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elmsman created the complexty analysis used to evaluate the Project from work across multiple sectors. This
work has produced a "Helmsman Complexity Scale™ measure that is underpinned by scientific and analytical
rigour.

This scale ranges from 1 to 10, and is designed to mimic the Richter Earthquake scale in terms of significance.
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Table 1: The Helmsman Complexity Scale

The scale is derived from underlying complexity data which is normalized through forced ranking to enswre that all
industries can be properly compared. The madel is part of the over arching Helmsman Project Success Framework.
This Framework looks at the three critical disciplines that need to be in alignment in an organisation for projects to
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Background

The Halmsman Complaxity Scale is a comparative measure of complexity bebween projects in all domains. It is
intended to allow managemeanit to judge the potential difficulty of a project from conception through to delivery.
That means it is intended to be predictive of the complexity of a project.

The Helmsman Scale was created to serve the needs of executives who need to make decisions about procesding
and supparting projects. The Helmsman Scale arouse from the Helmsmian groups work with large organisations
that where having difficulty in delivering projects successfully. After research into project management competen-
cies with the australian institute for Project Managers, and associated Industry referance groups, it became clear
that project managers could be successful at one level of complex projects, but may fail at another. Helmsman also
identified that project managers could fail on the same project at a different organisation.

This lead Helmsman to identify that three key ingredients are necessary at an organisational level for the ongoing
succassful delivery of projects. This framework, the Helmesman Success Triangle captures the three key areas that
require understanding and managsment:

1} Understanding of the complexity of projects undertaken by the organisation
2} rManagement of the competency of the project delivery team and functions
3) Establishment of the correct Management Systams to lead and support the delivery team

These elements are demonstrated in below in Exhibit 1 below.
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Exhibit 1. The Helmsman Success Triangle

In the Helmsman Success Triangle, to successfully deliver projects the complexity of a project must be supported
by a blend of project delivery competency (technical, commercial and project management) and cormect manage-
ment systems (reporting, oversight, executive leadership, culture and process). It is not sufficient to improve project
delivery capability if the owners and leaders do not support the project teams with good decision making, direction
satting, pricritisation and leadership.

The focus of this report is on one element of the triangle, establishing project complaxity. The Helmsman Complexity
Scale was developed to create a standard, repeatable, objective and reliable Scale for relative Complexity.
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The underlying approach.

The Scale was developed through ten years of research into factors that create complexity for project managers.
To ensure integrity, Helmsman has built up a substantial database of several hundred projects (most of which have
at least General Managemeant or Senior management visibility). within this database, Helmsman has established
“marker” projects that are common across organisations, and have well understood complexity. Examples of such
projects were G5T implementations, ¥2K work, merger integration and core system replacements

45 imitial factors were developed, the projects were compared against these “marker” projects and a consensus
about whether the project was more or less complex then the “marker” projects were created. This allowed us to
evaluate if the factor was critical and how bast to measure the factor. Factors are not weighted at this stage of the
migdel, but each factor is measured in such a way as to ensure the impact on the overall score is correct.

The measuraments underhying the scale is thus continuously being refined as projects that have some variation in de-
tail is encountered that does not easily it the current measurement system. However, due to the number of projects

in the database, the frequency of changes to the measurement system underlying the scale is no longer significant.
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Exhibit 2. Underlying approach to the Helmsman Scale

Project Context Factors that create the organizational Stakeholder complexity
context for the project Project Role and expectations
Size of paradigm shift
Sociclogical Issues relating to the acceptance and Breadth of cultures imqohed
Factors impact of change on people; staff, Depth of change
customers, regulators, competitors, Humbers impacted
Ccommunity
Ambiguity Lack of dlarity factors which increase Uncertainty around approach,
complexity due to lack of direction or requirements, methods, costs and
information direction
Technical Technical issues that create complexity | State of technical development,
Complexity for the project underlying complexity of
technology, technical challenges,
integration challenges
Project Complexity created by the intricacy of Contract complexity, resource and
hianagement the project, facilities required, schedule and
Complexity roadmap complexity, experience of
the project team
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