocialgoodwasalsobeing
promotedtoallstakeholders.
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Stakeholder Engagement
In2013,Beringeretal.claimedthatthestakeholderbehavioursandhowthatbehaviourismanaged
isthemaincontributortoprojectsuccess.TheresearchbyToorandOgunlana(2010)concluded
thatforalllargepublic-sectordevelopmentprojectstheywentbeyondthetraditionalirontriangle,
toprojectsuccessbeingtheperceptionandsatisfactionofstakeholders.

InviewthattheNHSisacomplexandlargeentityitcanonlyachieveprojectsuccesswhen
allkeystakeholdersareinvolvedascontributorsanddecisionmakers.Itissociallyresponsiblefor
projectmanagerstoensuretheyaremanagingandcommunicatingwithallstakeholdersthroughout
theprojectlifecycle.IfthenewprogrammedirectorhadinvolvedallTruststhiswouldhavehelpedin
creatingasupportnetworkwhichwouldhaveenhancedknowledgeandunderstandingofNPfIT.This
wouldhaveworkedinfavourtowardsthesuccessofNPfIT.(changetal.,2013).In2013,Changet
al.emphasisedthateffectivestakeholderengagementandmanagementreliedonaProjectManager’s
ability to identifyexpectations fromthestart to the finishofproject.Astakeholderengagement
processwouldhavehadapositiveimpactonquality,timeandcostofimplementation.Thelackofa
clearstakeholdermanagementprocessforNPfITresultedinhavingnostakeholderexpectationsand
satisfactiondelivered.Anyprojectmanagerwhothrivestosucceedinimplementingprojectsinthe
NHSshoulddependontheengagementandmanagementofstakeholders.

Project Planning and Scope
Well,regardlesstoTonyStarkinIronManhavingthebeliefthatrunningisachievedbeforeone
canwalk,inprojectmanagementitisbesttofollowthecorrectprocesslikeinhumandevelopment
–crawlingbeforerunning,walkingorflyingwithyourproject(Akbaretal.,2019).Yes,planning
aprojectisthemostbrainstormingtaskwhichmanyfindfrustratingandexhausting,butitisthe
mostvitalparttobedoneiftheProjectManagerwantstoreducerisksandfailurerate.Iftimehad
beentakentoplanforNPfITbeforethestartofimplementationtheprogrammewouldhaveachieved
(Ghenietal.,2017&Bownsetal.,1999&Gray,Larson&Desai,2017):

• Clearobjective
• RiskAssessment
• Milestones
• ResourceAllocation
• Taskdependencies
• Communication
• AvoidUnclearProjectScope
• TheBottomLine
• StakeholderCommitment&Appreciation
• Training
• ContingencyPlan

CoNCLUSIoN

TheresearcherisoftheviewthatNPfITandanyfutureprojectsintheNHScanbeasuccessifthe
factorsthathavebeenoutlinedinthispaperarehandledinanagileapproachduringtheentireproject
lifecycleandallthenegativeimpactofrisksaremitigatedorcontrolled,asmentionedinprevious
sections(Guptaetal.,2019).Anyprojectduringthelifecyclehasahighprobabilityatanytimeof
failing.ItdoesnotmatterifitiswithintheUKorUSA,whetheritisalarge-scaleprojectorsmaller
scaledproject.Moreover,itisimportanttonotethatitdoesnotdependonthesectoroftheproject,
whetheritisahealthcaresectororbuildingindustryorintheprivateorpublicsector(Chowdhury,
2019).Failure iscontributed tobydifferent factorswhicharekey toenhancing thesuccessofa
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projectiftheyareidentifiedandallrisksaddressedtoavoidthenegativeimpact.Tobefullyaware
of what the different factors are, there is need to understand the current operational strategies,
processesandsystemsratherthanstudyingwhatwillworkforsuchanorganisationtoensurethe
projectimplementationwillbesuccessful(Westfall,2020).Awell-informedprojectmanagermakes
wisedecisionsknowingtheimpactofhis/herchoices.Additionally,thenewprogrammedirectors’
appointmentsignifiesthatifhehadnotbeenappointedlastminuteandayearbeforeimplementation
andgivenaperiodtofamiliariseandunderstandNHSTrustshisdecisionswouldhavebeendifferent
(Baghizadehetal.,2020).Itisimportantthatanyfutureimplementationsensurethatthosewhodo
nothaveexperienceinNHSstructures,thereshouldbeafamiliarisationperiodgivenbeforeplanning
beginssoanyoneappointedtosucharolewillmakewellinformeddecisionsknowingtheimpact
(Guptaetal.,2019).

Theproblemsthatweidentifiedinthispaperallinteractedwitheachotherandthiscausedthe
rippleeffectwhichresultedinNPfITfailure.Thismeansiftherisksthatwouldhaveanegativeimpact
onthesuccessfactorswereaddressedtherippleeffectwouldhavebeenavoidedandNPfITwould
havehadachancetobeasuccess(Baghizadehetal.,2020).Thepoliticiansandseniorprogramme
managementatthetopleveloftheorganisationalstructurehadasimilarwayofthinkingandvision.
Theyalsodidnothaveanagile approach to allowother stakeholderswithin theorganisation to
challengetheprojectstrategyandplan(Lynch,2012).

The involvementof thegovernment in thisparticularprojecthasbeenapositive in that the
projectwaswellsupported,regardlessoftheconcerns.Thedownfallwasthattherewasthelackof
stakeholderinvolvement,lackofnetworkingandlackofcommunicationchannelswithseniorand
juniorclinicians,NHSTrusts,systemusersandallotherkeystakeholders.Theinvolvementofall
stakeholderswouldhavecontributedtothesuccessfactorspositively.NSGwouldhavebenefitedfrom
thetoplevelininfluencing,motivating,managingandunderstandingallkeystakeholdersandthis
wouldhaveenhancedprogressandprojectsuccess(Baghizadehetal.,2020).TheBlackMoutonGrid
onNPfITshowedresultsofanimpoverishedconcernforpeoplebythekeydecisionmakersatthetop.

ItisalsoclearthatITprojectsaremorechallengingandhavehigherriskstofailespeciallyfor
complexlargeorganisationsliketheNHS.However,amorephasedoutapproachwhichincreasethe
projecttimelinesisbestforsuchprojectsratherthanunrealistic,hastetimeframes.Foranyorganisation
like theNHS it is important to run largerpilotgroupsbefore the initial implementation isdone
(Westfall,2020).Thishelpstoidentifyrisksindifferentorganisationsandthewaysinwhichtheyare
tobeaddressedtoensuresuccessisstillachievedforanyimplementation.Therefore,tomanageand
leadanyITorhealthcareoralargeorcomplexprojecttoasuccessstoryanagileapproachshould
betakenduringtheentireprojectlifecycleandallthekeyfactorsrequireariskassessmentsoasto
ensureallnegativeimpactsaremitigated.Suchprojectsrequirerealistictimelinesandshouldnever
bedoneinhaste.Thisensuresallkeystakeholdersespeciallysystemusersareinvolvedinthedecision
makingoftheprojectfortheentirelifecycle.
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