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A Critical Review of
“Definition of Goals” 

DEBATT

2TQULGMV���RTQITCO��QI�RQTVGH�NLGNGFGNUG�GT�GV�QOHCVVGPFG�QOTȔFGК�
Og utviklingen skjer raskt. Det gjøres ulike erfaringer inne ulike 
QOTȔFGT��1I�UGNXUCIV�GT�XK�KMMG�CNNVKF�GPKI�OGF�JXGTCPFTGК�0(2�
�PUMGT�FGDCVVGT�QO�WNKMG�GTHCTKPIGT�QI�WNKMG�U[P�XGNMQOOGPК

AV TOM GILB
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Marc and I share some values regarding require-
OGPVU� URGEKƓECVKQP�� $WV� +� JCXG� UQOG� RTQDNGOU�
with some of his remarks, and some suggestions 
HQT�OQTG�CFXCPEGF�VJKPMKPI�QP�TGSWKTGOGPVU�
1PG� XCNWG� YG� UJCTG� KU� SWCPVKƓECVKQP� QH� 
UQOG��
requirements:

Project requirements are of many types, and some 
QH� VJGO�FQ�PQV� CFOKV� VQ� SWCPVKƓECVKQP�� DGECWUG�
VJG[�CTG�DKPCT[�
RTGUGPV�QT�PQV���
5GG� (KI���� 5Q� CNN� RGTHQTOCPEG� CPF� TGUQWTEG�EQUV�
TGSWKTGOGPVU� ECP� CPF� UJQWNF� DG� SWCPVKƓGF�� $WV�

(WPEVKQP�&GKIP�%QPFKVKQP�� EQPUVTCKPVU�� CPF�
Function Requirements are not normally quanti-
ƓGF��6JG[�CTG�DKPCT[��2TGUGPV�QT�CDUGPV�

;QW�ECPPQV�CXQKF�EQPƔKEVU�QH�QDLGEVKXGU��CNN�QDLG-
EVKXGU�CTG�KPJGTGPVN[�KP�EQPƔKEV�YKVJ�GCEJ�QVJGT��
both for the common budget, and because they 
LWUV�EQPƔKEV�YKVJ�GCEJ�QVJGT��UGEWTKV[�CPF�WUCDK-
NKV[�CTG�GZCORNGU�

What Marc might have said is the following:
��� ;QW� UJQWNF� PQV� URGEKH[� C� RGTHQTOCPEG� 
XCNWG��
quality) goal level which makes it impossible to 
reach reasonable and necessary goal levels for 
QVJGT�ETKVKECN�QDLGEVKXGU�
��� ;QW� PGGF� VQ� ƓPF� C� TGCUQPCDNG� DCNCPEG� TGICT-
ding performance goal levels so that minimum 

“Project objectives are the 
establishment of requirements 
YJKEJ�CTG�CU�SWCPVKƓGF�CU�
possible and which must be 

met in order for a project to be considered 
UWEEGUUHWNN[�EQORNGVGF�ŭ�
/CTE�9�

Ŭ%QPƔKEVU�QH�QDLGEVKXGU�CTG�VQ�DG�
CXQKFGF�
ų�#�EQORNGVG�FGƓPKVKQP�
of objectives requires the 

KFGPVKƓECVKQP�QH�CNN�TGNGXCPV�UVCMGJQNFGTU��
YJKEJ�ECP�NGCF�VQ�EQPƔKEVU�QH�KPVGTGUV��
%QPƔKEVU�QH�QDLGEVKXGU�CTG�VQ�DG�CXQKFGF��K�G��VJG�
FKHHGTGPV�RTQLGEV�QDLGEVKXGU�OWUV�ƓV�VQIGVJGT�ŭ
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requirements (tolerable or worst case levels) can 
DG�FGNKXGTGF�CPF�OCKPVCKPGF��#PF�VJCV�TGCUQPCDNG�
success-goal levels, for all critical objectives, can 
DG�TGCEJGF�

6JG� VGTO� ŨCDUQNWVG� RTKQTKVKUCVKQPũ� KU� PQV� FGƓPGF��
and I can think of many bad interpretations, par-
ticularly I think of well-known methods of giving 
numeric weights (as in Balanced Scorecard) in 
CFXCPEG��/[�FGGRGT�XKGY�QH�RTKQTKVK\CVKQP�KU�KP�C�
RCRGT��+�DGNKGXG�VJCV�[QW�ECPPQV�EQUV�GHHGEVKXGN[�FQ�
any up front absolute prioritization, because there 
are far too many dynamically changing variables 
CPF�WPMPQYPU��YJKEJ�ECP�FGUVTQ[�[QWT�KPVGPV�

You need to compute your residual priority step 
by step, based on continuous measurements of 
budgeted resources consumed, and of performan-
EG�XCNWG�NGXGNU�FGNKXGTGF��&GVCKN�QP�VJKU�RTQEGUU�KU�
KP�O[�8CNWG�2NCPPKPI�DQQM�

9GNN� VJKU� KU� EQPHWUKPIN[� XCIWG�� .GV� OG� VT[� VQ�
TGRJTCUG�KV�CPF�IKXG�OQTG�OGCPKPI�
���4GSWKTGOGPVU�OWUV�OGGV�VJG�FGƓPGF�4WNGU�HQT�
5RGEKƓECVKQP�HQT�[QWT�QTICPK\CVKQP��=�?
���6JG�CFJGTGPEG�VQ�FGƓPGF�TGSWKTGOGPVU�SWCNKV[�

levels will be measured before requirements exit 
VQ�PGZV�RTQEGUU�D[�5RGEKƓECVKQP�3WCNKV[�%QPVTQN�=�?
���6JG�&GHGEV�&GPUKV[�.GXGN�QH� VJG�4GSWKTGOGPVU�
HQT�GZKV� NGXGN� UJQWNF�DG� NGUU� VJCP� ����FGƓEKVU�RGT�
RCIG�

&GƓPKVKQP� QH� CNN� VJGUG� �� EQPEGRVU� KU� PGEGUUCT[��
CPF�PQV�RTQXKFGF��6JG�OGVJQF�VQ�ŨFGNKOKVũ�CPF�VJG�
OGCPKPI� KU�OKUUKPI�� 5Q� KPUVGCF� QH� IWGUUKPI��YG�
PGGF�OQTG� KPHQTOCVKQP� HTQO� VJG� CWVJQT�� 1VJGT-
YKUG�KV�KU�OGCPKPINGUU�

9QY��OCIKE�VTKCPING��9JCV�KU�VJCV�
PQV�VJG�OCVJU�
concept?)? Does he mean the Iron (Project Mana-
IGOGPV��6TKCPING!�5GG�(KI���

Assuming he does mean this, then I am of the 
QRKPKQP�VJCV�KV�KU�C�HCNUG�CPF�OKUNGCFKPI�EQPEGRV��
It is clearly possible to reduce costs and improve 
SWCNKV[�� 6JKU� KU� VJG� YGNN� MPQYP� ŨFGUKIP� VQ� EQUVũ�
GPIKPGGTKPI�RCTCFKIO��
See Fig-3 smart is nice idea but not the smartest 
TGSWKTGOGPVU�ENCTKƓECVKQP�KFGC�

5Q��UQOG�EQOOGPVU�QP�5/#46��C�PKEG�UKORNKƓEC-
VKQP��DWV�PQV�VJG�DGUV�KPFWUVTKCN�UVTGPIVJ�OGVJQFU��

DEBATT

ŨFGNKOKVCVKQP�QH�DGPGƓV�CPF�PQP�
objectives’ (MW): 

“In addition to the magic triangle, 
the aim is to distinguish between 
PQP�VCTIGVU��DGPGƓV�VCTIGVU�CPF�
now consciously the negative 

DGPGƓV�VCTIGVU�CU�FCOCIG�CPF�VQ�RTQXKFG�
resource planning optimised for all 
QTICPKUCVKQPU�KPXQNXGF�ŭ

“In the case of objectives, one 
must always pay attention to the 
combination of SMART objectives, 
completeness of the objectives 

CPF��CDQXG�CNN��VJG�FGNKOKVCVKQP�QH�DGPGƓV�CPF�
PQP�QDLGEVKXGU�ŭ

“An absolute prioritisation of the 
IQCNU�KU�TGEQOOGPFGF�
ų����#P�CDUQNWVG�RTKQTKVKUCVKQP�
across all goals in order to be 

CYCTG�QH�QPGũU�QYP�RTKQTKVKGU�KU�JGNRHWNŭ
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Why?
���SRGEKƓE�5KORNG
9G�OWUV�PQV� UKORNKH[� HQT� KVU�QYP�UCMG��;QW�ECP�
NQUG�ETKVKECN�FGVCKN��+V�UJQWNF�DG�CU�UKORNG�CU�RQU-
sible, but no simpler than what is needed for the 
RWTRQUG�CV�JCPF��+H�[QW�JCXG�C�IKICPVKE�EQORNGZ�
global multi decade project you might need a page 
QT����UWD�URGEKƓECVKQPU�VQ�OCPCIG�QPG�QH�VJG�VQR�
VGP�QDLGEVKXGU�

���MGCUWTCDNG�1RGTCVKQPCNK\GF�3WCPVKƓGF
;GU�� HQT� CNN� VJG� XCTKCDNG�� RGTHQTOCPEG� CPF� EQUVU��
/QUV� KORQTVCPV� KPKVKCN� KU� SWCPVKƓECVKQP�� UQ� VJCV�
we have a clear common understanding of the 
QDLGEVKXG��6JG�FGƓPGF�UECNG�QH�OGCUWTG�PGGFU�VQ�
TGƔGEV� VJG�UVCMGJQNFGT�XCNWG�� +V�OWUV�PQV�DG� LWUV�
UQOGVJKPI� VJCV� WPKOCIKPCVKXG� RGQRNG� ƓPF� VJG[�
ECP�SWCPVKH[� 
VJG� GCU[�OGVTKEU��+P�O[�RTCEVKEG� +�
also have a lot of sub-dimensions in each scale 
(who, where, what dimensions) in order to model 
reality, and to help us decompose the problem to 
VJG�OQUV�ETKVKECN�CTGCU�

���AEJKGXCDNG�CVVCKPCDNG
9JGP�UGVVKPI�XCNWG�NGXGNU��KV�KU�GZVTGOGN[�FKHƓEWNV�
VQ�MPQY�YJCV�KU�TGCNN[�CVVCKPCDNG��6JKU�KU�C�OCVVGT�
of latest state of the art technology which could 
be unknown, or unknown to the requirements 
URGEKƓGT��+V�KU�FCPIGTQWU�VQ�DCEM�QHH�HTQO�NGXGNU�QH�
performance you would like, but do not yet know 
how to reach, or more complex to reach together 
YKVJ�CNN�QVJGT�QDLGEVKXGU�CPF�TGUQWTEG�EQPUVTCKPVU�
So what you have to do is ask for what will be cost 
effective if you get there, and hope some imagina-
VKXG�FGUKIPGTU�ECP�ƓPF�C�YC[�VQ�FQ�KV�
In practice, with agility and incremental delivery 
and feedback and adjustment, you will get infor-
mation about what is really possible as you move 
CNQPI��0Q�QPG�MPQYU�GPQWIJ�VQ�FGVGTOKPG�UWEJ�
things in advance of design, and in advance of 
KORNGOGPVCVKQP�CPF�OGCUWTGOGPV�

���RGCNKUVKE�4GNGXCPV�ų�1DLGEVKXGN[�CVVCKPCDNG
5COG� EQOOGPV� CU� CDQXG�� ;QW� ECPPQV� ƓZ� VJGUG�
VJKPIU� CU� KPKVKCN� TGSWKTGOGPV� URGEKƓECVKQP�� ;QW�
specify what you want, and how cost-effective 
XCTKQWU�NGXGNU�YQWNF�DG��$WV�[QW�JCXG�VQ�F[PCOK-
cally adjust things, as reality reveals itself step-
D[�UVGR��#IKNG�CU�KV�ŨUJQWNF�DGũ��
SMART ideas belong to big-bang waterfall, not 
#IKNG�+PETGOGPVCN�XCNWG�FGNKXGT[�

���TKOGCDNG�6KOGN[
6JG� FGNKXGT[� VKOG� QH� URGEKƓE� PWOGTKE� NGXGNU� QH�
XCNWG� CPF� SWCNKVKGU� KU� QH� EQWTUG� KORQTVCPV�� 6JG�
GCTNKGT�VJG�DGVVGT��(QT�VJKU�TGCUQP�+�VGCEJ�VJCV�YG�
need to decompose the larger objective into smal-
ler earlier deliverables for the most critical peo-
RNG�UKVWCVKQPU�RNCEGU� =�?��6JKU� KU� VJG�CIKNG�CRRTQ-
CEJ��6JG�ŨVKOGN[ũ�JGTG�
/9��UOGNNU�QH�QPG�URGEKƓE�
FCVG� HQT�GXGT[VJKPI�CV�QPEG��9G�PGGF�C�EWTXG�QH�
GCTN[�HTGSWGPV�RTKQTKVKUGF�FGNKXGTKGU�

DEBATT

“Thus, the Six Interdependencies 
are a combination of already 
known, previously independently 
EQPUKFGTGF�KPƔWGPEGU�CPF�PQY�

additional consideration of damage and 
cross-organizational resource consideration 
together:
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5GG�(KI�����9KFOCPPU�ŬUKZ�KPVGTFGRGPFGPEKGUŭ��KU�
a random set of interesting aspects of projects, 
OKUUKPI� FGƓPKVKQP�� CPF�OKUUKPI� URGEKƓE�OCVWTG�
and useful actions, and missing any case study 
proof of concept, and missing lots of other equally 
interesting concepts (qualities, risks, architecture, 
OCKPVGPCPEG�EQUVU��LWUV�VQ�TGGN�QHH�C�HGY��

Summary
We need proven methods and information to 
reduce the alarmingly high failure rate of high 
VGEJ�RTQLGEVU��6JG�MPQYNGFIG�FQGU�GZKUV��DWV�C�NQV�

QH� RGQRNG� UGGO� VQ� RTGHGT� QXGTUKORNKƓECVKQP� VJCV�
NGCFU� VQ� RTQLGEV� HCKNWTG�� 6JG� HCKNWTG� TCVG� VGNNU� WU�
that we need to try harder, be smarter, and it is 
PQV�CV�CNN�GCU[�VQ�UWEEGGF�KP�JKIJ�VGEJ��;QW�OKIJV�
have to abandon comfortingly simple sound bite 
OGVJQFU�


4GF�CPO���0(2U�TQNNG�GT�Ȕ�HQTOKFNG�RTCMVKUMG�GTHC-
TKPIGT�HTC�GP�IKVV�MQPVGMUV��&GVVG�MCP�PQGP�ICPIGT�
ŬDWVVGŭ�OGF�VGQTKGPG�

5RGEKƓE�5KORNG Simple, understandable, concrete

Measurable 1RGTCVKQPCNK\GF��SWCPVKƓGF

Achievable/attainable Achievable, socially accepted, worthwhile

Realistic/Relevant Objectively attainable

Timeable/Timely Concretely planned in terms of time


