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Executive Summary

All parties involved in the construction process—owners, designers, 

and con struc tors—strive for project success. A study performed by the 

CII Project Organization Task Force has concluded that the objective-

setting process is a major determinant of this success. This publication 

summarizes several key ar eas of the study. 

The fi rst area examined is the management of objectives 

throughout the owner’s, designer’s, and constructor’s organizations. 

The management pro cess is illustrated, and three typical problem areas 

impeding effective objective setting are identifi ed. An approach for 

managing project objectives is then out lined and defi ned. 

Also discussed is the process of communicating objectives between 

owner, designer, and constructor. Several mechanisms are discussed 

that promote and inhibit communication of objectives. A method for 

diagramming and an a lyz ing communication channels is presented that 

can be used to improve ob jec tive communication and thereby improve 

chances for project success. 

The task force developed a tool to quantify agreement between 

various project participants. This tool, called an Agreement Matrix, 

is presented and explained. A process using the matrix for managing 

project ob jec tives also is explained. A correlation exists between the 

agreement index (calculated by using the matrix) and the assessed 

degree of project success for the projects examined. The Agreement 

Matrix is promoted as an effi cient feedback device for identifying, 

communicating, reinforcing, and controlling project objectives. 

Examples of the matrix applied to actual projects are included to 

illustrate its use.

v
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Introduction

A basic element of planning is the establishment of objectives. 

The objectives guide numerous decisions required throughout a 

project. These decisions involve trade-offs between time, cost, quality, 

and various technical, aesthetic, and administrative performance 

characteristics. The process by which objectives are formulated and 

communicated is fundamental to project success. 

Objectives originate from the owner’s internal organization, 

which may include marketing, engineering, operating, and fi nancial 

departments. Projects are transmitted, clarifi ed, modifi ed, and tempered 

internally until suffi cient detail is developed to obtain the necessary 

corporate approval to proceed with the project. Many would argue that 

the process of establishing objectives is a team responsibility. Typically, 

the owner’s project objectives should guide the establishment of 

objectives by the designer and the constructor. The owner’s objectives 

may be formally communicated in writing (ideally) or verbally and 

informally communicated or implied through bidding documents, 

contract documents, correspondence, and meetings. The designers and 

contractors each combine their perception of the owner’s objectives with 

their own business objectives and suborganization objectives to develop 

a guiding set of project objectives. This process, as depicted in Figure 

1, is a top-down fl ow of information with no feedback to ensure that 

communication has been accurate. Figure 1 illustrates the three major 

phases in the process: formation, communication, and integration. Each 

phase is critical to project success, and within each a feedback device is 

needed to guarantee that accurate communication of objectives and their 

priority level has occurred. 
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Figure 1. Objective Setting Phases

FORMATION PHASEFORMATION PHASEFORMA

SUBORGANIZATIONSUBORGANIZATIONSUBORGANIZA
OBJECTIVES

SUBORGANIZATIONSUBORGANIZATIONSUBORGANIZA
OBJECTIVES

OWNER’S
CORPORATECORPORATECORPORA

GOALS

OWNER’S
PROJECT

OBJECTIVES

SUBORGANIZATIONSUBORGANIZATIONSUBORGANIZA
OBJECTIVES

SUBORGANIZATIONSUBORGANIZATIONSUBORGANIZA
OBJECTIVES

DESIGNER
CORPORATECORPORATECORPORA
OBJECTIVES

SUBORGANIZATIONSUBORGANIZATIONSUBORGANIZA
OBJECTIVES

SUBORGANIZATIONSUBORGANIZATIONSUBORGANIZA
OBJECTIVES

CONTRACTOR
CORPORATECORPORATECORPORA
OBJECTIVES

DESIGNER
PROJECT

OBJECTIVES

CONTRACTOR
PROJECT

OBJECTIVES

COMMUNICATION PHASECOMMUNICATION PHASECOMMUNICA

PROJECT STRATEGYPROJECT STRATEGYPROJECT STRA

PROJECT PROCEDURES

INTEGRATION PHASEINTEGRATION PHASEINTEGRA

Full document details: CII RS12-1 2003

http://www.avadocuments.com/doc/cii-rs12-1-2003
http://www.avadocuments.com/doc/cii-rs12-1-2003


3

2

Managing Project Objectives 

Management of project objectives involves the three phases shown 

in Figure 1. These three phases are interdependent and overlap during 

the objective-setting and management process. The formation phase 

consists of the methods used by the owner’s organization to bring 

together the corporate goals and suborganization objectives to form 

a single set of project objectives. The communications phase is the 

means by which the owner disseminates, directly and indirectly, the 

project objectives developed in the formation phase. The integration 

phase represents all efforts on the part of the owner to bring together 

the designer’s and the contractor’s project objectives with the owner’s 

to form an integrated project strategy. All of these phases are the 

responsibility of the owner, regardless of how many outside agencies 

are contracted to aid in the planning, programming, design, and 

construction of a project. 

Several problem areas exist in the objective-setting environment. 

The fi rst area for potential diffi culty arises in the process of blending 

the various suborganization objectives (i.e., marketing, engineering, 

operations, and fi nancial objectives) into a consistent and stable 

set of well-defi ned, owner’s project objectives. A second potential 

problem area exists within the designer, and contractor organizations 

in combining the corporate goals with the objectives peculiar to each 

functional suborganization. A third problem area is the potential for the 

project objectives of the owner, designer and contractor to be dissimilar 

or incompatible with each other in developing a single project strategy.
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