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Megaprojects are proliferating 
around the globe. There are now 
hundreds of them on land, in the 
sea and in our skies. Although 
increasingly commonplace, these 
megaprojects have a notorious 
record for budget blowouts and 
missed completion dates.

We conducted a review of the 
literature to identify currently cited 
success factors, and in conjunction 
with insights derived from our own 
experience, developed a quantitative 
and qualitative-based questionnaire. 

This provided the basis for 
our in-depth interviews with a 
representative cross-section of 
executive managers with extensive 
mega and major project experience.

Given the scope, scale and sheer 
complexity of factors that define 
megaprojects, perhaps we should not 
be surprised that they have a failure 
rate of 65%.

Why is the failure rate so high? These 
are complex operations, but how can 
we improve on this disturbing figure?

Keogh set out to shine a light on the 
factors most critical to delivering 
megaprojects, presented in this 
white paper. 

Introduction: 
Keogh and megaprojects

Megaprojects are 
mammoth ventures in 
human organisation.
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“The secret of all victory  
lies in the organisation  
of the non-obvious.”
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Keogh: 
The industry’s choice

As a global consultancy specialist with over 30 years experience in facilitating 
many major and megaprojects, we have partnered with some of the world’s 
most prestigious companies, including:

• Exxon Mobil’s PNG LNG  
(2009 – 2014)

• WMC Olympic Dam expansion  
(1998 – 2000)

• GLNG [Santos and PETRONAS]

• QCLNG upstream with QGC and BG

• Woodside Browse and James  
Price Point 

• APLNG (Conoco Phillips)  

• Apache - Western Australia -  
JV projects

• Bond University

• Shell - German Creek Open Cut Mine

• Saraji & Norwich Park Mines,  
Dysart Town Development,  
Utah Development

• Gallery Gold

• Intrepid Mines (2010 – 2012)

• Bathurst Resources (2010 – 2014)
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“Megaproject success is 
reliant on the relationships 
between people as well as 
the project parts”

4



Our findings revealed that the quality of relationships determines almost 
everything else: 

• the degree to which the project vision is palpably shared; 

• the levels of alignment and integration across the project organisation;

• the trust by financiers and head offices to let project teams get on with it;

• the motivation for contractors to build in collaboration with operators;

• the shared appetite for finding solutions; 

• the constructive management of real conflicts of interest; and, 

• the proactive identification of performance deviations.

Megaprojects require that these relationships not only be forged but 
continuously reworked in order for their greatest value to be recognised  
and extracted.

The science of  
success – relationships
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“There is no silver bullet – 
except the realisation that 
bringing all parts together 
as ‘poetry in motion’ is  
as much an act of artistry 
as science.”
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Our analysis revealed 10 critical themes integral to a megaproject’s success:

Common recurring critical themes

1.	 Shared focus and continuous clarity across the project – 
vision, project definition, risks, deliverables.

2.	 �Agreed philosophies, values and approach should be decided  
at the outset, as these underpin all functions.

3.	 �Key stakeholders must have an understanding and alignment 
with their role and responsibilities.

4.	 �Every project is unique – project teams must be empowered 
to get on with the job of addressing challenges in uniquely/
locally effective ways.

5.	 �Systems are important but it is people who make them work.

6.	 �Integration across project interfaces.

7.	 Project leaders are passionately committed and “walk  
the talk”.

8.	 �Conflict, chaos, disruption and problems will occur. How they 
are addressed is what matters.

9.	 A culture of accountability is actively sustained.

10.	 �Right people on board with the right skills at the right time.
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“The strength of a project’s 
purpose comes from 
constancy of focus and 
consistency in behaviour.”
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The Keogh 
framework – megaprojects

Structure
More than roles and reporting lines, 
this lens calls for the creation of a 
transformation plan. It’s a detailed 
scoping of coordinated and integrated 
initiatives to ensure the achievement 
of ‘coherence, alignment and 
integration’ across all parts of the 
project; a key ingredient for success.

People
When everyone is truly engaged with 
and aligned to the project why and 
vision, it will take on unstoppable 
momentum. In the end, we strive to 
have everyone take up the mantle of 
leader and influencer.

Culture
Passionately committed project 
leadership is a critical success factor. 
It is through the culture lens that a 
project’s leadership comes alive. 
We work alongside project leaders, 
helping them ‘walk their talk’ of  
good leadership.

Power
Every aspect of megaproject life is,  
in a sense, a political activity, involving 
differing if not conflicting levels of 
interest, power and influence for 
potential gains and costs. We work 
with project leaders to constructively 
navigate through this political quagmire.

When working with major and megaprojects, our framework allows project 
leaders to manage the obvious and the invisible, and build alignment and 
integration across the many facets of the project.
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“Leaders need to 
be visible, engaging 
with people and 
making real meaning 
of trends, challenges  
and decisions.”
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Challenges facing megaprojects

• The impact of a continually 
changing digital landscape. 

• A more informed, engaged and 
expectant public. 

• Increasing levels of scrutiny. 

• Competition for venture capital.

• Robotics, automation and other 
technological advances.

• Greater involvement by government 
in developing countries.

The challenges of successfully 
delivering megaprojects will only 
increase as we expand into harsher 
terrains, deeper waters, and more 
politically and culturally complex 
environments. Further analysis 
acknowledged that the challenges 
20 years from now are only 
beginning to be grasped. 

These new challenges will continue 
to draw more on our human capacity 
to engage in collective innovation. 
Organisations that follow a 
relationship-first framework will be 
better prepared for success now and 
in the future.
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“When genuine alignment 
occurs, a project will take on 
unstoppable momentum.”
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A word from our clients

Our clients report that we have made an invaluable contribution to their 
megaproject successes over the years by helping them achieve clarity, alignment, 
integration and leadership across their various, complex project stages.

“�Their help with the vision piece 
and our culture implementation 
plan, and the synergy they helped 
us build between our clarity of role 
and purpose, and our culture – their 
ability to make a Leadership Team 
more cohesive, was all very valuable”

“�Keogh have an uncanny ability to 
converge a group of people to a 
common point – they synthesise and 
converge, and they’re not afraid to 
challenge either.”

“�Keogh supported us in developing 
and maintaining a clear vision of the 
desired project outcome and how 
to get there, and engagement of all 
stakeholders (including government 
ministers) in the process. A lasting 
impact of Keogh’s work was the 
establishment of a high-performance, 
one team culture.”
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Conclusion

The successful delivery of 
megaprojects is the exception, not the 
norm. It is often assumed that if good 
structures, systems and processes 
are instituted from the outset, and 
highly skilled teams and individuals 
are allowed to get on with the job in 
the best interests of the project, that 
success should ensue. This frequently 
is not the case. 

Our research tells us that it is in  
what happens in the spaces between 
the “parts”, that is the “relationships” 
(between people, concepts, policies, 
plans, systems, data, interests)  
that success or failure is most  
likely determined. 

It is only through building seamless 
relationships, whether internally or 
with external partners, through the 
right processes and guidance, that 
megaprojects can succeed to their 
optimal potential.

Contact us for a detailed briefing of  
our Keogh Consulting Megaprojects 
White Paper and to learn more about 
how we can support you on your major 
or megaproject.
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keoghconsulting.com.au

Overwhelmed by 
the complexity of 
your project?
Let’s start a 
conversation.

Speak directly with:

Allan Keogh
Executive Principal Consultant
allan@keoghconsulting.com.au
1800 4KEOGH (453644)

http://keoghconsulting.com.au
https://www.linkedin.com/company/keogh-consulting-pty-ltd/
https://www.facebook.com/keoghconsultingltd/
https://twitter.com/KeoghConsultant
https://www.youtube.com/channel/UCzMjBRr8k0xN8SNqS4UD0hw

