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For more than fifty years, project management has been in use but perhaps not on a world-wide basis. 
What differentiated companies in the early years was whether or not they used project management, 
not how well they used it. Today, almost every company uses project management and the 
differentiation is whether they are simply good at project management or whether they truly excel at 
project management. The difference between using project management and being good at project 
management is relatively small and most companies can become good at project management in a 
relatively short time period especially if they have executive-level support. But the difference between 
being good and excelling at project management is quite large. 
 
Companies such as IBM, Microsoft, Siemens, Hewlett-Packard and Deloitte, just to name a few, have 
come to the realization that they must excel at project management. IBM has more than 300,000 
employees with more that 70 percent outside of the United States. This includes some 20,000 project 
managers. Hewlett-Packard (HP) has more than 8000 project managers and 3500 PMPs. HP desires 
8000 project managers and 8000 PMPs.  
 
Executives Change their View of the Importance of Project Management 
The companies mentioned previously are performing strategic planning for project management and are 
focusing heavily on the future. Several of the things that these companies are doing will be discussed in 
this paper, beginning with senior management's vision of the future. Years ago, senior management 
provided lip service to project management. Today, senior management maintains a different view of 
project management as seen in the table below: 

 
 
Project management is no longer regarded as a part-time occupation or even a career path position. It 
is now viewed as a strategic competency needed for the survival of the firm.  Superior project 
management capability can make the difference between winning and losing a contract. To illustrate 
how important project management is to customers, consider the following four requirements that now 
appear in requests for proposals (RFPs): 

• Show us the number of PMPs in your company and identify which PMP will manage this contract 
if your are winner through competitive bidding  

• Show us that you have an enterprise project management methodology that has a history of 
providing repeated successes  
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• Show us the maturity level of project management in your company and identify which project 
management maturity model you used to perform the assessment  

• Show us that you have a best practices library for project management and that your 
willingness to share this knowledge with us as well as the best practices you discover on our 
project  

  For more than twenty years, becoming a PMP was seen as the light at the end of the tunnel. Today, 
that has changed. Becoming a PMP is the light at the entryway to the tunnel. The light at the end of the 
tunnel requires multiple certifications. As an example, after becoming a PMP, a project manager may 
desire to become certified in: 

• Program Management  
• Business Analysts Skills or Business Management  
• Business Processes  
• Managing Complex Projects  
• Six Sigma  
• Risk Management  

  Companies such as IBM have Certification Boards which meet frequently and discuss what certification 
programs would be value for their project managers. Certification programs which require specific 
knowledge of company processes or company intellectual property may be internally developed and 
taught by the company's own employees. 
 
Executives have come to the realization that there is a return on investment on project management 
education. As such, executives are now investing heavily in customized project management training 
especially in the behavioral courses. As an example, one executive commented that he felt that 
presentation skills training was the highest priority for his project managers. If a project manager 
makes a highly polished presentation before the client, the client believes that the project is being 
managed the same way. If the client makes a poor presentation, then the client might believe the 
project is managed the same way. Other training programs that executives feel would be beneficial for 
the future include: 

• Managing complex projects  
• Establishing key performance indicators (KPI) and dashboards  
• How to perform feasibility studies and cost-benefit analyses  
• How to validate and revalidate project assumptions  
• How to establish project governance  
• How to manage multiple stakeholders  
• How to design and implement "fluid" or adaptive enterprise project management methodologies  
• How to develop coping skills and stress management skills  

Engagement Project Management 
With project management viewed as a strategic competency, it is natural for these companies to be 
strong believers in "engagement project management" or "engagement selling."  Years ago, the sales 
force would sell a product or services to a client, and then move on the find another client. Today, the 
emphasis is on staying with the client and looking for additional work from the same clients.  
 
In a marital context, an engagement can be viewed as the beginning of a life-long partnership. The 
same holds true with engagement project management. Companies like IBM and Hewlett-Packard no 
longer view themselves as selling products or services. Instead, they view themselves as business 
solution providers for their clients, and you cannot remain in business as a business solution provider 
without having superior project management capability. 
As part of engagement project management, you must convince the client that you have the project 
management capability to provide solutions to their business needs on a repetitive basis. In exchange 
for this, you want the client to treat you as a strategic partner rather than as just another contractor. 
 
Decades ago, the sales force (and marketing) had very little knowledge about project management. The 
role of the sales force was to win contracts, regardless of the concessions that had to be made. The 
project manager then "inherited" a project with an underfunded budget and an impossible schedule. 
Today, sales and marketing must understand project management and be able to sell it to the client as 
part of engagement selling. The sales force must sell the company's project management methodology 
and the accompanying best practices. Sales and marketing are now part of project management. 
 
Engagement project management benefits both the buyer and the seller as seen in the table below. 
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The benefits of engagement project management are clear: 

• Both the buyer and the seller save on significant procurement costs by dealing with single-
source or sole-source contracts without having to go through a formalized bidding process.  

• Because of the potential long-term strategic partnership relationship, the seller is interested in 
the lifetime value of the business solution rather than just the value at the end of the project.  

• You can provide life-long support to your client as they try to develop value-driven relationships 
with their clients.  

• The buyer will get access to many of the project management tools used by the seller. The 
corollary is also true.  

Managing Nontraditional Projects 
For more than three decades, we have become experts in how to manage traditional projects.  These 
traditional projects can be for internal as well as external clients. With these projects, the statement of 
work is reasonably well-defined, the budget and schedule are realistic, reasonable estimating techniques 
were used, and the final target of the project is stationary. We use a project management methodology 
that has been developed and undergone continuous improvements after use on several projects. This 
traditional methodology focuses on linear thinking; we follow the well-defined life cycle phases and we 
have forms, templates, checklists and guidelines for each phase. 
 
Now that we have become good at these traditional projects, we are focusing our attention to the 
nontraditional or complex projects. The table below shows some of the differences between managing 
traditional and nontraditional projects: 
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Companies like IBM, Hewlett-Packard, Microsoft and Siemens are investing heavily to become solution 
providers and assist clients on a world-wide basis on managing nontraditional, complex projects. Some 
of the distinguishing characteristics of complex projects, just to name a few, include: 

• Working with a large number of stakeholders and partners, all at different levels of project 
management maturity, and many of whom may not even understand the technology of the 
project  

• Dealing with multiple virtual teams located across the world, and where decisions on the project 
may be made in favor of politics, culture or religious beliefs  

• Long term projects that begin with an ill-defined scope, undergo numerous scope changes, and 
where the end point is a moving rather than stationary target  

• Working with partners and stakeholders may have limited project management tools and 
antiquated processes that are incompatible with the project manager's tool kit.  

New Developments in Project Management 
For companies to be successful at managing complex projects on a repetitive basis and function as a 
solution provider, the project management methodology and accompanying tools must be fluid or 
adaptive. This means that you may need to develop a different project management methodology to 
interface with each stakeholder given the fact that each stakeholder may have different requirements 
and expectations, and the fact that most complex projects have long time spans. The figure below 
illustrates some of the new developments in project management: 
.   
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The five items in the figure fit together when done properly. 

• New Success Criteria: At the initiation of the project, the project manager will meet with the 
client and the stakeholders to come to a stakeholder agreement on what constitutes success on 
this project. Initially, many of the stakeholders can have their own definition of success, but the 
project manager must forge an agreement. 

• Key Performance Indicators: Once the success criteria is agreed upon, the project manager 
will work with the stakeholders to define the key performance indicators that each stakeholder 
wishes to track. It is possible that each stakeholder will have different KPI requirements.  

• Dashboard Design: Once the KPI are identified, the project manager, along with the 
appropriate project team members, will design a dashboard for each stakeholder. Some of the 
KPI in the dashboards will be updated periodically whereas others may be updated on a real 
time basis. 

• Measurement: To update the dashboards and the KPI requires measurement. This is the 
hardest part because not all of the team members or strategic partners may have the capability 
to track all of the KPI. 

• Governance: Once the measurements are made, any decisions necessary must be made or 
supervised by the governance board. The governance board can include key stakeholders as 
well as stakeholders that are just observers.  

Conclusions 
The future of project management may very well rest in the hands of the solution providers. These 
providers will custom-design project management methodologies for each client and possibly for each 
stakeholder. They must be able to develop project management skills that go well beyond the current 
PMBOK® Guide and demonstrate a willingness to make business decisions as well as project decisions. 
The future of project management looks quite good, but it will be a challenge.     © 2009 allPM.com 
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